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Executive Summary 

Background 

The Tonga Police Development Programme (TPDP) – a partnership between the Governments 
of Tonga, New Zealand and Australia – came about following riots in Nuku‟alofa in 2006.  Two 
scoping missions were carried out in 2007.  These missions outlined the scope of work that 
needed to be done and provided some guidelines for a project design.  However the project 
design was never undertaken and a list of activities suggested in the first scoping mission 
became the focus for implementation.  The TPDPD commenced in 2008 and the current funding 
arrangements cease on 30 June 2012.  The overall goal or objective of the TPDP is an effective 
Tonga Police which has the trust and confidence of the community.   

Tonga, New Zealand and Australia contribute to a Trust Fund administered by the Ministry of 
Finance in Tonga.  Running costs and procurement are funded from this trust fund.  The New 
Zealand Police (NZPol) and the Australian Federal Police (AFP) provide the technical assistance 
and manage their respective contributions to TPDP on behalf of Ministry of Foreign Affairs and 
Trade (MFAT) New Zealand‟s Aid Programme and Australian Agency for International 
Development (AusAID). 

In October 2010, donors called for a mid term review to be undertaken and the three Parties 
agreed to a Terms of Reference in April 2011.  A Review Team - consisting of two technical 
advisors (serving police officers from AFP and NZPol), a Tongan organisational and government 
consultant and an independent international development consultant – undertook the review 
between 23 May and 7 June 2011. 

The Review Team was asked to: 1. give a detailed assessment of progress against stated 
objectives; and 2. to describe an appropriate, effective and sustainable Tonga Police and to 
make recommendations on the priority areas to be developed to enable this described Tonga 
Police to be achieved. 

The review was undertaken in a participative way with semi-structured interviews with people 
who had previously been interviewed during the scoping missions, with the Tonga Police 
Executive, with government officials and Ministers and with Tongan civil society.  Stratified 
workshops were also held with 86 Tonga Police staff. 

Key findings 

Overall objective 

Considerable progress has been made towards achieving the TPDP‟s overall objective.  A 
significant majority of people interviewed indicated that the Tonga Police have come along way 
since the start of the Programme in regaining the trust and confidence of the Tonga community.  
Respondents also commented on the improvement in the Tonga Police effectiveness.  These 
findings have been verified by the first of a series of Community Perception Surveys conducted 
by the University of the South Pacific on behalf of the TPDP.   

Planning and implementation 

The Review found that there is a nested hierarchy of planning tools to assist the Tonga Police 
implement their functions.  There is a Strategic Plan 2009-2013 and a four year Business Plan 
outlining the work required to achieve the goals in the Strategic Plan.  For each year‟s activities 
there is an Annual Action Plan and within the Action Plan are referenced the activities that will be 
undertaken by the TPDP to help the Tonga Police realise their Annual Action Plan. 

Governance 

A Project Management Committee (PMC) has been set up in line with the recommendations of 
the scoping missions.  Despite meeting frequently in the initial stages of the TPDP, the PMC has 
not been meeting regularly with a fourteen month gap between the last two meetings.  The 
Review finds that there is a need for regular oversight of the TPDP by the PMC.  This issue has 
been resolved with a decision taken at the last PMC meeting (30 May 2011) to meet on a six 
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monthly basis in future to ensure that the external members are involved in the oversight of the 
TPDP. 

Progress against activities 

Progress against the listed activities has been well documented in the nine quarterly acquittal 
and narrative reports provided to Partners over the last three years.   

Short term: Of the list of 8 short term activities to be undertaken by the TPDP, the review 
found that considerable progress has been made.  Most of the tasks listed have been achieved: 
filling the position of Police Commissioner; review of the Police Act and the separation of powers 
between the Police Commissioner and the Minister; provision of a programme support team; a 
mutually agreed policing style; the development of a communications strategy; provision of 
equipment etc to support police operations; and studies of training, organisational structure, 
building and accommodation needs.  However the review found that in the case of the 
communications strategy there are some serious shortcomings in effectiveness which have 
caused some major disruptions to the implementation of the TPDP and the operations of the 
Tonga Police.  One other activity – the annual reviews – has not been implemented. 

Medium to long term:  Of the list of 7 medium to long term activities, the review again found that 
much had been achieved:  

A training advisory team had been deployed with several long term advisors having been 
posted to the Training School and that many short term advisors had delivered training.  
The TPDP had also arranged for some courses to be delivered locally by the University 
of the South Pacific and other external providers.  

A procedures, practices and policy team had been partially deployed – the scoping 
mission called for a 2 year engagement but only one advisor was in place and then only 
for 6 months. 

Implementation of a legislative reform programme has been partially achieved – the 
Liquor Act, the Breath Testing Act and the Police Act have been achieved and are 
making a difference on the ground to the Tongan community

1
.  However much work 

remains unfinished – the regulations required for the Police Act; the reform of other 
legislation which would free up Police from work not associated with normal policing. 

Implementation of a building equipment and infrastructure programme has been partially 
completed.  Studies have been carried out and the Tonga Police now has a building 
replacement and renovation programme in place – and while some work has 
commenced on building - funding remains an issue. 

Activities not achieved are:  

The Government of Tonga (GoT) has not given the setting up of an ombudsman‟s office 
the priority envisaged in 2007.  The GoT

2
 however states that this may go ahead after 

the Anti-corruption Commissioner position is established.  While the establishment of the 
Ombudsman‟s Office is important for the Tonga Police reforms in the longer term, the 
priority setting is clearly beyond the capacity of the TPDP to influence.   

The deployment of Australian and New Zealand (ANZ) workplace mentors has been 
achieved at the higher level, but not at the lower levels envisaged in the scoping 
missions. However a local mentoring programme for new recruits has been set up under 
the auspices of the Training School and assisted by the TPDP. 

Development of an information technology programme has not been achieved.  A TPDP 
study indicated that the original intention was too ambitious and beyond the capacity of 
the GoT to maintain.  Work is currently underway to examine other more appropriate 
options. 

                                                   
1
 A common theme in the responses from the public and external stakeholders. 

2
 Comment from Attorney General and Deputy Prime Minister 30 May 2011 
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The indicative lists of activities from the scoping missions became the Programme activities and 
were fitted into the Strategic and Business Plans.  However, the four Project Components 
suggested in the second scoping mission

3
 were largely forgotten or overlooked.  The 

components were: 1. Institutional Capacity Building; 2. Individual Capacity Building; 3. 
Infrastructure and Equipment Provision; and 4. Program Management and Coordination.   

While some activities have been undertaken in individual and institutional capacity building (e.g. 
a code of conduct, complaints and disciplinary procedures, planning and budgeting, asset 
management, training), other important activities - not in the scoping mission lists but vital to the 
implementation of a capacity building project as foundation blocks – listed in Project Components 
1 and 2 (management reform especially in human resource and finance) reforms have not been 
undertaken.  Despite the fact that this is a capacity building project with a focus on organisational 
reform, change management has only recently become a focus of the Programme

4
.  With 

hindsight a project design would have revisited the activity lists and incorporated them in these 
components providing a sensible and programmed framework to build the capacity of the Tonga 
Police and assist it to implement its Strategic and Business Plans.  The Review finds that the 
lack of a project design document has limited the success and sustainability of Programme 
progress. 

On new systems approaches and culture, the review found that the communications problems 
referred to above have caused disquiet and confusion among staff and also among external 
stakeholders (politicians, business people and the community).  This outcome has negatively 
impacted on the operations of the Tonga Police and distracted them from the reforms and their 
day to day functions. 

The review found that working relationships between the advisors and the Commissioner, the 
advisors and their counterparts, the AFP and the NZPol were excellent.  The concern expressed 
to the review about communications between the AFP in Canberra and the NZPol in Wellington 
has been resolved by the setting up of regular scheduled phone conferences. 

Risks 

Risks identified in the scoping missions still remain although now to a lesser extent.  However 
there are high level risks for the TPDP now with main ones being: 

 the likely departure of the incumbent Police Commissioner who is seen as the main 
driving force behind the TPDP and the associated loss of momentum on his departure 
(either in September this year or in 2013; 

 the risks associated with the economic recession currently facing Tonga and the 
likelihood of Tonga not being able to meet its commitment to the Trust Fund. 

 Cabinet asking that the Police Act 2010 be reviewed in the aftermath of the April petition 
by some Tonga Police staff to the Prime Minister expressing no confidence in the 
Commissioner.  The Act is the foundation for the reforms and if repealed or completely 
revised the impetus for change may disappear.  

Limitations and constraints 

There were two studies to take place which would have informed the Review, but they had not 
been completed at the time of the field work: the Cost of Policing Study and the 2011 Community 
Perceptions Survey.  Because these would inform the Programme more fully and because of the 
limited time available for field work, the Review Team did not examine the areas of costs and – 
apart from some fairly superficial questioning – the changes in community perceptions of the 
Tonga Police. 

                                                   
3
 Tonga Police Trilateral Discussions, Final Issues Report (McGovern Report) 27 November 2007.   

4
 Tonga Police Commissioner comment 5 July 2011 
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Conclusion 

The Review found that the changes and reforms undergone by the Tonga Police are not yet 
sustainable and require further significant inputs. 

However, overall progress against the objectives and activities has been remarkable given the 
lack of a properly structured project design and has provided the TPDP with an appropriate 
foundation for future development.  Given the progress made and the willingness shown by the 
Tonga Police for the changes being brought about by the TPDP, the review found that the 
Programme should be extended. 

Recommendations 

The Review‟s recommendations are listed in the text of the main Review Report.  The key and 
critical recommendations are listed below:   

 The TPDP is extended for at least an additional five years from 1 July 2012 to 30 June 
2017.  This will require an urgent commitment from the Partners and a project design to 
be completed by March 2012. 

 The TPDP revisit the four Project Components listed in the McGovern Report and 
urgently focuses on management reform and provides the necessary advisors with good 
change management skills as a prerequisite. 

 The Tonga Police Executive are more closely involved with the definition of tasks for and 
the selection of advisors. 

 Tonga Police urgently review their communications strategy and the TPDP consider 
hiring local consultants if required to assist. 

 



 

 
 

 

Overview of the Tonga Police Development Programme  

There were three major documents informing the development of the Tonga Police Development 
Programme (TPDP):  The Joint Assessment Mission Report February 2007, the Trilateral 
Discussions Final Issues Paper (McGovern Report) November 2007 and the Memorandum of 
Arrangements. For more detailed summary of these documents, see Appendix 4.  A brief 
summary follows. 

The Joint Assessment Mission5 

In September 2006, the Tonga Police Force (TPF) and the Government of Tonga (GoT) 
requested assistance from the Governments of Australia (GoT) and New Zealand (GoNZ) for 
police related assistance.  Following civil unrest in Nuku‟alofa in November 2006 and subsequent 
criticisms of the TPF‟s response to these events, the GoT invited the Governments of Australia 
and New Zealand (ANZ) to undertake a joint assessment of the TPF.  A Joint Assessment 
Mission (JAM) was conducted from the 5th – 17th February 2007. 

The JAM recommended a wide range of assistance measures designed to support future 
development of the TPF.  Some of the measures required enabling action by the GoT with 
support from ANZ.  Many of the broader measures required future funding commitments from the 
GoT and will depend on strong GoT leadership.  The JAM recommended that any package of 
assistance only proceed following a firm commitment from the GoT to provide its own enabling 
budgetary allocations to the development of the TPF.     

The JAM outlined a list of activities which consisted of: short-term activities necessary for an 
effective and efficient TPF; and long-term activities aimed at ensuring that short-term changes 
are persuasive and that the TPF emerges as a professional police service.   

Trilateral Discussions6 

From 21-23 August, 2007, Trilateral Discussions took place in Nuku‟alofa between the ANZ and 
the GoT, with a view to discuss the practical steps of adopting the recommendations on the JAM 
Final Report April 2006 and effecting a design-implementation phase of the joint Australia and 
New Zealand assistance to the TPF. 

The Tonga Police Trilateral Discussions Final Issues Report (The McGovern Report) proposed a 
programme of assistance to the Tonga Police Force (TPF) to be named the Tonga Police 
Development Programme (TPDF) and set out clear options and recommendations for future 
actions for the design-implementation phase of the Program. 

Phasing and rolling design 

The McGovern Report recommended the programme be delivered in two phases of short term 
and medium to long term assistance (the list of activities from the JAM) and set out some 
guidelines to design a programme to run to 30 June 2012.   

The McGovern Report suggested that the Programme design should be built around four 
components:

7
 

• Component 1 – Institutional Capacity Building; 
• Component 2 – Individual Capacity Building; 
• Component 3 – Infrastructure and Equipment Provision; and 
• Component 4 – Program Management and Coordination. 

It also set out some clear development principles based around the Paris declaration to guide the 
design and implementation of the Programme.

8
  The design was never undertaken. 

                                                   
5
 The JAM summary is taken from the Tonga Police Trilateral Discussions, Final Issues Report, Nov 2007 pp 4-6 

6
 Tonga Police Trilateral Discussions/McGovern Report pp 6-9 

7
 Ibid pp10-11 
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Monitoring and Evaluation
9
 

The TPDP set up a M&E Framework in 2009.
10

  The work was undertaken by an officer from the 
NZPol under supervision of the AFP and NZPol long term advisors seconded to work on the 
TPDP.  At the PMC meeting held on 30 May 2011, a decision was made to review the M&E 
Framework to make it more suitable and appropriate for the needs of the Tonga Police going 
forward.  This review is to take place in the ensuing twelve months. 

The Memorandum of Arrangements 

A Memorandum of Arrangements (MoA) setting out the working arrangement was drawn up.  
This MoA adopted the set of principles from the McGovern Report to guide the implementation of 
the Programme

11
: 

1. The Government of Tonga‟s leadership and ownership of the Program is maximised. 
2. The package of support is well aligned with the Government of Tonga‟s needs and 

priorities. 
3. The pace of implementation is appropriate and responds to the absorptive capacity of the 

TPF. 
4. The focus is on capacity building, not capacity supplementation. 
5. The Programme is based around a mutually approved community policing style. 
6. The Programme will support the long term financial sustainability of capacity built into the 

TPF within the financial limits of the Government of Tonga.  

It also stressed the need to acknowledge the partners‟ commitment to the Paris Declaration on 
Aid Effectiveness

12
 and in particular: ownership by the GoT; alignment with GoT procedures, 

policies and systems; harmonisation of Partners‟ contributions and systems; the programme 
should be managed for results – with a focus on achieving the objectives through results-oriented 
reporting and monitoring frameworks; and mutual accountability and transparency of the use of 
development resources. 

The MoA also set out a two tier framework for the governance of the Programme.  Strategic 
oversight was to be provided by the Cabinet Security Committee with Programme management 
being provided by a Programme Management Committee (PMC).  Sub-committees may be 
established by the PMC to undertake particular projects under the Programme.  The PMC was to 
report to the Cabinet Security Committee on a three monthly basis or as required.   

All three documents had as a pre-requisite the need for the duties and responsibilities of the 
Minister and the Commander/ Commissioner to be separated and clearly defined.

13
   

All three documents
14

 included the list of short term and medium to long term activities more or 
less as set out by the JAM.  All three documents contained the list of guidelines or principles for 
implementation.  Critically however, there is no mention in the MoA of the four Project 
Components listed in the McGovern Report and there is no mention of the Phasing and Rolling 
Design process which included a list of achievements expected by the end of the first phase, and 
there us no mention of the recommendation that a project design needing to be completed by the 
end of 2008

15
. 

The three partners signed the MoA on 2 July 2008 and the Tonga Police Development 
Programme commenced from that date. 

                                                                                                                                                              
8
 McGovern Report p 11 

9
 Ibid p 14 

10
 Tonga Police Force, Monitoring and Evaluation Framework, June 2009. 

11
 Memorandum of Arrangements … in relation to the Tonga Police Development Programme 2008-2013, undated but 

signed on 2 July 2008. Also the McGovern Report p11 
12

 OECD, The Paris Declaration on Aid Effectiveness, March 2005 
13

 This was achieved with the enactment of the Tonga Police Act 2010– the Minister to be responsible to Cabinet for (a) the 
proper administration for the administration of the [Police] Act and (b) the efficient management of the Tonga Police.  The 
Commissioner was to be responsible for all operational and administrative matters 
14

 The JAM Report, the McGovern Report and the Memorandum of Arrangements 
15

 McGovern Report pp9-10 
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The Tonga Police Strategic Plan 2009-2013 and the Four Year Business 
Plan 

Following its commencement the Programme, in line with one of the activities listed in the 
McGovern Report

16
, developed a Strategic Plan 2009-2013 for the Tonga Police

17
.  This 

Strategic Plan set out: 

 the vision for the Tonga Police: Safer Communities;  

 a mission statement: To be the leading police service in the Pacific, working in 
partnerships to maintain law and order, keep the peace, prevent crime and road trauma, 
and enhance public safety; and 

 three Strategic Goals. 

1. Community Reassurance [with an outcome of] Confident, safe and secure 
communities 

2. Policing with Confidence [with an outcome of] Less actual crime, less actual road 
trauma, fewer victims. 

3. Organisational Development [with an outcome of becoming] The Pacific’s leading 
Police service 

The Programme then assisted in the preparation of a Four Year Business Plan for the Tonga 
Police.  The Programme again assisted the Tonga Police to prepare Annual Action Plans 
designed to achieve the outcomes identified in the Four Year Business Plan.  Activities funded by 
the Programme designed to support the Tonga Police implement this Four Year Business Plan 
are then put in place. 

Background to and Purpose of the Joint Assessment Review 

Background 

Under the MoA, the Parties may at any time constitute an independent monitoring and review 
group to review the TPDP.

18
 

The McGovern Report called for a review to be undertaken as part of the design process at the 
end of 2008 and the MoA listed (as one of the short term activities) the need for annual reviews 
of the Programme implementation.  These reviews have not been done.  

It is common practice among development partners to carryout mid-term reviews of projects 
where an extension is to be considered as is the case with the TPDP.  In October 2010 donors 
made a decision to carryout this review.  The three partners agreed on a Terms of Reference for 
the Review in April 2011 and a Review Team was selected and commenced in country on 23 
May 2011. 

Purpose
19

 

As stated in the Terms of Reference (ToR), the purpose of the review is to: provide the TPDP 
partners with an independent assessment on the progress of the TPDP; describe the current 
state of the Tonga Police operations; and identify future priority areas for development and the 
potential role of the partners in ongoing assistance.  (See Appendix 2 for the full ToR.) 

Approach and Methodology 

The ToR asked the Review Team, under Outcome 1, to provide a Detailed assessment of how 
the Tonga Police Development Programme is tracking to deliver its stated objectives, how 
programme implementation is progressing, and recommendations for any required changes.  

                                                   
16

 McGovern Report p9 Development of a Policy Framework/Vision for the TPF 
17

 Tonga Police, Policing with confidence, the Tongan way, Strategic Plan 2009 to 2013 
18

 Memorandum of Arrangements ... in relation to the Tonga Police Development Programme, 2008 – 2013. 
19

 Taken directly from the Review TOR p2 
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However the objectives of the Tonga Police Development Programme were never stated in any 
official document. 

As mentioned above, the Programme evolved from the JAM
20

, the McGovern Report
21

 and the 
MoA.  The only formally accepted document is the agreement contained in the Memorandum of 
Arrangements (MoA)

22
 signed by the three parties in 2008. 

Discussions with Senior Advisors, the Police Commissioner, NZMFAT staff and other advisors 
revealed some confusion as to which of the three documents mentioned was being used as the 
basis for the TPDP with each of the documents being referred to as the main source of the 
Programme on separate occasions. 

While all three documents have a variation of the activities to be undertaken, it is difficult to find 
any expressly stated objectives or goals for the Programme.  However  

 There is a reference to a sort of vision or objective in the JAM in the sub-title on the cover 
sheet Creating an Effective Tonga Police Force which has the Trust and Confidence of 
the Community.  

 The closest thing to an objective visible in the McGovern Report is a reference in a letter 
attached to the JAM from the Prime Minister‟s Office that the GoT requires assistance in 
strengthening the TPF thereby re-establishing the confidence and trust of the people of 
Tonga in the TPF and the benefits that will follow

23
. 

 The MoA: The Governments of Tonga, Australia and New Zealand are committed to 
creating an effective Tonga Police which has the trust and confidence of the 
community.

24
 

In the absence of any other specific evidence, the Review Team has accepted that the overall 
goal or objective of the TPDP is an effective Tonga Police which has the trust and confidence of 
the community.  This was the objective against which progress was assessed. 

On Programme Implementation:  While there was some difficulty in defining the goals or 
objectives of the Programme, the original outline of the activities that were suggested in the JAM 
remained basically unchanged in the McGovern Report and the MoA.   

This programme design proposed in the McGovern Report did not take place and when the 
TPDP commenced, the only “official” document was the MoA.  The MoA however was not (and 
never was intended to be) a template for implementing a project or programme.  It was simply an 
understanding of how the three parties would work together.   Never-the-less, in the absence of a 
project design document, the activities listed in the MoA became the activities to be assessed in 
Outcome 1.  

Work Plan 

The Review Team prepared a Draft Work Plan (Appendix 3) which was prepared against the two 
main outcomes in the ToR: 

Outcome 1: Detailed assessment of how the Tonga Police Development Programme is tracking 
to deliver its stated objectives, how programme implementation is progressing, and 
recommendations for any required changes.  

Outcome 2: Outline the current TP operation and describe an appropriate, effective, and 
sustainable TP (based on available information, e.g. Police Act) and make recommendations on 
the priority areas for future development to reach this sustainable state. 

The findings regarding Outcome 1 were mainly sourced through written reports from the Tonga 
Police and from interviews with Police Officers, advisers and ANZ High Commission staff.  

                                                   
20

 Report Tonga Police Force Joint Assessment Mission 5-15 February 2007 
21

 Tonga Police Trilateral Discussions 21-23 August, 2007, Final Issues Report 27 November 2007. AKA, The McGovern 
Report. 
22

 Memorandum of Arrangements between the Government of Australia and the Government of New Zealand and the 
Government of Tonga in relation to the Tonga Police Development Program 2008-2013 (MoA) 
23

 The McGovern Report p7 
24

 MoA p3 
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Community perceptions surveys (done by others) will measure over time the achievement 
towards the objective of the TPDP an effective Tonga Police which has the trust and confidence 
of the community.

25
  

The findings regarding Outcome 2 came mainly from a series of semi-structured interviews with 
key internal and external stakeholders

26
 and a series of stratified workshops with Tonga Police 

officers.  See Appendix 7 for the list of people interviewed and consulted and Appendix 8 which 
outlines the sentiments and thoughts of the 86 police officers who participated in the three 
workshops. 

The requirements of the ToR were further explained to the Review Team by NZ MFAT staff at a 
briefing on arrival in Nuku‟alofa. The Team was to adopt a two pronged approach: to monitor and 
report on what has been delivered; and to identify priorities for future funding: 

 monitor – look also at whether or not the programme is likely to meet its objectives; is the 
PMC a suitable vehicle to manage the programme; are the Tonga Police collecting 
appropriate information to allow monitoring; are any shifts off track justified? 

o based on documents and supplemented by conversations 
o the review was to take a monitoring approach rather than an evaluative one. 

 are original objectives still valid?  
o provide a broad overview of the programme‟s likely future directions - sufficient to 

get a high level dialogue going between the three partners  

The make up of the Review Team membership was reviewed between the Team Leader and NZ 
MFAT to allow for a Tongan to be appointed as a full team member to take the place of the 
researcher and facilitator. 

Limitations and Constraints 

There were two studies to take place which would have informed the Review, but they had not 
been completed at the time of the field work: the Cost of Policing Study and the 2011 Community 
Perceptions Survey.  Because these would inform the Programme much more fully and because 
of the limited time available for field work, the Review Team did not examine the areas of costs 
and – apart from some fairly superficial questioning – the changes in community perceptions of 
the Tonga Police. 

Given the time in country, the Team was only able to visit one police station away from 
Tongatapu. 

There was also a surprise public holiday (Emancipation Day) during the field work in Tonga 
limiting the access the Team had to key stakeholders.  During this time there were also other 
celebrations or public parades which caused some disruption to the interview schedule– 
Education Day and the opening of Parliament. 

The late appointment of the two Technical Advisers and the Tongan Team member meant that it 
was not possible to arrange or confirm appointments with some key stakeholders ahead of the 
visit which again caused some disruption to the interview schedule.  

The disruptions to the interview schedule meant that some interviews slipped into the time 
scheduled for analysis and writing and other interviews some key stakeholders were not 
possible.  However there was sufficient consensus among the people interviewed to allow the 
Review Team to reach its findings with confidence. 

                                                   
25

 MoA p3 
26

 The Review Team attempted to interview as many as possible of the people/organisations that had been interviewed in 
the two scoping missions. 
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Findings and Conclusions 

The TPDP, as with other institutional strengthening projects in developing countries, is operating 
in a difficult, frustrating and complex political and cultural environment. 

Findings and conclusions have been related directly to Outcomes 1 and 2 in the Review Terms 
of Reference.  See Appendix 1. 

Outcome 1. Assessment of Tonga Police Development Programme progress 

Detailed assessment of how the Tonga Police Development Programme is tracking to deliver its 
stated objectives, how programme implementation is progressing and recommendations for any 
required changes. 

Overall progress to date - given the lack of a well defined project design - has been good and 
has given the Tonga Police a good foundation on which to build the next phase of the TPDP. 

Outcome 1.1 TPDP planning, implementation, governance arrangements. 

The degree that TPDP planning, implementation, governance arrangements, current Programme 
Management Committee (PMC) and project management and if progress to date is on track to 
meet the stated objectives. 

Overall Objective 

Interviews with key stakeholders and the general public strongly indicated that the Tonga Police 
have come a long way since the TPDP started in 2008 in regaining the trust and confidence of 
the people of Tonga.  This view was also held by the police officers themselves.  There were 
some reports of problems with individual police officers, but these were by far outweighed by the 
positive comments received by the Review Team.  This finding is supported by the first 
Community Perceptions Survey which also recorded positive outcomes in this area. 

Continuing progress towards the Programme‟s main objective will be best measured by the 
ongoing Community Perception Surveys.  The Review understands that there may be some 
changes to the sampling being undertaken in that there may now be a requirement for a 
percentage of those sampled to have had direct dealings with the Tonga Police.  This statement 
has not been verified by cross checking but is raised as a possible risk to the Programme.   See 
also under Risks. 

Planning and Implementation 

Planning and Implementation 

The Review found that one of the issues affecting the implementation of the TPDP is the lack of 
a coherent and structured Project Design. 

In the absence of a design document, the activities in the lists in the two scoping missions and 
the MoA became the activities to be implemented by the TPDP.   

The TPDP developed a Strategic Plan and a Four Year Business Plan for the Tonga Police in 
2008.  This was the stage where a project design should have taken place to verify and, with 
direct Tonga Police participation at relevant levels, identify in more detail the activities that were 
needed to assist the Tonga Police successfully implement its Strategic and Business Plans.  The 
project design would also have laid out a schedule and a programmed framework to implement 
the revised TPDP activities in a logical and sequential way to optimise the impact of the activities 
on both the TPDP and the Tonga Police.  The project design should have been undertaken by a 
team with expertise in organisational change and development as well as policing.  

There is however a work planning system in place.  The Strategic and Business Plans set out 
what the Tonga Police hopes to achieve during their four year currency.  These Plans are 
supplemented by Annual Action Plans which describe the activities (and the required budgets) to 
be undertaken by the Tonga Police for a particular year.  TPDP activities (called Projects and 
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based around the “activity lists”) are then arranged or scheduled to assist the Tonga Police to 
deliver their activities.  While this is as it should be to meet the spirit of the Paris Declaration

27
 

and the Pacific Principles
28

 on Aid Effectiveness, the listed activities for the TPDP were not 
tested in a significant way and were never set out under a logical framework for project 
implementation.  In other words, the activities which were accepted as listed in the MoA were not 
necessarily a natural fit to the Strategic and Business Plans.   

This lack of a “proper” project design may have led to sub-optimal scheduling of activities – e.g. 
the human resources and financial management reforms would normally have commenced 
earlier in an organisational capacity building project.  

It should be noted that the TPDP, despite the lack of a design document, has still managed to 
meet most of the short term stated objectives, discussed below.   

As the program evolves it will be imperative for a formal design with a strong emphasis on 
sustainability to be carried out prior to the commencement of any extension. 

It is recommended that a design process for the next phase be commenced as soon as possible 
and that the designers revisit the four components from the McGovern Report.  See suggestions 
under Outcome 2.   

Governance 

The MoA outlined a two tier Governance framework, with strategic oversight and direction 
provided through the Cabinet Security Committee and Programme management provided by the 
Programme Management Committee (PMC).   

The Cabinet Security Committee has not been formed.  Despite this, the PMC decided at its 
meeting on 31 May 2011 that it still had an obligation to report to Government.

29
  The Review 

Team shares this view. 

It is recommended that the PMC engagement with the Tongan Cabinet be formalised.  This could 
be to any committee replacing the Cabinet Security Committee or direct through the Minister. 

Project Management Committee 

A PMC, consisting of key TPF personnel, associated government ministries and departments as 
well as civil society was to be set up with a Terms of Reference to oversee the implementation of 
the Programme.  Despite meeting frequently in the initial stages of the TPDP, the PMC has not 
been meeting regularly with a fourteen month gap between the last two meetings.  The Review 
finds that there is a need for regular oversight of the TPDP by the PMC.  This issue has been 
resolved with a decision taken  at the last PMC meeting (30 May 2011) to meet on a six monthly 
basis in future to ensure that the external members are involved in the oversight of the TPDP. 
Day to day oversight of project activities is managed by the Action Planning Committee which 
meets on a monthly basis.   

The Review Team agrees with the decision by the PMC to hold 6 monthly meetings and not 
quarterly meetings as proposed in the MoA.  Quarterly meetings would have added an extra 
layer of reporting which is not needed, and the existing practise of not scheduling regular PMC 
meetings effectively excludes some external stakeholders from the decision making process.  
There is a risk that key stakeholders will be alienated from the Programme if the time frame of six 
monthly PMC meetings is not adhered to. 

Other governance 

It was reported that both the Australian and the New Zealand Senior advisors report weekly to 
their respective offices in Canberra and Wellington.  It is understood that there will be a need for 
some administrative reporting which is outside the Programme reporting to the PMC and the 
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APC.  The partners should examine this reporting with a view to lessen the workload of senior 
advisors by requiring reporting on only essential matters. 

Progress to Date 

The following provides an assessment of progress against the Short Term Activities and Medium 
to Long Term Activities listed in the Terms of Reference and in the Memorandum of 
Arrangements.    

Short Term Activities 

6.1 Support for filling the position of the Commander of the Tongan Police Force (TPF) [now 
known as the Tonga Police]. 

In September of 2008, the current Commissioner, formerly of NZPol, was appointed as the Police 
Commander of the Tonga Police.  This contract was initially for a period of three years, with an 
option for a further two year extension if willingness is indicated for renegotiation by the Tongan 
Government.  This extension would require negotiation with New Zealand Aid, who fund the 
position.  The New Zealand Government pay the full salary and are to be reimbursed by the GoT 
for the equivalent Tongan salary, however this is yet to be realised.  While this might be 
logistically easier it does nothing to advance the issue of sustainability for this position.  For more 
detail see the relevant section in Appendix 4. 

It is recommended that the Government of Tonga pay the base Tongan salary for the position 
directly to the Police Commissioner and in the event that the position is later held by another 
expatriate

30
, that the Programme supplement the salary sufficiently to attract a suitable 

candidate. 

6.2. Support for formal policy and legislative changes including review and revision of the 
Police Act and related legislation, and managing the transition from Commander to 
Commissioner.  

The program, with support from the Pacific Police Development Program (PPDP), provided 
support for the review, revision and implementation of the Tonga Police Act 2010, which includes 
the legal framework for the transition from Commander to Commissioner.   

The Tonga Police Act was passed and proclaimed by The King in Council on 19
th
 November 

2010, to come into force on 2 February 2011.  In line with Division 2 of the Act,
31

 the position of 
Police Commander was replaced by the position of Police Commissioner.  Further, in line with 
the JAM and McGovern Reports and the MoA, the powers and roles of the Police Commissioner 
and the Minister for Police were clearly delineated and separated.  Several steps have been 
taken to progress regulations under the Act.  At this stage, there are two sets of regulations that 
required preparation.  The first – setting out requirements relating to criminal record checks 
conducted by Tonga Police – was drafted by Tonga Police in February/March 2011 and were 
provided to the Australian Attorney General‟s Department (AGD) when two AGD officers 
travelled to Tonga in March 2011.  Following receipt of these draft regulations, AGD provided 
comments and suggested changes to Tonga Police and the Solicitor General.  Tonga Police 
Commissioner said that these regulations were being progressed when AGD last met him in 
Tonga in May 2011.  The AGD and the Review Team are not sure of the current status of these 
regulations.  The second set of regulations will set out the procedures for the Police Employment 
Committee.  In May 2011, AGD consulted with Tonga Police on the information that needed to be 
included in these regulations.  This information is currently being converted into drafting 
instructions – AGD expect a draft set of regulations to be prepared by the end of July 
2011/beginning of August 2011 for consultation with Tonga Police. 

                                                   
30
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31
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Extensive consultation on the Act was undertaken with Tonga Police staff and other stakeholders 
both during the drafting and following its completion.  Despite this there appears to be some 
disquiet and concern within the Tonga Police about the new Act.  This disquiet has trickled down 
to the wider community who are aware at a superficial level at least, that there are problems 
within the Tonga Police.  The review team is of the view that the fast rate of change coupled with 
communication processes may be contributing factors, this is further discussed in Outcome 1.2, 
and detailed in Appendix 9.   

The Australian Attorney General‟s Department, conducted a review in January 2011
32

 and 
outlined possible options for future law reform in Tonga.  This paper addressed key issues raised 
during consultations with stakeholders in Tonga relating to law and justice that fell outside the 
scope of the Tonga Police Act 2010, but which could be addressed by Tonga in the future.  
Consistent with Australia‟s Framework for Law and Justice Engagement with the Pacific, AGD 
takes a collaborative approach to its provision of technical legal assistance.  This discussion 
paper has been provided to the Police Commissioner who subsequently discussed the issues 
and recommendations with the Solicitor General.  It was decided at this time that the 
recommendations of the review, whilst supported, will not be considered until after full 
implementation of the Police Act had occurred.

33
  This may be a reflection on the capacity of the 

Crown Law Office.  While some of these issues may be outside the current lists of activities being 
undertaken by the TPDP, in cases where they impact on the work load and operations of the 
Tonga Police there is a strong case for the TPDP supporting their review/ reform/implementation.  
The option of using local consultants (assisted by advisors from the AG‟s Department or 
elsewhere and funded through the Programme) to undertake this work on behalf of the Crown 
Law Office may be worth considering.  There would also be an added benefit of building capacity 
in the local legal sector with little impact on the workloads of Tonga Police or the long term TPDP 
advisors.  See also Recommendation 17. 

It is recommended that the TPDP consider assisting the Crown Law Office with the review of 
legislation etc, if it can be demonstrated that this will assist the TPDP achieve its objectives. 

6.3 Provision of Programme support team. 

The JAM report recommended the provision of an executive support team to support the Police 
Commander and the operations of the Tonga Police.  This was premised on the selection of a 
Tongan National in the position of Police Commander.

34
  

Whilst the program has not provided direct support to the expatriate Police Commander, it has 
provided both long term and short term advisory assistance to support the operations of the 
Tonga Police Force and its Executive.  Since May 2008, the TPDP has deployed 11 long term 
advisors (more than 6 months) and 24 short term advisors for a selection of different advisory 
roles.

35
 

The Review Team received suggestions that the use of short term advisors be limited to specific 
skills in which knowledge can be imparted to counter-parts quickly and easily and where there 
was little or no need for follow up.  Long term advisors were preferred overall.  Tonga Police 
Project Managers sought more involvement in the selection of advisors who would be working in 
their areas – this would also include involvement in drafting Terms of Reference.  Based on the 
principles in the McGovern Report and the MoA on Tongan ownership, this is a reasonable 
request but given the nature of short term assignments, the Review Team thought that for short 
term advisors this involvement may need to be restricted to involvement in drafting the ToRs.   

                                                   
32

 Options for Future Law reform in Tonga Australian Attorney General's Office January 2011 
33

 Kelley, Chris, Commissioner TP, discussions with review team dated 30 May 2011. 
34

 Ibid 1, page 33. 
35

 TPDP Financial Acquittal Report dated 14
th

 January 2011. 



 

 
Tonga Police Joint Assessment Review  

10 

The Review Team has been advised that this is happening in some cases and encourages the 
TPDP to adopt the practice where possible to provide on-the-job capacity building for these 
managers. 

It is recommended that the Tonga Police Project Managers are more involved in developing the 
Terms of Reference for the engagement of both short term and long term advisors.  It is further 
recommended that the relevant Project Manager or the PMC is directly involved in the selection 
of any long term advisor.  This could take the form of the Tonga Police or PMC being given a 
selection of short listed names and CVs. 

6.4 Determine a mutually approved community policing style. 

A mutually approved policing style has been adopted and articulated in the Tonga Police 
Community Strategy, with implementation and review ongoing. 

In March 2009, a project team set about articulating the „community policing style‟ in a corporate 
document.  The subsequent Tonga Police Community Strategy was approved in principle by the 
Tonga Police Executive in May 2009

36
, and progressed to an implementation phase.  The 

strategy has been progressively implemented through the Community Policing Strategy project 
within the TPDP.  Changes brought about by this strategy have mostly occurred in Tongatapu 
only.

37
 

A review of the community policing strategy was conducted in May 2011
38

.  This review was 
provided to Tonga Police Executive.  Discussions with the Police Commissioner held on 30 May 
2011, indicate that the recommendations will be considered during further expansion of the 
community policing project. 

The Review Team accepts the recommendations as set out in the Community Policing Review 
and reinforces the need to ensure that the implications of the recommendations be considered in 
the broader context of the TPDP and the changes taking place within the Tonga Police and the 
community.  This includes the opening of new community policing stations.  (see outcome 7.2) 

It is recommended that in implementing the Community Policing Recommendations, the Tonga 
Police and the TPDP give consideration to the need for improved communications and the 
absorptive capacity of the Tonga Police. 

6.5 Support for the development of a communications strategy. 

According to the McGovern Report, the communications strategy was to be formulated and 
adopted by the GoT by the end of Phase 1 (30 June 2008).   

In 2008/09
39

 there was no funding available for the Communications Strategy but two milestones 
were achieved that would contribute to communications within the Tonga Police: the Tonga 
Commissioned Officers Conference October 2008 and the Police Executive monthly meetings re-
established October 2008.  Externally the nationwide consultation process was completed April 
2009.  The TPDP report for 2008/09 indicated that the Communications Strategy emphasis was 
to be on bi-lingual news conferences, event promotion and policy information being released and 
associated with incident/event publicity, and further that a communications officer was appointed 
to assist in the public relations development. 

Actions 4 (Internal and external education and awareness campaign) and 5 (process for regular 
community engagement) of the Tonga Police Action Plan for 2009/10 were linked to 
communications strategy (Project 16) of TPDP Work Plan.  The TPDP 2009/10 Report showed 
that the Communications Strategy had been produced to keep the public informed, keep staff 
updated and ensure transparency in our activities

40
.  However, in the Report against 

achievements against the JAM short term activities the entry on the communications strategy 
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only refers to the fact that the Strategic Plan was written, published and launched.  Again the 
emphasis was on external communications with only one of 13 activities being associated with 
internal communications – Enhance internal communications policies. 

The 2010/11 Action Plan shows that the Communications strategy (P16) is an integral part of 
the Tonga Police work.  However the main focus is still on public relations with only 2 of the 6 
Actions linked to internal communications – the development of an internal marketing and 
communications strategy and establishing a national monthly police newsletter.  One milestone 
was the scoping of a full or part time position to provide communications support/media 
liaison/internal marketing processes. 

With hindsight it is easy to see that more emphasis should have been placed on internal 
communications in an environment of organisational change.  The absence of an internal 
communications strategy, and the implementation of that strategy, may have contributed to the 
disquiet and unease about the implementation of the Police Act felt by police officers.  This was 
one of the factors leading to the presentation of the petition to the Prime Minister and Minister.  
The Review Team noted that immediately following the presentation of the petition, the 
Commissioner held a series of stratified forums with the Tonga Police staff to hear their 
grievances.  If formalised into a regular event, this initiative might provide a method of 
reconnecting the Police Officers with the Executive and provide an avenue for a more 
consultative approach to communication.  

There is a real and pressing need to improve internal communications.  This has been 
recognised by the Tonga Police which is currently proposing a new communications strategy – 
Talatalaifale or communicating in the “Tongan Way” – to sit, talk, discuss and negotiate.

41
  If it is 

considered necessary, the Programme should assist this process by contracting a Tongan 
communications specialist or consultant to facilitate and lead the Talatalaifale process.  Part of 
this strategy should include providing the Tonga Police senior staff and managers with the skills 
needed to communicate with and manage their teams.  See elsewhere also suggestions 
regarding establishing a community consultative committee and also comments below at 
Outcome 1.2. 

It is recommended that the TPDP assist the Tonga Police to urgently review their 
communications strategy with emphasis on internal communications. 

6.6 Provision of urgent equipment and material to support police operations  

Following the JAM Report an ANZ team undertook a physical resources assessment of the 
Tonga Police Force

42
.  While mainly concerned with the state of the buildings and infrastructure, 

the 2007 also made recommendations relating to basic police equipment, communications 
network, vehicles, and office equipment.  The Review Team has seen evidence of police 
equipment, vehicles and improved communications provided under the Programme.   

This equipment has been greatly appreciated at all levels of the Tonga Police, Tongan 
Government and community who have noticed an increase in the visibility and effectiveness of 
the Tonga Police since 2006.  This includes: vehicles (23 Toyota Utility Vehicles with 4 to come); 
18 bicycles for beat and community policing duties; public order equipment; and uniforms 
provided to all officers; nationwide radio communications network completed in May 2010. 

All procurement under the programme is subject to the Tongan Government procurement policy 
and procedures.  Programme funds are deposited to an account under the Ministry of Finance & 
National Planning set up for this purpose.  To access or use the Programme funds, the same 
paperwork and the same procedures are used as for the Tonga Police recurrent (normal 
Government of Tonga) budget

43
.   

It became clear to the Review Team that the Tonga Police Band brings great pride to the Tonga 
Police, for example it is featured on the cover and inside of the 2009-13 Strategic Plan, it took 
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part in the Ashika memorial service and performs at many State events.  The Review Team 
heard comments from both within the Tonga Police and from the public of how the band portrays 
the Tonga Police in a good light.  It was pointed out that to date there has been no TPDP 
assistance to the band.  While it is understandable that during Phase 1 of the TPDP there were 
higher priorities for expenditure, we suggest that modest investment now would pay dividends 
beyond the band in terms of raised morale across the wider Tonga Police. 

It is recommended that consideration be given to the provision of minor support to the Tonga 
Police Band. 

6.7 Resourcing further detailed studies of training, organisational structure (incl Fire 
Services), building and accommodation needs. 

Training:   

A review of the Police Training School was completed in 2009
44

. It „involved a detailed review of 
the Tonga Police recruit training program and training materials which showed that „the content 
of the recruit program, developed in 2005 and 2007 with the assistance of the Pacific Regional 
Policing Initiative (PRPI), is comprehensive and reflects current global 'best practice' policing 
methodologies‟.  The Training School also needed to provide refresher courses for officers as 
well as recruit training.  The Training School has developed the Training Calendar 2011, with 
courses being delivered in accordance with the calendar. The courses will be delivered by the 
Training School, University of the South Pacific (USP) and external providers.  

As part of the overall TPDP, there is a Project Plan for the Training School (Project 10 and 
10(a)). This plan outlines the deliverables that the Training School will achieve in this financial 
year.  Other specialist training which needed to be done was carried out through the TPDP, 
courses included: Disaster Victim Identification (including the donation of DVI equipment to 
Tonga Police), Tactical Response Group Training, breath analysis, and supervisors‟ training.  

The current Training Advisor‟s Terms of Reference
45

 mention training needs analysis in the 
„Scope of Work‟, i.e. „to provide support and advice to the Training Manager and staff in the 
development and design of a TNA for the Tonga Police’.  However, the document provides no 
other explanation as to what TNA is required or why. For a given number of reasons, a decision 
was made not to proceed with a full training needs analysis (TNA) for the Tonga Police (as set 
out in the current advisor‟s ToR).  A detailed analysis was done on the supervisors‟ training 
needs as a base for developing the Supervisors‟ Course which is set down for June 2011.  TNAs 
will be carried out for other level courses as they are developed.  The recruit training diploma has 
been recognised by the Tonga Qualifications and Accreditation Board.  At a marginal cost, there 
is a possibility that the Recruit Diploma of Policing could be modified to meet the requirements of 
part of the USP Certificate or Diploma of Policing to allow promising officers pathways to a 
recognised degree in Policing at the USP.

 46
  Other courses run or to be run by the Training 

School may also be able to be recognised by the USP, for example the Supervisors Course. 

It is recommended that the Training School explore options to have their Diploma of Policing 
recognised by the USP as part of their Bachelor of Arts in Pacific Policing  

Organisational Structure: A new Organisational Structure was developed in 2009 to reflect the 
needs of the Tonga Police.  It was forwarded to the Minister in June 2011.  The Review 
understands that the new structure has been approved by Cabinet, along with the parallel salary 
banding, but that the Department of Finance has concerns about the financial impacts on the 
GoT budget and is considering the issue further.

47
 

It is recommended that the Organisational Structure be given priority for implementation in an 
effort to create some stability within the Tonga Police. 
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Building and Accommodation Needs: An assessment of the building needs of the Tonga Police 
was completed in 2009.  It showed that every building owned or being occupied by the Tonga 
Police was in need of replacement or serious renovation.  The Tonga Police Building 
Replacement and Renovation Plan 2011-2016 has been completed and was presented to the 
Project Management Committee Meeting on Tuesday 31 May 2011 and accepted by the PMC on 
10 June 2011.  Progress on implementation of the Plan was observed by the Review Team 
during inspections of the new Police Station at Vaini and another nearing completion on Eua 
Island. 

6.8 Annual Reviews  

The Police Commissioner reports to the Trilateral Partners on progress every 6 months.  As far 
as the Review Team is aware, no annual reviews have taken place.  

It is recommended that the proposed review of the M&E Framework give consideration to a more 
appropriate means of reviewing the TPDP. 

Medium to Long Term Activities 

7.1 Working closely with the Government of Tonga to ensure the proper functioning of an 
Ombudsman and Anticorruption Commission Office 

The JAM saw that there was a need for a police oversight body. At the time, February 2007, the 
JAM was advised that the GoT under the auspices of the Attorney General, was in the process of 
establishing an Ombudsman and Anti-Corruption Office.  At the time of this review neither had 
been established.  However, The Attorney General has recently advised Cabinet that the priority 
should be to appoint the Anti-Corruption Commissioner and that the Ombudsman‟s Office could 
be established later.  The Crown Solicitor has been tasked with progressing the Anti-corruption 
Commissioner appointment.  While this is outside the direct responsibility of the TPDP, The 
Ombudsman would assist the Tonga Police with transparency and help it achieve the 
programmes objective of restoring community trust and confidence in the Police.  It is therefore 
reasonable for the TPDP to assist the Crown Law Office if required.  Maybe an advisor could be 
attached either to the Crown Law Office or to a local law firm. 

It is recommended Australia and New Zealand offer support to the GoT in the establishment of 
an Ombudsman and Anti-Corruption Office ensuring timing takes into account absorptive 
capacity in the Crown Law Office. 

7.2 Deployment of a training advisory team 

An AFP training advisor is in place and working closely with Manager of HR, Training & 
Corporate Services and the OiC Training School.  The previous AFP advisor carried out the 
Review of the Training Centre

48
. 

The review team noted a consensus from within the Tonga Police and externally that the Police 
Officers were better trained.  The specialist training conducted thus far was also recognised by 
the community, more specifically, forensic training and the increased capability of the Tonga 
Police, which had more recently resulted in an increase in successful prosecutions

49
. 

Further training still appears to be needed in investigations and case finalisation, with community 
perceptions that police officers were unable to complete cases or unaware of the evidence 
requirements for a successful prosecution. 

It is recommended that consideration be given to include basic investigations training courses for 
general duty police officers – as and when resources allow. 
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7.3 Deployment of Work Place Mentors 

The MoA envisaged a team of ANZ mentors being deployed to work with Tonga Police Officers 
to ensure that procedures, practices and policies are being implemented effectively and 
efficiently and to ensure that training is embedded once officers return to the workplace

50
.  The 

longer term advisors are effectively filling this role with counterparts in several areas of the Tonga 
Police.  However the actual intention of the original suggested activity needs to be explored more 
fully during the design process for the next phase of the Programme. 

A mentor programme for new recruits is in place and is being further developed.  The mentors in 
this instance are Tongan Police officers who are receiving training in their new roles. 

It is recommended that consideration be given to the extension of the Tongan mentor program to 
include newly appointed or promoted officers as and when resources allow. 

 

It is recommended that the design team for the proposed extension of the Programme examine 
the need for ANZ Mentors to see if they are still required. 

7.4  Deployment of procedures, practices and policy team 

The AFP advisor was deployed to Tonga March-August 2011 and is working from the Police 
Headquarters

51
.  A part time policy training programme is being conducted with 10 Tonga Police 

staff, it is envisaged that from this group, two will be selected to work full time on policy 
preparation.  It has been noted that this deployment is for a period of six months contrary to the 
MoA which suggested a team deploy for up to two years.

52
 

It is recommended that a review of the ability of Tonga Police policy staff and progress of 
regulations be conducted prior to the departure of the policy advisor with a view to extend this 
advisory position as required. 

7.5  Implementation of a legislative reform programme 

Liquor Act, Public Order Act, Breath Testing Act, and Police Act are evidence that this strategy is 
being achieved.  It is evident to the Review Team however, that the full implementation and 
acceptance of the Police Act will still require some further work.  See Outcome 2.1 

As part of the Police Act work the discussion document “Options for Future Law reform in Tonga 
was produced

53
.  This follows on from an offer made by the Australian AG Office, which in turn 

referred to recommendations in the JAM report and also a 2003 discussion paper
54

.  The 
common thread in these documents is that Tonga Police are performing duties that should be 
undertaken by other Government agencies, many of these duties do not correspond with the law 
enforcement objective. 

The report has been provided to the Commissioner of Police and the Solicitor General under 
covering memo which acknowledges that implementing the new Police Act will be the priority for 
Tonga at present and that work on the reforms paper is unlikely to be an immediate priority.  
Australia and New Zealand have made an offer to update the Reforms Paper when Tonga is 
ready to progress the options contained in the paper. 

It is recommended that the legislative reform programme be re-invigorated, focussing in the first 
instance, on reforms to legislation that can be amended to reduce the duties currently being 
undertaken by the Tonga Police . 
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7.6  Implementation of a building, equipment and infrastructure redevelopment programme 

Following the JAM Report an ANZ team undertook a physical resources assessment of the 
Tonga Police Force

55
.  This report confirmed in more detail the findings of the JAM, and 

recommend that a full assessment of buildings and infrastructure be undertaken.  This Physical 
Resources Assessment Report appears to have been considered by the TPDP and a 
“emergency response” approach to the maintenance, renovations and even replacement of some 
buildings was initiated

56
 
57

.  Progress to date includes the new station at Vaini (opened 09/10), 
commencement of building at „Ohonua on „Eua (completion due 06/11.) and some work at the 
Central Police Station

58
 
59

 
60

.  See under Priority Areas for Future Development. 

A Tonga Police Building Replacement & Renovation Plan 2011-2016 was tabled at the TPDP 
Project Management Committee on 31 May 2011

61
 and accepted by the PMC on 10 June 

2011
62

.   

7.7  Development of an information technology programme 

This IT project was scoped in 2009.  The conclusion was that the proposal was too expensive.
63

.  
A later scoping report was undertaken  by Datatorque Limited

64
 to provide basic internet facilities 

and a web site for Tonga Police.  A funding case is yet to be submitted
65

.  Pending this larger 
roll-out there have been some minor IT developments, for example additional desk-top PC‟s, and  
providing e-mail access to senior staff

66
.  

Outcome 1.2.  The new systems, processes, approaches and culture  

The degree to which the new systems, processes, approaches and culture are bedding into the 
organisation and the role of NZP/AFP capacity development support in achieving this. 

In capacity building terms, the Programme is in its very early stages and the extent to which the 
changes are bedding into the organisation are as expected.  The provision of equipment at the 
outset has led to an awareness of the Programme among police officers.  While there is an 
overall awareness of the aid project for the Tonga Police and an understanding that the TPDP is 
an outcome of the 2006 riots, there is little understanding of what the Programme means to them 
individually.  

The Review Team found evidence of extensive consultations in relation to the programme in 
general and specific components eg: the Police Act

67
, the building programme and the 

community policing project.  There is also evidence of decisions being relayed to stakeholders as 
the result of the consultations.  Despite this, the Review Team discussions with stakeholders and 
staff show that the consultation process has not resulted in the messages always getting across. 
Evidence of this is in the disquiet resulting from the introduction of the Police Act 2010 and the 
confusion about the purpose of the new community policing buildings and also surrounding the 
concept of community policing.  

The work planning processes put in place for managing the Tonga Police - the Strategic Plan, 
the Four Year Business Plan and the Tonga Police Annual Work or Action Plans - are the 
overarching framework for the TPDP annual work plans.  In simpler terms, the TPDP work plans 
are designed to complement the Tonga Police work plans.  This process is in line with the Paris 
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Declaration of Aid Effectiveness and the Pacific Islands Forum Secretariat‟s Pacific Aid 
Effectiveness Principles

68
. TPDP work has been organised into identified projects and can be 

loosely split into two categories: 

 those which relate directly to support “normal” work being undertaken by the Tonga 
Police (Planning processes, Project Management, Training School, Transport, CID, 
support for a Building Manager etc),  and  

 tasks being undertaken by the TPDP which are additional to the normal work of the 
Tonga Police and which relate directly to the reforms being undertaken by the 
Programme.  These include: human resources (HR) reforms, Leadership and 
Development for middle managers, the development of a Communications Strategy for 
the Tonga Police and the management of these initiatives by members of the Senior 
Executive.    

The tasking of the Senior Executive as project managers of all of these projects is now well 
accepted and established and will, in the longer run, be sustainable.  However, the additional 
work load (including projects in the first category) on the Senior Executive members and related 
staff is unsustainable and poses a risk to the project and to the Tonga Police.  It is suggested 
that temporary local staff be contracted under the TPDP to assist the Tonga Police Project 
Managers.  These staff would not be permanent officers and would not be paid from the Tonga 
Police budget. 

It is recommended that the Programme support the contracting of temporary staff to act as 
Executive Assistants

69
 for the Senior Executive Officers charged with managing TPDP projects 

where there is a significant increase in the Officers’ work loads.  An EA could work for one, two 
or more Officers. 

There is a need for more effective communications about the change processes – see above – 
and recognition that organisational change is a long and slow process.  There are risks 
associated with too rapid a rate of change being likely to lead to some instability in the 
organisation undergoing the change - creating problems, not only for the TPDP, but also for 
ongoing operations of the Tonga Police.  This was recognised in the McGovern Report, along 
with the need to have the communications strategy in place by the end of the first phase (30 
June 2008).

70
  The Review Team also notes that the Programme was to be implemented at “an 

appropriate pace” and would be responsive to the absorptive capacity of the Tonga Police
71

.  
The Review Team considers that the Communications Strategy should be revised as a matter of 
urgency and that its first priority is to review the consultation processes for the Police Act 2010 
and to revisit the process with Tonga Police staff.  See Appendix 9  

The Review Team see that language may be an issue impacting on the Programme.  There is an 
example in the signage on the new police station at Vaini being only in English.  This may be 
symptomatic of a need for wider cultural awareness training than may be being carried out at 
present.  The Review Team also notes some concerns by staff about the use of English in some 
promotion interviews, which could lead to claims of inequitable treatment.  

The Review team noted that there were some issues with consultations over the design of the 
Police Station at Vaini.  The person who approved the design of the toilets and the station was 
not associated with or working from the Station. 

The Review Team notes that courses in English have been provided at the USP Campus for staff 
to improve their language skills. 

It is recommended that a Tongan communications specialist/advisor be appointed to the 
Programme to assist in revising the communications strategy, targeting both staff and external 
stakeholders (general public and Parliament etc). 
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Outcome 1.3.  The working relationships  

 Assess to what degree the working relationships established (i.e. between TP, AFP, AusAID, 
DFAT, NZP and MFAT) are effectively contributing to the programme’s objectives being met. 

The Senior NZPol advisor (the second NZ Long Term Advisor (LTA) is due to arrive in Tonga 
shortly) is currently based at Police HQ.  The AFP short term advisors are also based at Police 
HQ.  The AFP also has an office at the Australian High Commission which is used by the Senior 
AFP Advisor and the AFP Office Manager, it is noted that these two staff also work extensively at 
Police HQ. 

The Team observed a close but professional working relationship between the Commissioner 
and the senior ANZ advisors.  The Team witnessed first-hand the close working relationship 
between the NZPol and AFP advisors working on the programme, and the excellent relationship 
between the advisors and Tongan Police staff.   

Due to current funding arrangements AusAID now have a more peripheral role in the TPDP.  The 
team spoke to in country representatives of AusAID, MFAT, NZP, and AFP.  All report good 
working relationships. The team found no evidence to suggest otherwise.  There has previously 
been some concerns about the sharing of information between the NZPol in Wellington and the 
AFP in Canberra.  Since then, Wellington based NZP and Canberra based AFP senior staff have 
set up regular phone conferences which have resulted in improved information sharing.  These 
can only strengthen relationships which will in turn contribute in a positive way to the 
programmes outcomes.  

Outcome 1.4 Risks 

Identify any risks to achieving the objectives of the programme and make recommendations to 
mitigate these risks 

The Review Team firstly re-examined the risks identified in the 2007 McGovern Report
72

, and 
secondly identified risks that have emerged or are still relevant since Programme inception. 

Risks identified in the McGovern Report: 

The preliminary list of key risks identified in the McGovern Report was to be supplemented by a 
comprehensive risk analysis and risk matrix during the design phase of the Program.  As noted 
elsewhere this design did not take place. 

Slow establishment of the PMC 

The PMC was established early in the Programme.  There are some issues with the PMC 
regarding frequency of meetings that are detailed elsewhere in this report.  The PMC needs to 
take an active part in the decision making surrounding the Programme implementation and 
direction. 

Slow progress in the appointment of the Commander 

This risk was realised.  It took 10 months post the McGovern report for this to occur and this in 
turn led to delays in Programme implementation.  This risk will re-emerge as outlined below 
under Change in Police Commissioner. 

Delays in implementation of Phase 1 may lead to disengagement of the GoT. 

McGovern saw Phase 1 being completed 
73

 by 30 June 2008.  Progress was made and since 
then some of the projects have been finalised.  This risk still remains. 

Difficulties in sourcing appropriate specialist technical expertise (policy and legislative 
drafting) may result in delay. 
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Although ANZ have generally provided appropriate staff there have been on occasions difficulty 
in identifying and appointing appropriate advisors

74
.  This is an ongoing need and this risk still 

remains.  See comments elsewhere on expanding the pool of available and suitable advisors. 

Further civil unrest coupled with TPF’s poor response could hinder initiatives under the 
programme and damage perceptions of GoNZ and GoA. 

The performance of Tonga Police during the 2010 elections, during the Ashika sinking and during 
Cyclone Lin demonstrate that Tonga Police are building the capacity to deal with major events.  
The changes to the electoral process have significantly lessened the likelihood of further civil 
unrest as occurred in 2006. 

The GoT’s continued reliance on the military for internal security assurance might 
undermine the efforts aimed at strengthening the TPF. 

The Police Act 2010, clearly sets out that Tonga Police have responsibility for maintaining law 
and order, preserving the peace, and providing community support and reassurance.   

Following the 2006 riots the GoT put in place emergency regulations which gave wide powers to 
both the military and the police.  On advice from the police these powers were lifted on 24 
February 2011 indicating that the current Government‟s move away from the use of the military 
for dealing with emergencies.  Community leaders are quoted as saying this indicates its trust in 
its departments to do their duty.

 75
 

Rapid churn rate of technical advisors, particularly those seconded from NZPOL and APF 
might result in a loss of confidence in the Programme by counterparts. 

The mix of long term and short term advisors to date was seen as beneficial.  While a “churn” of 
short term advisors is often unavoidable (where specific and highly specialised short term 
courses need to be run on a once off basis), the best results are obtained when a short term 
advisor is able to make repeat visits.  This is often because of the time it takes to develop 
relationships between the advisor and the counterpart(s).  There are two types of repeat visits: 

1. where there are ongoing short term inputs in a particular area over a long period.  A good 
example of this was the successful implementation of the traffic reforms with the same short 
term traffic advisor making repeat visits.  and 

2. where a short term advisor who is able to advise on several areas.  This is preferable to 
several specialist advisors making one-off visits. 

The risk of “churn” of both long term and short term advisors can be mitigated to some degree 
with careful selection.  The risk can also be mitigated through the close involvement of the Tonga 
Police Executive in the work planning process for the Tonga Police Annual Action Plans and also 
the TPDP Annual Work Plans.  This to ensure that the workload of the Tonga Police remains 
manageable and there is no “swamping” of advisors. 
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Studies into institutional strengthening projects elsewhere in the Pacific have shown that 
interpersonal and cross cultural skills are more important than technical skills

76
.  Best practice is 

to use an advisor who is competent in several areas rather than several advisors who may be 
better technically, to cover the same areas.  It is noted however that much of the training 
provided so far has been highly technical and it would have been difficult to achieve this goal.  
However the principle remains.  

The only issue to emerge regarding advisors was the lack of continuity between one LTA leaving 
and the replacement arriving in country

77
.         

It is recommended that the Tongan Police Executive remain closely involved in the work 
Planning processes for the Tonga Police Annual Action Plans and the TPDP Annual Work Plans. 

 

Over/inappropriate use of international technical assistance reduces local ownership and 
leads to inefficiencies where local technical assistance has the advantage of knowledge 
of local systems and processes. 

The Team has examined the list of short term technical advisors deployed
78

 and cannot see any 
evidence of this occurring, however the Programme needs to carefully consider the most 
appropriate person for each role, and if possible utilise local expertise.  In the early start up 
stages of the Programme it appears that a lot of the technical work (eg in developing the 
Strategic Plan, the Four Year Business Plan, the M&E Framework) may have been done by the 
advisors rather than assisting the local counterparts to undertake the work.  While this is 
understandable in the short term to build a framework around which the TPDP was to be built, it 
is certainly not appropriate in a capacity building programme.  The Review Team noted that on 
the Terms of Reference

79
 for the long term advisors, there is a strong emphasis on “assisting” 

rather than “doing”.  This is commended, but care needs to be exercised by the advisor, the 
Senior Advisor and the Commissioner that this is how the TPDP projects are implemented and 
managed. 

The Review Team notes that the programme is already bringing in civilians on a regular basis 
from AFP, and that NZP and is looking this coming year to extend that to employing people from 
outside AFP and NZP locally in Tonga.  The TPDP is also contracting local and outside expertise 
to assist with training delivery where appropriate. 

The majority of the Review Team is of the view that the position of the AFP TPDP Project Officer 
could have and should have been undertaken by a locally engaged office manager.  It is 
understood that the current incumbent also undertakes an advisory role in assisting Programme 
Project Managers.  It needs to be emphasised here that there are no indications that the present 
incumbent is doing anything other than an excellent job, but the position would be more cost 
effectively filled by a local contractor or Tonga Police staffer - this would also assist with local 
capacity building. 

It is understood that the incumbent is soon to be replaced by a person who will be 
predominately engaged in a financial management advisory role.  This could be a good 
opportunity to “localise” the position over the period that the Financial Advisor is in 
country. 

It is recommended that AFP and NZPol should consider using local contractors where possible to 
undertake local administrative tasks for the TPDP as well as advisory positions where 
appropriate. 

The risk remains.  
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The Review Team have identified the following additional risks to the TPDP: 

As with the McGovern Report the following represents a preliminary list of risks.  There has been 
no attempt to carryout a full risk analysis and this should be done during the design process for 
the next phase of the Programme.  As noted by others, many of these risks are beyond the 
control of the TPDP, but they remain as risks to the successful implementation of the TPDP and 
need to be managed. 

Change in Commissioner of Tonga Police 

The current Commissioner is the face of the changes to the Tonga Police.  While the Review 
Team understands that the changes to the Tonga Police are due to the efforts of the TPDP as a 
whole – advisors, police executive, police officers and others who have contributed to the 
Programme objectives - it should be noted that the Tonga Police and the general public see the 
Commissioner as the person driving the reforms and that he is credited personally with the good 
positive changes that have occurred.  This is a positive thing from a development perspective – 
ie the TPDP advisors are in the background.   

The slow progress in appointment of a Commander was seen as a risk in the McGovern report of 
2007

80
.  This risk was realised as the appointment of the incumbent was not made until 

September 2008 – on a three year contract with a possible extension for an additional two years.  
At some point during the TPDP there will be a change of Commissioner, as early as September 
2011, and at the latest September 2013.  The risk identified in 2007 is again present and 
pressing.  This is particularly important as any new Commissioner will need to be in place before 
any planning commences for any programme extension as s/he will need to be fully engaged in 
the design of the extension as s/he will be the one to drive it and s/he will need to have full 
ownership of the design. 

Independent of the Commissioner appointed, it will be critical to have the Senior Police Executive 
fully committed to the reforms and they, like the Commissioner, also need to be fully involved in 
determining the shape of the programme extension.   

If the new Commissioner is an expatriate, then s/he will need the full support of the 
Executive to enable him/her to drive the programme of reform and modernisation.  In 
addition to this, if the reforms are to be sustainable, the momentum and commitment to 
the programme will need to carry on after the expatriate‟s contract is completed and this 
will require the Executive to be fully behind them – especially so if the following 
Commissioner appointed comes from the Executive.  These comments apply equally if 
the new Commissioner is a Tongan appointed from outside the Police.   

If the new Commissioner is a Tongan from within the Police, s/he will also require the full 
support from the Executive for the reforms.  The reforms will be difficult enough to bring 
in without having to deal with internal problems and resistance at a senior level. 

It is also quite clear that the reforms will require full political support and there is a clear need to 
have the Police Minister closely involved and fully informed during the design process. 

There will need to be a carefully managed process to select and then transition to the new 
Commissioner.  If there is delay in the appointment process current momentum in the TPDP 
could be lost.  Australia and New Zealand, as partners to the TPDP should encourage the GoT 
as the third partner, to commence work early to identify a suitable replacement to enable a 
seamless transition.  As in 2007, ANZ should offer to assist and be involved in the recruitment 
and selection process.  

Should another expatriate be selected, it will be important to identify as early as possible 
a likely successor (or two) and have them act as counterparts or to be groomed as part of 
a succession plan. 

                                                   
80

 Tonga Police Trilateral Discussions-Final Issues Report, 27 November,2007 p16.  



 

 
Tonga Police Joint Assessment Review  

21 

Public perception survey 2011 

During 2009 USP conducted the Tonga Police National Consultation on behalf of Tonga Police
81

.  
A total of 84% of those surveyed either trust or fully trust the Police

82
.  During 2011 there will be 

a second public perception survey conducted.  The Review Team has been told that it will not be 
an identical survey

83
.  If this is the case there is a risk that the outcome of this survey may not be 

as favourable to The Tonga Police as the first survey in 2009.  If the 2011 survey produces a 
result that does not show an improvement in key areas there is a risk that some Tonga Police 
staff and others may question the work that has been undertaken with, possibly, no measurable 
improvement.  There is also a risk that even a slight decrease will give any opponents to the 
Programme an opportunity to increase opposition to the Police reforms. 

To mitigate this risk a specific communication strategy will need to be developed so that when 
the results are to be released, staff understand what the data says and any reasoning behind any 
negative changes so the information/results can be managed/explained to the public or, in the 
event of further positive results, full advantage of the information can be taken to celebrate the 
results.  

Economic risk 

Following the Trilateral discussions in 2007 it was noted that the GoT would need to increase the 
Tonga Police baseline each year for 5 years to provide a platform for sustainability for the 
programme.

84
  The 2010/11 budget has remained static at TOP$5.95 million

85
.  However there is 

no doubt that the GoT and the Tonga Police, are facing difficult economic times.  The economic 
situation was a major topic at the opening of Parliament on 2 June 2011

86
 
87

.  An example of this 
is the Government restriction on filling vacancies in the civil service, the Tonga Police included.  
Ministries have had restrictions placed on spending until the end of June

88
.  The risk to the TPDP 

is that, faced with a falling budget, the Tonga Police may not have the capability to continue with 
some of the development that requires Tonga Police funding input.  The „sinking lid‟ staff policy 
could also impact on HR reforms that the Tonga Police may wish to initiate.  The Review Team 
were advised by the Minister of Police that he is seeking an exemption to the policy; however this 
is not confirmed at this time.  The TPDP needs to take cognisance of the economic situation 
facing GoT and the Tonga Police when making decisions that require funding from Tonga Police.  
The extent of this risk my be better known when Tonga and New Zealand negotiate their Joint 
Commitment for Development. 

Ongoing funding from New Zealand and Australia as partners in the TPDP is essential.  The 
team has no information to suggest funding is at risk but notes that in a recent visit to Tonga by 
the New Zealand Minister of Foreign Affairs while there was broad agreement on the areas that 
New Zealand will focus on, nothing specific was disclosed. An agreement will be signed when 
the Minister returns to Tonga in July, 2011 

89
.  

Existing funding for the AFP contribution to TPDP, under the Pacific Police Development 
Program (PPDP) is due to terminate on 30 June 2012.  A terminating review and New Policy 
Proposal will be developed to inform a decision for future funding of the PPDP in the context of 
the 2012-13 Budget round.  The decision will also be informed by the outcomes of Independent 
Review of Aid Effectiveness – a review of Australia‟s aid programme currently before Parliament. 

It is recommended that all the Parties (including between AFP and AusAID) begin discussions as 
soon as possible to ensure that funding is secured for any agreed extension to the Programme. 
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Implementation of the Police Act 2010. 

The introduction of a new Police Act and the separation of powers is a cornerstone of the Tonga 
Police reform programme.  This was identified in the JAM Report

90
, in the McGovern Report

91
 

and in the MoA
92

.  The Act was passed and came into law in February 2011.  It is apparent to the 
Review Team that despite wide and extensive consultation relating to the Act there is disquiet 
among many stakeholders over it.  This disquiet may not be justified but the fact remains that it is 
there.  Unless this can be resolved there is a the risk that the entire TPDP may become stalled. 

If the implementation of new Police Act is not handled successfully, the ramifications for the 
Programme are extremely serious.  A Tongan communications/cultural advisor to assist in 
communicating details of the projects to staff and other external stakeholders (general public and 
Parliament etc) might be an option to mitigate this risk. See Appendix 9 for more detail.  Another 
option is to slow the pace of implementation to ensure that changes can be fully imbedded and 
understood before the TPDP moves on to another area of reform. 

Political risk      

It became apparent to the Review Team that the change of Government has provided challenges 
to the Tonga Police and from that the TPDP.  The Review Team was given assurances by both 
the Deputy Prime Minister and the Minister of Police that they and the GoT support the Tonga 
Police and the TPDP.  There will always be a risk that changing Government priorities may see a 
move away from this support.  To mitigate this risk it is important that the TPDP continue to brief 
the GoT on the programme and ensure successful outcomes are well communicated.  The 
Review Team noted that Law and Order is one of nine priority areas in the latest Tonga Strategic 
Development Framework.

93
  See above under Activity 6.7. 

It is recommended that the Police Commissioner ensure that the PMC has a formal means of 
communication with the Cabinet. 

Organisation Structure not approved by Cabinet 

The new Tonga Police organisation structure has been provided to the GoT for approval – see 
comments under Activity 6.7 above.  The re-structure of Tonga Police, along with the 
introduction

94
 of merit-based promotion is an integral part of the TPDP

95
 reforms and is essential 

to securing some salary movement for Officers.  This in turn should assist in acceptance of the 
reforms by the Tonga Police staff.  If the new organisation structure is not approved Tonga Police 
will lose an opportunity to bring these staff on board. 

The Review understands that the new structure has been approved by Cabinet, along with the 
parallel salary banding, but that the Department of Finance has concerns about the financial 
impacts on the GoT budget and is considering the issue further.

96
 

Outcome 1.5  Recommendations on implementation for the remaining term. 

Identify and make recommendations on any areas that will improve the implementation of the 
TPDP during its remaining term and increase the likelihood that the programme’s objectives will 
be successfully met 

The current programme is due to finish on 30 June 2012.  It is essential that the parties agree 
early that planning for implementation beyond that date should commence as soon as possible 
so that a properly prepared Design can be completed and the necessary approvals obtained 
early in the first quarter of 2012 prior to the commencement of the next period of the TPDP.   
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This would be the major activity undertaken by the Programme in the next twelve months 
and if it is not found to be possible to complete in the time frame, a temporary extension 
of six to twelve months should be considered to enable the design to be completed. 

It is recommended that the partners take note of the guiding principles and proposed Project 
Components set out in the McGovern Report,

97
 and urgently commence planning for 

implementation for the Programme beyond 1 July 2012.  

The Review Team suggests that the TPDP examine the formation of Community Consultative 
Committee.  This committee could be used to provide community input into all projects as they 
are developed.  This would supplement any formal consultative process and provide a more 
immediate input as to the community view on matters.  This committee would be in line with the 
agreed Community Policing style that Tonga Police have adopted.  The TPDP would be 
demonstrating to other Tonga Police staff the model in action. 

It is evident that despite extensive consultative processes many stakeholders are not 
understanding the messages being given.   

It is recommended that the TPDP engage a suitably experienced Tongan to assist in revising the 
Tonga Police communication strategy and considers the use of a Community Consultative 
Committee.  

Outcome 1.6 Monitoring and Evaluation. 

Assess what monitoring data is currently captured and whether it is relevant to appropriately 
evaluate the TPDP itself (based on the M&E Framework) and the TP more generally. Identify 
if/where changes or improvements can be made (e.g. capturing data on gender). 

The McGovern Report recommended that as part of the design process, a monitoring and 
evaluation (M&E) framework be established for the Programme.  While the Review and design 
process did not proceed, the TPDP set up a M&E Framework in 2009.

98
  The work was 

undertaken by an officer from the NZP under supervision of the AFP and NZP long term advisers 
seconded to work on the TPDP. 

The M&E framework has been designed around the priorities of the Tonga Police Strategic Plan 
and Business Plan.  The framework states the first M&E report will be delivered in the October 
2010 reporting quarter.  This report was not finalised due to the lack of skilled personnel to 
undertake the work

99
.  Tonga Police report that the skills needed to undertake M&E are lacking 

and that they need assistance in this area, but the TPDP has had trouble identifying a suitable 
and available advisor from either the AFP or NZPol

100
.  If this problem persists, the TPDP needs 

to expand the pool of available advisors – to contract a civilian M&E specialist or to look to a 
suitable person from retired police officers.  This policy could also be adopted for other areas 
where advisors are needed. 

The review team agrees with the decision by the PMC to review the M&E framework to better 
align with the needs, requirements and capability of the Tonga Police.  This process should be 
undertaken by Tonga Police counterparts assisted by an M&E advisor, ensuring knowledge is 
transferred to allow future reporting and development.  This recommendation should be 
prioritised accordingly to ensure the Tonga Police have the absorptive capacity to continue the 
momentum and reporting requirements it produces. 

It is recommended that the existing M&E framework be reviewed to better align with the needs, 
requirements and capabilities of the Tonga Police. 

It is also recommended that a future long term advisor have M&E skills as a supplement to other 
management skills s/he may have. 
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It is also recommended that if AFP/NZPol are having difficulty in sourcing a suitably skilled 
advisors, they should consider using retired Police Officers or civilians. 

It may be the case that the TPDP has a separate M&E framework as part of the recommended 
design process, which better suits the requirements of respective donor organisations.  However 
the Paris Declaration and the Pacific Forum declarations on aid effectiveness need to be taken 
into account when this issue is being considered. 

The Review Team finds that at present, the reforms undergone by the Tonga Police are not yet 
sustainable.  

 

Outcome 2. An outline of the Current Tonga Police operation. 

An outline of the Current TP operation and description of an effective and sustainable TP, and 
recommendations on the priority areas for future development to reach this sustainable state. 

Outcome 2.1 The attributes of the existing Tonga Police operations and the attributes of an 
appropriate, effective and sustainable Tonga Police. 

Brief Description of the attributes of the existing Tonga Police operations.  Brief description of the 
attributes of an appropriate, effective and sustainable Tonga Police would look like (including 
costings). 

The recently enacted Police Act 2010 shows the transfer of operational and administrative 
responsibility of the Tonga Police to the Police Commissioner

101
.  The functions of the Tonga 

Police and the principles guiding the performance of these functions are found in Sections 8 and 
9 of the Act. See Appendix 6 

The Tonga Police Strategic Plan is well placed to see the delivery of functions as outlined in the 
Act.  The attached proposed Organisational Structure shows the desired structure of the Tonga 
Police (Appendix 5), with an establishment of around 400 staff, spread across six districts and 
specialist areas.  The Organisational Structure is aligned with the Strategic Plan and is a modest 
and appropriate structure to allow the Tonga Police to maintain its functions.  As previously 
discussed, the review team see the implementation of the organisational structure as a priority.  

Community Policing is the cornerstone strategy of the TPDP
102

.  As previously discussed the 
project is still underway, but at its finalisation will see an expansion of community police posts 
within the Tonga Police structure.  The review team is supportive of the Community Police 
Strategy and the recommendations of the recent review, however recommends consideration of 
the absorptive capacity of the Tonga Police to accept the quantum of changes. 

It was noted by the Review Team, the desire from the community for Tonga Police officers with 
integrity, who are better trained and well equipped.  The focus tended to remain on the officer as 
a person and the community desire for the Tonga Police to recruit individuals at a higher 
standard. 

It is therefore imperative that the Tonga Police morale and standing in the community be uplifted, 
and pay structure amended to attract the right person.  The implementation of HR regulations, 
together with the new Organisation restructure and salary adjustments (which are currently with 
Finance) should hopefully see the recruitment at a higher standard than historically, however 
sustainability may become an issue given the current GoT fiscal environment.  

From limited discussions, the Review Team sees that an appropriate, effective and sustainable 
Tonga Police would be stable, organised and well structured.  It should include transparency in 
decision making and be adequately equipped and financed to remain sustainable.  In time, the 
Review Team sees the Tonga Police with a Tongan national as a Police Commissioner and with 
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a GoT Ombudsman‟s Office in place to ensure transparency and community confidence in the 
Police.   

The team notes that the TPDP is still in its early stages and envisages that a minimum of a 
further 5 years would be needed to reach this end state.  While this is in line with views of most 
respondents and the staff at the Police Officer Workshops, others have suggested a longer 
period is needed.  There may be a need for recognition that some specialist training and other 
minor development initiatives may still be ongoing past this point.  This vision however, will be 
dependent on the GoT‟s political will to maintain such a Tonga Police. 

Due to the limitations and constraints of this review, the team was unable to include the cost of 
operating and maintaining an appropriate, effective and sustainable Tonga Police.  However, the 
team has noted a cost of policing review is in progress but the findings are not yet available.  
These findings will better inform this component of the review. 

Outcome 2.2 The key priority areas for future development.  

The degree that the TPDP will advance the TP towards the sustainable state and the key priority 
areas for future development. 

Institutional strengthening or capacity building exercises are by their nature very expensive and 
take a long period of time

103
.  

In the case of the Tonga Police, many of the reforms considered necessary for institutional 
change have not yet occurred.  For example reforms in financial management, human resource 
management and service delivery (read customer relations etc) which are an essential 
foundation to other operational reforms, have yet to be really established.  These are major 
components of any capacity building project and will take some time to introduce - and then 
embed into - all the Tonga Police management systems.  The general view that it will take a 
further five years to fully turn the Tonga Police around and have the reforms imbedded and 
sustainable is supported by the Review Team.  The fact that these vital areas seem to have not 
received the attention needed can be directly attributed to the lack of a project or programme 
design which would have provided the TPDP with some guidance on scheduling and prioritising 
of activities.  The Programme tended to focus on operational matters and activities - needed 
initially given the need for quick wins - instead of looking at strengthening the organisation in 
management

104
.  The Review has been advised that HR Reforms will be a key activity for 2011-

2012, but notes that this should be an ongoing activity for the duration of the Programme. 

It is recommended that the Programme urgently refocus on management reform – especially in 
planning, financial management, and human resource management.  

Provided all partners commit to a an additional five years of programme of assistance, there is a 
good chance of achieving significant change in the culture, and effectiveness of the Tonga Police 
and every chance that it will become the organisation envisaged by the stakeholders consulted.  
The risks to achieving this objective are given elsewhere and mainly revolve abound the capacity 
and willingness of the GoT to maintain its current commitment to the Tonga Police.   

Immediate and key priority areas for development would be:  

 a commitment from the three partners to a five year extension of the Programme to 30 
June 2017.  This is in line with the Paris and Pacific Forum declarations on aid 
effectiveness

105
 which call for long term predictable commitments.  A commitment on 

funding would be dependent on the outcome of the project/programme design. 

 Undertake an urgent project design for an additional five years to the end of June 2017. 
o this would include a revision of the 2011/12 Programme Annual Plan and an 

outline of the 2012/13 Annual Plan for the Programme 

                                                   
103

 AusAID/Government of Samoa Review of Institutional Strengthening Projects in Samoa May 2004 p36 
104

 TPDP  Progress Summary 2.5 Years as at 31/12/2011  
105

 Paris Declaration: Aid is more predictable: Forum Sec Declaration .Principle 2: Multi-year commitments by development 
partners and countries aligned nationally identified priorities as articulated in national sustainable development strategies, 
or the like, 



 

 
Tonga Police Joint Assessment Review  

26 

o the new programme design will need to revisit the first two of the four Suggested 
Components in the McGovern Report: Institutional Capacity Building; and 
Individual Capacity Building.  The design will also need to revisit the Guiding 
Principles from the McGovern Report especially regarding absorptive capacity 
and pace of change and prioritising the activities in a more structured way with a 
focus on capacity building rather than on operational matters. 

o the emphasis should be on sustainability 
o the design should include an outline for an exit strategy – to be detailed following 

a mid term review of the next phase. 
o The Design Team should be led by an experienced institutional strengthening / 

change management Project Designer and will need to fully engage the Tonga 
Police in the design process.   

 Ensure that a full Memorandum of Understanding is agreed to and signed following the 
completion and acceptance of the design document. 

 An urgent revision of the current internal communications strategy. 

As they are a pre-requisites for the partners to commit funding to the Programme extension, all 
the above activities should ideally be completed before the current Programme period ends on 
30 June 2012.  The preparation, planning and organisation for the extension needs to begin 
immediately as part of the current Programme activities. 

Also critical to the success of the TPDP is the urgent need for a full time advisor on Human 
Resources (HR).  There is widespread support for this attachment among advisors and Tonga 
Police staff.  Without the Tonga Police HR area being strengthened, the HR reform necessary to 
support the new Act and to modernise the Tonga Police will not occur and the programme as a 
whole will be likely to fail.  Ideally this person would also have experience in HR in a change 
management environment.  Equally important is the need for an Financial Management and 
Planning Advisor to assist in improving the management and budget planning for the Tonga 
Police.  The Review was advised that HR Reform has been identified as a key activity for 2011-
2012

106
. 

It is recommended that a HR advisor and a Financial Management Advisor be attached to the 
TPDP as soon as possible under the current Programme. 

Priority areas for future development – for discussion 

To ensure the sustainability of the Tonga Police, there are several critical areas where 
assistance is needed: 

Planning 

Support the Tonga Police develop its next Strategic Plan 2013-2018.  The Programme assisted 
the Tonga Police to develop its current strategic plan but this time, the process should be 
supporting and coaching rather than leading. 

Support the Tonga Police develop a Business Plan for the same period with the same emphasis 
on coaching.  This exercise this would include the annual or Action Plan for 2012-2013. 

Workforce renewal 

Organisational change is often generational (requiring a significant turn over of staff over a 
relatively long period while the change is being effected).  There will be staff in any organisation 
who are either resistant to, or unable to cope with change.  The change process will be smoother 
and easier to achieve if these staff can be identified early and the organisation go through a 
targeted (voluntary or otherwise) retrenchment exercise.  
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Succession plans developed and in place for all senior executive staff 

This should also apply to senior middle management staff who show leadership and potential for 
promotion and an acceptance of change. 

These staff will benefit from being part of the strengthening process and will become highly 
marketable either in other areas of the public sector or in the private sector.  That is, some of 
them will leave the Tonga Police for more lucrative positions.  Potential replacements need to be 
identified early and developed or groomed for promotion.  This needs to be recognised as 
inevitable and strategies put in place to manage the “leakage” of skilled senior staff.   

Change management skills in the Senior Executive 

See elsewhere, change management is a very difficult activity requiring special skills.  At least 
one of the senior long term advisors should be a change management specialist with other 
complementary management skill sets needed to mentor senior staff through the process.  This 
is critical for the Tonga Police as the change process once started, should continue long after the 
Programme has been completed.  The Review Team notes that the current Senior NZPol LTA 
has skills in this area and the Partners are encouraged to ensure that the HR and FM advisors 
have also had experience in change management in the public sector (see comments elsewhere 
regarding engagement of retired police officers and/or civilian specialists). 

Build capacity to keep change going – change management skills in middle management 

As well as building the skills in senior management, there is also a need to build change 
management skills among middle management who work with staff undergoing change.  They 
need skills in counselling staff and encouraging staff to take an active part in the change 
processes around them.  This engagement of staff in the change process is important for 
maintaining morale and effectiveness. 

Building Replacement and Renovation Plan for Tonga Police 

As recorded in the JAM and the McGovern Reports, the Tonga Police accommodation is in a 
parlous state.  The situation is described in more detail in the Tonga Police Building 
Replacement and Renovation Plan.

107
 The capacity of the Police to carryout its functions and 

duties is severely curtailed by the state of its buildings and facilities.  This is especially so for the 
Police HQ and the Central Police Station. 

Tonga Police intends to embark on its building programme.  While funding for the construction of 
either of these two buildings may be beyond the scope of this programme, there is an opportunity 
here for the Programme to make a significant contribution to the process by providing funding to 
contract local or international architects to help document their requirements – ie draw up an 
architectural brief with building specifications and plans etc for some or all of their programme.  
This to ensure that the Tonga Police get buildings that are purpose built to suit the organisational 
structure of the new Tonga Police and built for the environmental and social conditions in Tonga. 

NB international architects should only be used if the skills are not available locally. 
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Outcome 2.3. Options for donors. 

Options for donors to assist Tonga to achieve the envisaged Tonga Police. 

As stated above the first thing that needs to be done is for the Partners to commit to a long term 
programme and then to refocus on strengthening the organisation.  There are other activities 
which the donors can assist.  The following is a list of activities to be considered by the Tonga 
Police and which may form part of a new Project/Programme design.  They are in no particular 
order of priority.  For example: 

GoT support for the programme  

 Assist Tonga Police to engage Government – this might include study tours for the 
Minister and any new Commissioner if appropriate 

Evaluations of institutional strengthening or capacity building programmes and projects in 
the Pacific have shown that the full commitment of the Government and the CEO is 
essential if there is to be any chance of success

108
.  Indeed the CEO is the key person 

who has to drive the changes.  A good understanding of the processes involved in 
modernising a police service in the Pacific is important for both the Commissioner and 
the Minister. 

Training and individual capacity development 

 Continue to provide mentoring (initially on the ground and later by contact through email 
and telephone etc) for Police Commissioner and Senior Executive (as part of a staged 
exit strategy); 

 Continue to provide training in specialist areas.  This should also continue post program 
on an ad hoc basis as part of any exit strategy – i.e. a training fund for a number of years 
for overseas training and another amount set aside to bring ad hoc trainers from ANZ; 

 Provide assistance for on-going quality control at Training School; assist Training School 
to make connections with USP and or other regional institutions to provide pathways to 
higher education for police officers and enable them to access external scholarship 
funding; 

o Provide limited targeted scholarships for overseas study – to be funded by the 
programme to be internally competitive, and a number of open scholarships in 
policing to attract quality people to the Tonga Police.

109
 

Longer term 

 As part of the exit strategy a staged move to direct funding, with funding moving more 
from TA to funding reform projects and capacity building activities to be undertaken by 
the Tonga Police.  

Lessons Learned 

1. The need for a good project design document 

Large scale capacity building projects and institutional strengthening projects are complex and 
multifaceted.  They need a sound and flexible project design developed with the full engagement 
and active participation of the organisation (Minister, CEO and Staff). 

While this was not done in the beginning for the Tonga Police, there is the opportunity with the 
proposed extension to fully engage staff in the process.  Because there have been many 
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programme activities occurring around the staff they should be more conscious about the 
programme and more willing to be engaged now than they were at the outset.  This will be an 
advantage as the “hard and difficult” part of the process is about to start – new methods of 
management and attitudinal change for both managers and staff. 

2. The need for good communications 

Despite extensive consultation and for reasons not apparent to the Review Team, messages 
have not been received by a wide range of stakeholders.  The resulting fall out (unrest among 
staff and politicians and further discussions/delays with the implementation of the Tonga Police 
Act 2010) has had a negative impact on the implementation of the Programme.  This disquiet or 
unrest could also be a reflection on the lack of a project design.  If more time is spent up front in 
engaging staff in designing the change process and winning “buy in”, the more you save later 
when you do not have to deal with serious conflict, confrontation and resistance. 

The communications strategy needs to be revisited and refocussed on internal communications 
with staff.  This issue is not irretrievable if moves are made now to repair the damage and to 
engage staff in the design process for the programme extension. 

Skills transfer ability and communications are the critical skills needed for advisors in any 
organisational change process.  These skills are more important than the level of technical skills 
of the advisor and should be paramount in the selection of the best person for a particular job.   

3. The CEO needs to drive and be seen to drive the project 

This is a strong lesson from other institutional strengthening projects.  The current Commissioner 
has had a hands-on positive impact on this change programme that is directly reflected in its 
strong successes to date.  If any new CEO is not committed to the change process it will not 
succeed.  There also needs to be strong “buy in” from the politicians and also from the Police 
Executive if the TPDP is to succeed.  The Review Team did not encounter any evidence of 
resistance at these levels, but the statement is made to remind stakeholders of the importance of 
this “buy in” or local ownership. 

4. Lessons learned elsewhere that are applicable to this Programme 

This report has frequently referred to the Independent Review of Institutional Strengthening 
Projects (ISPs) in Samoa.  Between the mid 1990s up until the time of the review (May 2003), 
AusAID and the Government of Samoa were engaged in twelve separate ISPs, costing around 
A$10 million a year or 80% of AusAID‟s bilateral aid programme with Samoa.  The lessons 
learned from this review on project design

110
 and implementation equally apply to the Tonga 

Police Development Programme.  It is “recommended reading” for all the people involved in 
designing and implementing the TPDP – including those in Wellington and Canberra. 
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Recommendations  

The summary of recommendations appearing in this first section are those which are either 
critical to the success of the Programme or urgently need to be considered/carried out.  Other 
recommendations/suggestions have been copied directly from the Report and appear in the 
second section in the order copied. 

Key recommendations 

The Review Team recommends that: 

Project Extension 

 as a priority, the Programme should be extended for at least an additional five years – to 30 
June 2017.  This will require: 

o an urgent commitment by the Parties  
o a project design to be completed and agreed to by March 2012 

General 

 the partners reacquaint themselves with the suggested Project Components and the guiding 
principles set out in the McGovern Report and the MoA. 

 the Programme urgently refocuses on management reform – especially in planning, financial 
management, and human resource management. 

Advisors 

 Tonga Project Managers and the Police Executive are more closely involved with the 
selection of advisors: 

o for short term advisors – this may mean Project Managers being involved with the 
drawing up of Terms of Reference; 

o for long term advisors – Project Managers and the Police Executive being involved with 
the drawing up of the ToR and also with making final selections from a short list provided 
by the Partners 

 advisors should have change management skills and the Partners should give consideration 
to the benefits of using long term advisors with multiple skills over short term advisors.  
Where short term inputs are required the Partners should also consider using advisors with 
multiple skills to make several visits covering several areas rather than separate visits by 
several specialist advisors. 

 a long term HR advisor and a Financial Management Advisor be attached to the TPDP as 
soon as possible under the current Programme. 

 an advisor with M&E skills be appointed to assist in the proposed review of the M&E 
Framework for the Tonga Police (and the TPDP) and also to train Tonga Police staff. 

 the assignment of the policy advisor be re-examined with a view to extending in light of the 
need for trained policy staff with the amount of policy work likely to be generated with the 
reforms anticipated, not only in the near future, but also in any extension of the Programme. 

 AFP and NZPol should consider increasing the pool of available advisors by using retired 
senior officers and/or civilians when the skill sets needed for particular projects are not 
immediately available among serving officers. 
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Communications 

 Tonga Police review their Communications Strategy to identify and resolve any problems 
with internal and external communications.  This might include: 

o the appointment of a Tongan communications specialist/advisor to assist in revising the 
communications strategy, targeting both staff and external stakeholders (general public 
and Parliament etc).  

o the formation of a Community Consultative Committee. – to provide community input to 
the Programme in addition to providing advice on community consultations 

List of all the recommendations 

Many of these recommendations are repeated – largely due to the way that the Report has been 
structured to answer the Review Terms of Reference – as they sometimes overlap with other 
areas. 

Outcome 1.1 Planning, implementation and governance arrangements 

1. It is recommended that a design process for the next phase be commenced as soon as 
possible and that the designers revisit the four components from the McGovern Report. 

2. It is recommended that the PMC engagement with the Tongan Cabinet be formalised.  
This could be to any committee replacing the Cabinet Security Committee or direct 
through the Minister. 

Progress on short term activities 

3. It is recommended that the Government of Tonga pay the base Tongan salary for the 
position directly to the Police Commissioner and in the event that the position is later held 
by another expatriate, that the Programme supplement the salary sufficiently to attract a 
suitable candidate. 

4. It is recommended that the TPDP consider assisting the Crown Law Office with the 
review of legislation etc, if it can be demonstrated that this will assist the TPDP achieve 
its objectives. 

5. It is recommended that the Tonga Police Project Managers are more involved in 
developing the Terms of Reference for the engagement of both short term and long term 
advisors.  It is further recommended that the relevant Project Manager or the PMC is 
directly involved in the selection of any long term advisor.  This could take the form of the 
Tonga Police or PMC being given a selection of short listed names and CVs. 

6. It is recommended that in implementing the Community Policing Recommendations, the 
Tonga Police and the TPDP give consideration to the need for improved communications 
and the absorptive capacity of the Tonga Police. 

7. It is recommended that the TPDP assist the Tonga Police to urgently review their 
communications strategy with emphasis on internal communications. 

8. It is recommended that consideration be given to the provision of minor support to the 
Tonga Police Band. 

9. It is recommended that the Training School explore options to have their Diploma of 
Policing (and other courses) recognised by the USP as part of their Bachelor of Arts in 
Pacific Policing 

10. It is recommended that the Organisational Structure be given priority for implementation 
in an effort to create some stability within the Tonga Police. 

11. It is recommended that the proposed review of the M&E Framework give consideration to 
a more appropriate means of reviewing the TPDP. 
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Progress on medium to long term activities 

12. It is recommended Australia and New Zealand offer support to the GoT in the 
establishment of an Ombudsman and Anti-Corruption Office ensuring timing takes into 
account absorptive capacity in the Crown Law Office. 

13. It is recommended that consideration be given to include basic investigations training 
courses for general duty police officers – as and when resources allow. 

14. It is recommended that consideration be given to the extension of the Tongan mentor 
program to include newly appointed or promoted officers as and when resources allow. 

15. It is recommended that the design team for the proposed extension of the Programme 
examine the need for ANZ Mentors to see if they are still required. 

16. It is recommended that a review of the ability of Tonga Police policy staff and progress of 
regulations be conducted prior to the departure of the policy advisor with a view to extend 
this advisory position as required. 

17. It is recommended that the legislative reform programme be re-invigorated, focussing in 
the first instance, on reforms to legislation that can be amended to reduce the duties 
currently being undertaken by the Tonga Police . 

Outcome 1.2 New Systems, processes, approaches and culture 

18. It is recommended that the Programme support the contracting of temporary staff to act 
as Executive Assistants for the Senior Executive Officers charged with managing TPDP 
projects where there is a significant increase in the Officers’ work loads.  An EA could 
work for one, two or more Officers. 

19. It is recommended that a Tongan communications specialist/advisor be appointed to the 
Programme to assist in revising the communications strategy, targeting both staff and 
external stakeholders (general public and Parliament etc). 

Outcome 1.3 Relationships – no recommendations 

Outcome 1.4 Risks 

20. It is recommended that the Tongan Police Executive remain closely involved in the work 
Planning processes for the Tonga Police Annual Action Plans and the TPDP Annual 
Work Plans. 

21. It is recommended that AFP and NZPol should consider using local contractors where 
possible to undertake local administrative tasks for the TPDP as well as advisory 
positions where appropriate. 

22. It is recommended that all the Parties (including between AFP and AusAID) begin 
discussions as soon as possible to ensure that funding is secured for any agreed 
extension to the Programme. 

23. It is recommended that the Police Commissioner ensure that the PMC has a formal 
means of communication with the Cabinet. 

Outcome 1.5 Implementation for the remaining term 

24. It is recommended that the partners take note of the guiding principles and proposed 
Project Components set out in the McGovern Report, and commence planning for 
implementation for the Programme beyond 1 July 2012. 

25. It is recommended that the TPDP engage a suitably experienced Tongan to assist in 
revising the Tonga Police communication strategy and considers the use of a Community 
Consultative Committee. 
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Outcome 1.6 Monitoring and Evaluation 

26. It is recommended that the existing M&E framework be reviewed to better align with the 
needs, requirements and capabilities of the Tonga Police.  

27. It is recommended that a future long term advisor have M&E skills as a supplement to 
other management skills s/he may have.  

28. It is recommended that if AFP/NZPol are having difficulty in sourcing a suitably skilled 
advisors, they should consider using retired police officers or civilians. 

Outcome 2.2 Key priority areas for future development 

29. It is recommended that the Programme urgently refocus on management reform – 
especially in planning, financial management, and human resource management. 

30. It is recommended that a HR advisor and a Financial Management Advisor be attached 
to the TPDP as soon as possible under the current Programme. 
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APPENDIX 1 

1. Acronyms 

 

ADG Attorney General’s Department (Australia) 

AFP Australian Federal Police 

ANZ Governments of Australia and New Zealand 

AusAID Australian Agency for International Development 

CEO Chief Executive Officer 

DFAT Department of Foreign Affairs and Trade (Australia) 

GoA Government of Australia 

GoT Government of Tonga 

GoNZ Government of New Zealand 

JAM Joint Assessment Mission – the original “scoping mission” for the Tonga Police 
Development Programme 

LTA Long Term Advisor 

MFAT Ministry of Foreign Affairs and Trade (New Zealand) 

M&E Monitoring and Evaluation 

MoA Memorandum of Arrangements between the Government of Australia and the 
Government of New Zealand and the Government of Tonga in relation to the Tonga 
Police Development Program 2008-2013 

NZAID New Zealand Agency for International Development – now referred to as New 
Zealand’s Aid Programme 

NZPol New Zealand Police 

PMC Program Management Committee 

Programme Tonga Police Development Programme 

PSC Public Service Commission (Tonga) 

STA Short Term Advisor 

TA Technical Assistance/Technical Advisor 

ToRs Terms of Reference 

TP Tonga Police 

TPDP Tonga Police Development Program 

TPF Tonga Police Force – prior to Police Act 2010 
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APPENDIX 2 

 

2. Terms of Reference 

                            

                                                           

               

Terms of Reference for a Review of the Tonga Police 
Development Programme 

Draft: 03 March 2011 

Prepared by: MFAT, NZP, AFP 

Overview 

This document specifies the terms of reference for a monitoring assessment of the Tonga Police 
Development Programme (TPDP) and an assessment of the future priorities for further 
developing the Tonga Police. Collectively it will be referred to as the Review. 

It is intended for use by contractors, staff managing contractors, for the New Zealand Aid 
Programme, New Zealand Police, Australia Federal Police, AusAID, Tonga Police, the TPDP 
Programme Management Committee and other stakeholders associated with the TPDP. 
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Purpose 

This review will: provide the TPDP partners with an independent assessment on the progress of 
the TPDP; describe the current state of the Tonga Police operations; and identify future priority 
areas for development and the potential role of the partners in ongoing assistance. 

Background 

Systemic issues with a lack of capacity and capability of the Tonga Police were highlighted in 
2006 when riots in Nuku‟alofa led to the burning of a number of buildings in the city centre. This 
resulted in a joint New Zealand, Australia and Government of Tonga response to develop a 
programme to improve the capacity of the Tonga Police (TP), with the objective of restoring 
public faith in the TP.   

In May 2008 following a joint assistance mission (JAM) to Tonga, a joint Australia/NZ Tonga 
Police Development Programme (TPDP) was launched, with A/NZ funding three full-time 
secondees from the New Zealand Police (the current Commissioner of the TP and two senior 
advisors), and three full-time senior advisor secondees from Australia Federal Police, along with 
a large number of short term staff, to provide specific expertise and training. A four-year Tonga 
Police Business Plan (2009-2013) was developed in 2008, encompassing more than 20 projects. 

Over the past 2.5 years, the TPDP has made significant investments in the “hard infrastructure” 
of the TP. Funding has been provided for major improvements to police stations, new police 
vehicles, a new radio communications network, an IT network, uniforms and other equipment. 
This has helped raise the mobility, visibility and response capability of the TP. However, it was in 
response to the state of affairs in 2006 and the need to provide a major boost in capability. 

The emphasis of future support needs to be on building an organisation which is affordable and 
sustainable within Tongan fiscal constraints, and to focus on embedding organisational changes 
made over the past few years and improving the capacity of the organisation‟s people and 
leadership.  

The scope of the programme is set out in the Memorandum of Arrangements between the three 
Governments and an extract outlining the scope and activities is copied below. 
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Tonga has also recently undergone significant changes to its political environment and faces a 
challenging fiscal situation. This review provides an opportunity to present the new GoT and 
development partners with an assessment on the progress of the TPDP and information on what 
the key priority areas are for a further phase of support to the TP.  
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Details of the Assignment 

The assignment entails the following tasks: 

Outcome 1: Detailed assessment of how the Tonga Police Development Programme is 
tracking to deliver its stated objectives, how programme implementation is progressing, 
and recommendations for any required changes. 

1. Assess to what degree the TPDP planning, implementation, governance arrangements, 
current Program Management Committee (PMC), and project management and if 
progress to-date is on-track to meet the stated objectives. 

2. Assess the degree to which new systems, processes, approaches and culture are 
bedding into the organisation and the role of NZP/AFP capacity development support in 
achieving this.  

3. Assess to what degree the working relationships established (i.e. between TP, AFP, 
AusAID, DFAT, NZP and MFAT) are effectively contributing to the programme‟s 
objectives being met 

4. Identify any risks to achieving the objectives of the programme and make 
recommendations to mitigate these risks 

5. Identify and make recommendations on any areas that will improve the implementation of 
the TPDP during its remaining term and increase the likelihood that the programme‟s 
objectives will be successfully met 

6. Assess what monitoring data is currently captured and whether it is relevant to 
appropriately evaluate the TPDP itself (based on the M&E Framework) and the TP more 
generally. Identify if/where changes or improvements can be made (e.g. capturing data 
on gender). 

Outcome 2: Outline the current TP operation and describe an appropriate, effective, and 
sustainable TP (based on available information, e.g. Police Act) and make 
recommendations on the priority areas for future development to reach this sustainable 
state. 

1. Briefly describe the attributes of the existing TP operations. Briefly describe what the 
attributes of an appropriate, effective and sustainable TP could look like, including the 
cost of operating and maintaining it. (This description will be based on existing 
information and Government of Tonga (GoT) and TP strategic direction and policies. It 
also needs to consider fiscal considerations such as future GoT and donor financial 
commitments). 

2. Establish to what degree the TPDP will advance the TP towards this sustainable state 
and what the key priority areas are for future development, including costs. 

3. Identify options for how donors might assist Tonga in future to achieve this sustainable 
state, which may inform any ongoing programme of support. 
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Methodology 

The team leader will provide a review plan setting out how the review will be undertaken. This 
should not exceed 6 pages. The plan will be approved by the TPDP Programme Management 
Committee. The review team will take a participatory approach, as appropriate and whenever 
possible. 

When undertaking Outcome 1, the review team will assess the progress of the TPDP against its 
stated objectives as well as the DAC Evaluation criteria of efficiency, effectiveness, sustainability, 
impact

111
 and relevance. 

Outputs (‘inputs’ and ‘payment’ columns to be completed by contractor as part of request 
for quote) 

No. Milestone/Output Description Inputs Due date Payment 
 

1 Draft Review Plan Prepare a review plan (no more than 6 pages) 
document setting out detailed methodology, 
objectives and programme of discussion with key 
stakeholders, for undertaking the monitoring 
appraisal of the TPDP and gap analysis of TP 
operations. The review plan will be provided to 
MFAT. 

[contractor 
hours to 
achieve each 
output] 

  

2 Feedback on Review 
Plan 

Consolidated feedback provided to review team 
leader by MFAT 

   

3 Final Review Plan Review plan updated with feedback and approved by 
PMC 

   

4 Draft review report Present a concise (no more than 20 pages plus 
annexes) draft review to MFAT. Please refer to 
MFAT’s Activity Monitoring Guideline and the 
Evaluation Series of guidelines at 
http://nzaidtools.nzaid.govt.nz for guidance on 
expected contents and detail. 

   

5 Feedback Consolidated feedback on draft review report from 
MFAT. 

   

6 Final review report Taking feedback provided into account, present a 
revised report, in accordance with MFAT’s Structure 
of Evaluation and Review Reports 
(http://nzaidtools.nzaid.govt.nz), to MFAT. 

   

NB: Where information is provided to MFAT, MFAT will ensure it is passed onto AFP and the 
PMC.  

The final report will be presented to MFAT‟s Evaluation and Research Committee and AFP‟s 
Evaluation Group, New Zealand Police evaluation group and, if approved, will then be publicly 
released.  

The report, any part of the report, and/or a summary or abstract will be made available publicly 
(e.g. on the NZ aid programme‟s and AusAID‟s websites), unless there is a good reason not to 
do so.  Wherever possible individuals should not be identifiable in the report unless the review 
team has obtained written approval from the individual. Any information that could prevent 
release of the report under the Official Information or Privacy Acts, or would breach ethical 
standards, must be placed in an in-confidence annex. 

 

                                                   
111

 It will be difficult to determine the impact of the TPDP due to the short timeframe for changes to embed. However the review 

should establish that appropriate data is being captured to evaluate the impact of the programme at its conclusion. Where data 
and/or trends on impact can be identified, they should be included in the report. 

http://www.nzaidtools.nzaid.govt.nz/
http://www.nzaidtools.nzaid.govt.nz/
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Approval 

Endorsed by: 

 

(signature) 

 

Date:  

Dominic Walton-France, Ministry of Foreign Affairs  

 

 

(signature) 

 

Date:  

Superintendent Stu Wildon, New Zealand Police  

 

 

(signature) 

 

Date:  

Dr Patrick Hagan, Australia Federal Police  

Approved by:  

 

 

(signature) 

 

Date:  

Chris Kelley, Programme Management Committee, Tonga 
Police Force 
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Annex 

Relevant reports/documentation 

The following documents are relevant to this assignment (the below list is not 
exhaustive): 

 Tonga Police Force Joint Assistance Mission Final Report 

 Memorandum of Arrangements between Governments of Tonga, Australia and New 

Zealand 

 Tonga Police Development Programme – Project Description 

 Tonga Police Monitoring and Evaluation Plan(s) 

 Tonga Police – Action Plans and Project Management Plans 

 Contract documents between AFP and Tonga Police and NZAID and Tonga Police 

 Terms of Reference of Programme Management Committee 

 Tonga Police Strategic Plan, Business Plan, Corporate Plans, Budgets etc 

 Review of true cost of policing in Tonga 

 Tonga Police Act and other relevant legislation 

 TPDP Monthly Status reports 

 PMC minutes and papers from meetings 

 Tonga Police Action Planning Committee minutes 

 Community Perceptions Survey 2008 and 2010  

Issues or constraints 

A true cost of policing review and Community Perceptions Survey are being undertaken 
in early 2011. If they are available (in draft or final form), it would be desirable to include 
them in the analysis for Outcome 2 of this review.  

Outcome 1 of this review needs to be completed in time to allow for the findings to be 
incorporated, where agreed, into the implementation of the workplan for the final year of 
the TPDP. 

Governance and management 

Overall responsibility to ensure that the review is undertaken and completed as specified 

will lie jointly with the New Zealand Aid Programme, Tonga Police and Australia Federal 

Police. 

Governance of the review will be provided through the TPDP Programme Management 
Committee. The PMC‟s responsibilities will be to: 

 Approve the terms of reference 

 Approve the evaluation plan and methodology proposed by the review team (or 
delegate this identified person(s)) 

 Consider the draft report and feedback received from stakeholders, and identify 
any required changes 

 Approve the final report 
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Management of the assignment will be coordinated by Shirley McGill, Development 
Programme Officer - Tonga, in consultation with IDG AFP Evaluation Team DR Patrick 
Hagan, who will have the responsibility to: 

 Prepare the draft terms of reference and manage feedback to prepare the final 
terms of reference 

 Coordinate any NZ or Wellington-based meetings 

 

In-Country Management of the assignment will be coordinated by the Team Facilitator 
with support from Chesna Cocker, Second Secretary, MFAT, and in consultation with 
Contingent Commander Frank Clair, Tonga Police Manager Policy and Planning, and 
Superintendent Carl Mclennan, NZ Police Policing Development Advisor. The Team 
Facilitator will be responsible for: 

 Organising in-country briefing and debriefing with the review team and selected 
members of AFP, MFAT, and Tonga Police (including seconded personnel) 

 Liaising with the review team throughout the assignment and manage any issues 
or requests for information/meetings as required  

 Managing and collate feedback from stakeholders on the draft report and ensure 
that issues raised are addressed by the Programme Management Committee 

Further work or revisions of the report may be required if it is considered that it does not 
meet the requirements of the terms of reference, if there are factual errors, if the report is 
incomplete, or if it is not written to an acceptable standard. 

Team composition 

This table shows the proposed composition of the team for this assignment. 

Role Knowledge , skills and experience 

Team Leader – M&E Specialist (consultant):  

Lead and coordinate team, including 
development of methodology and review plan. 
Responsible for writing and revising review 
report (with assistance from team members). 

Substantial team leadership skills and 
experience 

Substantial knowledge and expertise in 
development programme analysis and 
evaluation, including participatory processes 

Strong knowledge and experience in the 
police, law or justice sectors 

Substantial knowledge and experience in 
capacity development and institutional 
strengthening 

Knowledge and experience of the Pacific 
preferable 

Knowledge and experience of Tonga an 
advantage 
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Role Knowledge , skills and experience 

Team members (2) – Police Technical 
Specialists (member of NZP and AFP): 

Full participation throughout assignment, 
provision of technical expertise. Co-responsible 
for writing and revising review report (under 
direction of team leader). 

Substantial knowledge and expertise in the 
police sector 

Substantial knowledge and experience in 
capacity development and institutional 
strengthening 

Strong skills in analysing and evaluating 
development programmes, including 
participatory processes 

Law and justice sector experience an 
advantage 

Knowledge and experience of Tonga an 
advantage 

Team member – Researcher (consultant, may 
be Tongan): 

Full participation throughout assignment. Co-
responsible for writing and revising review report 
(under direction of team leader). 

Substantial research, analysis and evaluation 
skills 

Strong skills in analysing and evaluating 
development programmes, including 
participatory processes 

Substantial knowledge and experience in 
capacity development and institutional 
strengthening 

Law and justice sector experience an 
advantage 

Knowledge and experience of Tonga an 
advantage 

Team facilitator (Tongan) 

Full participation throughout assignment. Co-
ordinates and assists in all requirements for team 
members. Provides skills development 
opportunity for TP officer as well as local 
knowledge. 

Strong logistic and co-ordination skills 

Skills in research, analysis and evaluation 
preferable. 
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APPENDIX 3 

3. Review Work Plan 

 

Mid-term Review  
of the 

Tonga Police Development 
Programme 

 
 
 
 

DRAFT WORK PLAN 
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TPDP Mid Term Review:  Proposed Methodology  

Document Review      

The team to undertake a detailed analysis of project documentation as it is made 
available.  This should include:  

 Tonga Police Force Joint Assistance Mission Final Report 

 Memorandum of Arrangements between Governments of Tonga, Australia and New 
Zealand 

 Tonga Police Development Programme – Project Description 

 Tonga Police Monitoring and Evaluation Plan(s) 

 Tonga Police – Action Plans and Project Management Plans 

 Contract documents between AFP and Tonga Police and NZAID and Tonga Police  

 Terms of Reference of Programme Management Committee 

 Tonga Police Strategic Plan, Business Plan, Corporate Plans, Budgets etc 

 Review of true cost of policing in Tonga - Not yet completed 

 Tonga Police Act and other relevant legislation 

 TPDP Monthly Status reports 

 Selected PMC minutes and papers from meetings 

 Selected Tonga Police Action Planning Committee minutes 

 Community Perceptions Survey 2008 and 2010  

The document review will mainly focus on Outcome 1 in the Terms of Reference:  

Outcome 1: Detailed assessment of how the Tonga Police Development 

Programme is tracking to deliver its stated objectives, how programme 

implementation is progressing, and recommendations for any required 

changes. 

In particular the activities listed under paragraphs 6 and 7 in the Scope of the 
Programme. 

Fieldwork 

Methodology in relation to the Terms of Reference: 

The Terms of Reference for the Review call for a participatory approach as appropriate 
and whenever possible.  The field work will consist of a series of semi-structured 
interviews held with both internal and external stakeholders to ensure that a wide range 
of people involved with the TPDP are given the opportunity to be involved in the review 
process.  

In addition to the interviews, it is intended to hold a stratified series of workshops with 
serving Tonga Police officers to gauge the effectiveness of the activities completed under 
the Programme to date and to give these officers the opportunity to have a meaningful 
input into the review process.  A separate workshop will be held with external stakeholder 
input.   

It is intended that these interviews and workshops will inform the Review on the quality of 
programme progress to date and also assist the Review to meet the requirements of 
Outcome 2 as well as further informing the Review on the quality aspects of Outcome 1. 



 

 47 

Outcome 2: Outline the current TP operation and describe an 

appropriate, effective, and sustainable TP (based on available 

information, e.g. Police Act) and make recommendations on the priority 

areas for future development to reach this sustainable state. 

Interviews: 

It is intended to carry out a series of semi-structured interviews with as many as possible 
of the following 

Internal Stakeholders 

 Minister for Police 

 Commissioner of Police 

 Key members of the Project management team located in Australia, New 
Zealand and Tonga. 

o AFP in Canberra and Tonga 
o MFAT and NZP in Wellington and Tonga 

 Key members of the Project Management Committee  

 All members (individually) of the senior executive of the Tonga Police (Deputy 
and Assistant Commissioners or the like) 

 Key members of the “disaffected” Tonga Police Officers who have a grievance 
with the Commissioner. 

 Members of the TP who are directly involved with the project – especially 
counterparts to the ANZ advisers 

 Any AFP or NZP advisers attached to or working with the Programme 

External Stakeholders:  (This list to be supplemented/confirmed by MFAT Nuku‟alofa)  

 Tongan Government officials in related or associated departments or 
organisations (eg. Attorney General/Solicitor General; and others) 

 Key members of the legal sector in Tonga, (eg judges, prosecutors, defence 
lawyers)  

 Chamber of Commerce/Rotary 

 Relevant NGOs (eg Women‟s groups; victims of crime; particularly: Salvation 
army youth probation programme; National Domestic Violence Committee; 
Tongan National Centre for Women and Children (incl Crisis Centre staff) ) 

The interviews would be based around the template below, but with an opportunity for 
respondents to open up in a more general way to the overall impact of the TPDP and the 
way that the Tonga Police Service is operating. 

Workshops 

Where possible, attendees for the workshops should include (among others) people 
already interviewed.  This is designed so that they will have prior knowledge of the 
workshops and have already begun to think about the issues involved with the TPDP and 
the Review.  This should also save time and ensure that the best outcomes are achieved.  
The following workshops are proposed: 

Stratified Police Workshops 

 Commissioned officers in TP (male and female – split on gender basis during 
workshops for relevant sessions) 

 Senior NCOs in TP (male and female – split on gender basis during workshops 
for relevant sessions) 

 Constables and Senior Constables (male and female – split on gender basis 
during workshops for relevant sessions) 
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Stakeholders Workshops 

 a representative from each of the organisations interviewed invited to workshop. 

A detailed list of internal and external stakeholders will be obtained during the briefings 
from the MFAT Nuku‟alofa Office and the Commissioner of Police and also independently 
from the Tongan Team Member who is yet to be confirmed.  

Interview Questionnaire Template based on questions for Senior Commissioned 
Police Officers, this will be modified for other officers and for external stakeholders: 

These questions could be modified to reflect the situation at the work place/ public 
interface for constables and Senior NCOs and also for Police Advisers, and the 
External Stakeholders.  They would also provide the framework for any email 
questionnaires sent to key stakeholders unable to be interviewed face to face. 

General Opening 

Explain reasons for the Review being undertaken at this stage. 

 Mid term – approximately 2 ½ years out of a 5 year Programme 

 All three Parties (GOT, GONZ, GOA) and the Tonga Police need to know:  
o how well the programme is being implemented 
o if there are any problems 
o how to improve implementation – even in areas where the programme 

seems to be running smoothly 

 Critical to get the views of those most impacted by and involved in the 
programme – 

o the Tonga Police officers, and of course 
o the Tongan citizens or main clients of the Tonga Police Service   

Ask the interviewee  

 what they know about the TPDP  
o What is its purpose 
o What components are there to the Programme (what assistance is 

being provided and by whom 

 Have you been involved personally in any of the Programme activities – 
training courses, workshops etc? 

o Please tell us about these activities.  We are particularly interested in 
making them as good as possible , how could they have had a better 
impact on the people being trained. 

 Have you had any personal involvement in the design process for the 
Programme?  Were your views sought by anyone from the TPDP or the 
design mission that came to Tonga in November 2007 to work out what was 
needed for the Programme 

o Since the programme started what involvement have Tongan police 
officers had in: 

 the development of the strategic plan and the business plan 
 the development of the communications strategy 
 the development of annual work plans 

o If you haven‟t had any involvement, do you know any TP officers at 
your level who were involved? 

o Would you give us some ideas on the best way to get advice the 
people actually doing the work that is, from Police Officers at all levels 
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Outcome 1 

1. How well is the Programme being managed?  Especially with regard to; 
* the planning 
* the project implementation 
* the oversight by the PMC 
How would you improve on the existing situation and methods – ie what 
needs to be done to make it better? 

2. Talk to us about the new systems that are in place or being put in place 
through the Programme. 
* Which ones have been successful and which ones could do with some 
additional work?   
* What sort of additional work needs to be done on these and how would you 
encourage the Commissioner and or the ANZ advisers to assist here? 
* How has the exposure to new ideas and systems changed the police 
officers‟ attitude to their work through their exposure to new ideas and 
systems.  
* Please tell us your thoughts on the impact of the TPDP on police officers at 
all levels from Senior Officers through to Constables 

3. Describe your working relationship with AFP and NZP – at a personal level 
with the advisers attached to TP and also at an organisational level between 
TP and the AFP and the NZP. 
* How can this be improved – what is needed to make it better/more effective  

4. What do you see as the biggest problems/barriers facing the TPDP and 
stopping it from reaching its objectives? 
What needs to be done to remove or solve the problems? 

5. If you were the Police Commissioner or the AFP and the NZP what would you 
do to improve the programme implementation/management to help it be 
successful? 

6. Were you involved in helping to develop the M&E framework? 
Do you think that the activities currently being measured are a good tool to 
assess if the Programme is running well and if the TPol is improving? 
*What would you measure that will give a better indication of the performance 
of the Programme implementation and also of the performance of the TPol? 

Outcome 2 

1. Can you give us an idea of how you would like to see the TP operating? 
* Can you describe the features of this Police Service? 
* How would it operate? 
* How would it be managed? 
* What do you understand by the term a sustainable organisation? 
* “What things do you see are needed to make TPol “sustainable”? 
* Which of these things in the most important – list the rest in priority order 
* Who would be directing changes that might be needed from time to time? 
* How would the TPol learn about what changes might be needed to serve 
the people of Tonga better and to provide them with what they need from their 
Police Service? 
The strategic view point will be best tested by the visions of senior public 
officials (The Police Commissioner and his senior Police Officers, Judges, 
Solicitor General, Policy advisers in the PM‟s Department and the Minister for 
Police???) and also by community leaders. 
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While the interview might elicit individual view points, the workshops should 
be a useful tool in getting some discussion going where all the elements listed 
in 2.1 can be canvassed. 

2. Will the current design and direction of the TPDP assist Tonga Police to 
become the self sufficient and sustainable organisation described? 
* Which are the most important parts of the TP that need help? 
* Which are the parts that need help first? 

3. Do you continue to need assistance from Donors (incl ANZ) to achieve the 
objectives? 
* What sort of assistance do you think is needed most? 
* What other assistance is needed? 

 

 



 

 
 

Draft Work Plan Itinerary: Mid Term Review Tonga Police Force Capacity Building Programme - 7 May

Action

Reading, analysing background documentation 3 Between 13 and 21 May

Prepare work plan – discussions with team and MFAT; revisions as required 3 Between 13 and 21 May

Interview AFP (& AusAID?) in Canberra, write up notes 1 19 or 20 May

Travel to Tonga (CBR-SYD-AKL-TBU) & (WLG-AKL-TBU) 1.5 Sun/Mon 22-23 May O'nite AKL

Briefing from MFAT Nuku’alofa; 0.25 pm Mon 23-May

Courtesy call on/briefing by Commissioner 0.25 pm Mon

If time permits, Briefing from the ANZ Programme managers pm Mon

2 Tue/Wed/Thur

2 Thur/Fri

Assessment of field work to date 1 Sat

Planning for workshops 1 Sun TL; NZ & AF Police members

Workshops Commissioned officers 0.5 Mon 30-May

Senior NCOs 0.5 Mon

Constables (Incl 1/2 day analysis of TP responses) 1 Tue

Outside stakeholders 1 Wed

Follow up meetings/interviews with Project management team and/or others as required 1.5 Thur/Fri

Analysis and writing 0.5 Fri

Analysis and writing/ Planning & preparation for presentation 1 Sat

Discussions; Planning & preparation for presentation 1 Sun TL; NZ & AF Police members

Presentation/Briefing for PMC, MFAT on findings and recommendations; (and stakeholders??) 0.5 Mon 6-Jun

Incorporate feed back - pm 0.5 Mon

Travel home 1.5 Tues/Wed 7/8 Jun O'nite AKL

Report writing - draft report 4 Between 9 and 18 June

Incorporate feed back into final report 1 Within one week of receiving feedback

Duration Days

Initial round of interviews with key TPol officers (incl Executive and disaffected officers) and Programme Managers and 

advisers.  Also interview key members of the PMC. Include at least 1 outpost

Initial round of interviews with outside stakeholders.  These should include: legal sector, NGOs and related government 

agencies

 

 



 

 
 

 

APPENDIX 4 

4. Overview of the Tonga Police Development Programme  

There were three major documents informing the development of the Tonga Police Development 
Programme (TPDP):  The Joint Assessment Mission Report, the McGovern Report and the 
Memorandum of Arrangements.  A brief summary follows. 

The Joint Assessment Mission112 

In September 2006, the Tonga Police Force (TPF) and the Government of Tonga (GoT) 
requested assistance from the Governments of Australia and New Zealand for police related 
assistance.  Following civil unrest in Nuku‟alofa in November 2006 and subsequent criticisms of 
the TPF‟s response to these events, the GoT invited the Governments of Australia and New 
Zealand (ANZ) to undertake a joint assessment of the TPF.  A Joint Assessment Mission (the 
JAM) was conducted from the 5th – 17th February 2007. 

Prior to the GoT‟s requests for assistance, the TPF had identified a number of impediments to its 
capacity to manage its functional responsibilities.  These included obsolete/unreliable vehicle 
fleet and communication equipment, dilapidated buildings and lack of accommodation at rural 
police stations, absence of patrol vessels, poor training facilities, outdated record keeping 
practices, absence of basic forensic capability and lack of funding support. 

Consultations, both within and external to the TPF, indicate these weaknesses and constraints 
are largely attributable to the following factors: 

• deficiencies in the TPF organisational structure and insufficient skills in key areas – past 
and present; 

• weak internal operational and administrative processes; and  
• insufficient long term Government priority accorded to police funding and development, 

leading to a gradual and persistent decline in the quality of police services and the 
capacity of the TPF. 

In light of the above, the JAM recommended a wide range of assistance measures designed to 
support future development of the TPF.  Some of the measures require enabling action by the 
GoT with support from ANZ.  Many of the broader measures will require future funding 
commitments from the GoT and will depend on strong GoT leadership.  It is recommended that 
any package of assistance only proceed following a firm commitment from the GoT to provide its 
own enabling budgetary allocations to the development of the TPF.     

The JAM outlined a package of assistance which consisted of two major components: short-term 
measures necessary for an effective and efficient TPF; and long-term measures aimed at 
ensuring that short-term changes are persuasive and that the TPF emerges as a professional 
police service.   

The key recommendations identified in the JAM Report are outlined below: 

A. Immediate implementation of a range of short-term measures outlined below to facilitate 
fundamental changes necessary for an effective and efficient TPF: 

1) Appoint an expatriate Police Commander for a period of 6 to 12 months (contingent on 
separation of powers)  then undertake a robust selection process for filling the position of 
Police Commander by a Tongan National;  

2) Separation of powers and other changes to Police arrangements - ANZ to provide 
drafting assistance to support legislative changes needed for a separation of powers and 
other changes as directed by the GoT; 

                                                   
112

 The JAM summary is taken from the Tonga Police Trilateral Discussions, Final Issues Report, Nov 2007 pp 4-
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3) Provision of Executive Team Support - upon the selection of a new Commander, ANZ 
provide a team of expert advisors to support the office of Commander and the operations 
of the TPF; 

4) Determine appropriate policing style - ANZ to assist the TPF in developing an effective 
and efficient policing style that re-establishes public trust and confidence; 

5) Support the development of a Communication Strategy - ANZ support the development 
of a communications strategy which expresses the future direction of the TPF; 

6) Provision of urgent equipment and material to support Police Operations - ANZ as a 
matter of urgency, and explore providing equipment including: uniforms and 
accoutrements, communication systems, identification of appropriate vehicles and 
maintenance support; 

7) Resource further studies of training, organisation, structure (including Fire Department), 
building and accommodation needs – Tonga and ANZ to decide on funding short term 
expert assistance in a range of priority areas; and 

8) Stop/Go Review - At the end of the first phase, undertake a stop/go review to determine 
whether the second phase should proceed .   

B. Implementing the medium to longer-term package of assistance recommended below to 
ensure that changes made in the short term are persuasive and that the TPF of the future 
delivers identified benefits: 

1) Provide further support for the creation of an Ombudsman‟s office - ANZ to provide 
drafting assistance to support changes needed for a new Tonga Police Force; 

2) Deployment of a Training y Team - Australia and New Zealand deploy a joint Training y 
Team (up to 5 years) to work with counterparts in the Police Training School to retrain the 
TPF;   

3) Deployment of Police Workplace Mentors – ANZ to deploy workplace mentors (up to 5 
years) to work with the TPF in achieving capacity to ensure procedures, practices and 
policies are being implemented in an effective and efficient way, and that training is being 
embedded once officers return to the workplace; 

4) Deployment of a Procedures, Practices and Policy Team – ANZ to deploy a team (for up 
to 2 years) to document all elements of corporate and operational activity which need to 
be implemented to effectively and efficiently deliver the business of the TPF; 

5) Implementation of a legislative reform program - ANZ to provide legislative reform 
support in cooperation with relevant GoT agencies to recommend and draft changes to 
legislation with the objective of increasing effectiveness and efficiency of the TPF; 

6) Implement a Building and Infrastructure Redevelopment Program - In partnership with the 
GoT, consider a building and infrastructure redevelopment process covering all aspects 
of the TPF including vessels, wide spread communications needs and all types of 
buildings (including police stations, training facilities and armouries); and 

7) Develop an Information Technology Program - In partnership with the GoT, review the 
information technology needs of the TPF and consider necessary training and equipment 
to implement critical information technology developments. 

The JAM also recommended that a project design be carried out. 

Trilateral Discussions113 

From 21-23 August, 2007, Trilateral Discussions took place in Nuku‟alofa between the ANZ and 
the GoT, with a view to discuss the practical steps of adopting the recommendations on the 
Tonga Police Force Joint Assessment Mission Final Report April 2006 and preparing the way for 
a design-implementation phase of the joint Australia and New Zealand assistance to the TPF. 

The Tonga Police Trilateral Discussions Final Issues Report (McGovern Report) proposed a 
programme of assistance to the Tonga Police Force (TPF) to be named the Tonga Police 
Development Programme and set out clear options and recommendations for future actions for 
the design-implementation phase of the Program. 
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Phasing and rolling design 

The McGovern Report recommended the programme be delivered in two phases of short term 
and long term assistance.  Phase 1 was to be completed by 31 December 2008 and, after a 
satisfactory review of Phase 1, Phase 2 would commence on 1 January 2009 and run to June 
2012. 

At the end of Phase 1 (30 June, 2008) the following would be expected to have been 
achieved:

114
 

• Establishment of the Program Management Committee (PMC) as the primary decision-
making body for the Program; 

• Establishment of a Trust Fund with an initial tranche of AUD$100,000 to be used for 
refurbishment of the TPF Training College and to conduct some initial training at the 
College – a joint AFP/NZPOL scoping mission is to be fielded to scope the refurbishment 
and training needs; 

• Development of Policy Framework/Vision for the TPF; 
• Recruitment of TPF Commander; 
• Roles and Responsibilities of Minister for Police and TPF Commander finalised; 
• Technical y Team needs identified and Technical Assistance (TA) considered by PMC; 
• Community Policing strategy formulated and adopted by GoT; 
• Communications strategy formulated and adopted by the GoT; 
• Priority equipment and material identified and procured:   
• Training, Organisation Structure, and Building needs scoped;   
• GoT delivers on its promised budgetary allocation for the TPF; and 
• Progress Review completed.  

The activities described above were to form the subject of the pre-phase 2 progress review, 
recommended for September 2008, against which progress would be measured. 

The McGovern Report recommended that following appointment of a new TPF Commander, a 
Design Team be formed as soon as possible (February 2008 would be ideal), with a view to 
design outstanding elements of Phase 1 and Phase 2, which would take effect from 1 January, 
2009 and would run until 30 June, 2012.  The Design Team‟s Terms of Reference (TOR) would 
need to include an initial progress review which could then be fed into the design work.  More 
than one visit by the design team may be necessary, with a second visit scheduled for October 
2008 (following the pre-phase 2 Program Review), and the team should consist of a maximised 
number of local experts to ensure sustainability.

 115
  The recommended review and design did 

not take place. 

Component Description
116

 

The McGovern Report suggested that the Program could be comprised of the following four 
Components: 

• Component 1 – Institutional Capacity Building; 
• Component 2 – Individual Capacity Building; 
• Component 3 – Infrastructure and Equipment Provision; and 
• Component 4 – Program Management and Coordination. 

Component 1 - Institutional Capacity Building:  This component addresses strengthening the 
institution of the Tonga Police in terms of raising its profile and building capacity within the Tonga 
Police to manage its core business: by ensuring that legislative and policy frameworks are in 
place.  This could be done through establishment of a Legal Working Group, which would review 
and propose amendments to legislation applicable to the TPF.  This would help to provide vision 
and guidance to the Tonga Police members and to the general public as to the new strategic 
direction of the Tonga Police Force as a „Service‟ focussing on Community Policing as one of its 
central strategies.  This would occur by ensuring that its internal administrative, human resources 
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systems and processes are in place, such as a code of conduct, disciplinary procedures, 
transparent promotion processes, logistics, asset and fleet management capacities, 
procurement, communications strategy for engagement with the media to maximize positive 
aspects of the organization. Key institutional competencies which would need to be developed in 
the TPF include: its capacity to develop Annual Management Plans, Annual Budgets, based on 
those plans, operational key performance indicators (KPI), and to successfully bid for the 
budgetary allocation through the Expenditure Review Committee during each budgetary cycle 
(February – May). This will become increasingly important to the TPF, particularly to ensure 
adequate budgetary provision is made for recurrent costs associated with additional 
equipment/staff provided through the Program.  These institutional capacity building efforts under 
the Program would need to be synergised with broader donor machinery of government 
(budgetary process) assistance available through other programs. 

Component 2 - Individual Capacity Building:  This component would see the provision of 
technical assistance (training and mentoring) to support the development of skills and experience 
of individuals within the Tonga Police so that those individuals could affect the core business of 
the Tonga Police Service going forward.  This would include activities such as functionally-based 
Training Needs Analysis, skills audits, development of a Professional Development Program 
linked to promotion within the Tonga Police; mentoring, overseas merit-based study 
opportunities, identification of outstanding potential within the Tonga Police, and the development 
of competencies to ensure that the TPF can develop Annual Management Plans, Annual 
Budgets based on those plans, develop operational KPIs, and successfully bid for the budgetary 
allocation throughout the budgetary cycle.  Consideration should also be given to linking 
individual performance to operational KPI, a method which has enjoyed success in the Ministry of 
Health. 

Component 3 - Equipment, Infrastructure:  This component would consist of equipping the Tonga 
Police with uniforms, appropriate accoutrements, vehicles, communications equipment, as well 
as infrastructure development such as refurbishment of the training centre and accommodation.  
Clearly, this component would need to synchronise with Component 1 to show that the TPF is in 
a position to absorb additional equipment and infrastructure. Some transport might be required at 
the outset to facilitate the work of the TPF and technical assistance furnished through the 
Program. 

Component 4 - Program Management and Coordination:  This component would ensure that the 
management and coordination of the Program is driven by the PMC, resonates strongly with 
existing administration structures and leadership roles, and accords with the priorities of the GoT.  
It is thought this is most likely to ensure sustainability of outcomes from the Program.  The PMC 
would have a decision-making role in terms of the engagement of external technical assistance 
through the Program.  This component would also manage a flexible fund (trust fund) which 
would house donor contributions for the Program, and would be used to fund external specialist 
assistance as required.   In initial tranche of AUD100,000 is recommended for the start-up phase. 

Guiding Principles
117

 

The McGovern Report also set out some clear development principles to guide the design and 
implementation of the TPDP: 

1) Tongan leadership and ownership of the Program is maximised. 
2) The package of support is well aligned to Government of Tonga needs and priorities. 
3) The pace of implementation is appropriate and responds to the absorptive capacity of 

the Tonga Police Force. 
4) The Program‟s focus is capacity building, not capacity supplementation. 
5) The Program is based on an agreed Community Policing style. 
6) The Program will support the long-term financial sustainability of the capacity built in 

the TPF, within the GoT‟s financial limits. 

The McGovern Report also called for the AFP and NZPOL to work within a collaborative 
framework to build capacity within the TPF and suggested that the TPDP Programme 
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Management Committee (see below) be actively involved in the selection of technical advisors 
(TA) to the Programme as well as using local TA where available.  The McGovern Report 
stressed the need for TA to be delivered through a “development lens” where the focus is on 
process rather than output – strengthening the local officers and staff to do the job is more 
important than just getting the job done. 

Associated agencies were also to be considered for strengthening where expertise was needed 
to assist in achieving TPDP objectives, eg legislative drafting and the like [for the Crown Law 
Office]. 

Programme management
118

 

A Programme Management Committee (PMC), consisting of key TPF personnel, associated 
government ministries and departments as well as civil society was to be set up with a Terms of 
Reference to oversee the implementation of the Programme.  The McGovern Report also 
recommended that the two main donor agencies be members of the PMC.  Membership of the 
PMC together with a brief summary of the role of the PMC is detailed in the Memorandum of 
Understanding see below.  

Monitoring and Evaluation
119

 

The McGovern Report recommended that as part of the design process, a monitoring and 
evaluation (M&E) framework be established for the Programme.  While the Review and design 
process did not proceed, the TPDP set up a M&E Framework in 2009.

120
  The work was 

undertaken by an Officer from the NZPOL under supervision of the AFP and NZP long term 
advisors seconded to work on the TPDP.  At the PMC meeting held on 30 May 2011, a decision 
was made to review the M&E Framework to make it more suitable and appropriate for the needs 
of the Tonga Police going forward.  This review is to take place in the ensuing twelve months. 

The Memorandum of Arrangements 

A Memorandum of Arrangements (MoA) setting out the working arrangement was drawn up.  
This document defined a set of principles to guide the implementation of the Programme

121
: 

1. The Government of Tonga‟s leadership and ownership of the Program is maximised. 
2. The package of support is well aligned with the Government of Tonga‟s needs and 

priorities. 
3. The pace of implementation is appropriate and responds to the absorptive capacity of the 

TPF. 
4. The focus is on capacity building, not capacity supplementation. 
5. The Programme is based around a mutually approved community policing style. 
6. The Programme will support the long term financial sustainability of capacity built into the 

TPF within the financial limits of the Government of Tonga.  

It also stressed the need to acknowledge the partners‟ commitment to the Paris Declaration on 
Aid Effectiveness

122
 and in particular: ownership by the GoT; alignment with GoT procedures, 

policies and systems; harmonisation of Partners‟ contributions and systems; the programme 
should be managed for results – with a focus on achieving the objectives through results- 
oriented reporting and monitoring frameworks; and mutual accountability and transparency of the 
use of development resources. 

The MoA went on to list: the type of contributions that each partner would make to the 
Programme:  the manner of accounting for funding provided by the partners in a Special Purpose 
Account; and broadly outlined the procurement of goods, services, and works by the GoT in 
relation to the implementation of the Programme. 
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The MoA also set out a two tier framework for the governance of the Programme.  Strategic 
oversight was to be provided by the Cabinet Security Committee with Programme management 
being provided by a Programme Management Committee (PMC).  The role and membership of 
the PMC was set out clearly

123
: 

The PMC is to: 

 establish strategic priorities under the Programme (subject to the strategic direction of the 
Cabinet Security Committee); 

 approve each Annual Plan (aligned to the TPF‟s Annual Management Plans/budget), 
including forward estimates for three years under the Medium Term Budget Framework; 

 prior to development of the first Annual Plan, the PMC will approve individual activities 
and budget for implementation under the TPDP; 

 monitor, review and report to the MoA Parties on progress in the implementation of the 
TPDP; 

 recommend to the MoA Parties any appropriate changes to the TPDP, including the 
budget and future development; 

 integrate TPDP assistance with other stakeholders in the law and justice sector and other 
assistance to the TPF (eg regional programmes such as the Pacific Regional Policing 
Initiative and its successor) and any other donor support;  

 maximise and promote Tongan leadership of the TPDP;  

 ensure the TPDP has a focus on long term capacity development and not capacity 
supplementation; 

 ensure the TPDPD has a focus on sustainability 

 ensure an appropriate monitoring and evaluation framework is in place and utilised; and 

 ensure the TPDP provides support that is financially sustainable for the Government of 
Tonga.  

PMC Membership: 

The PMC is to be chaired by either the Commander (Commissioner) or Acting Commander.  The 
other members of the PMC are as follows: 

 TPF Deputy Commander (Commissioner) or Assistant Commander (Commissioner) of 
the TPF; 

 Government of Tonga representative – to be determined and recorded in the PMC 
Minutes; 

 Civil Society representative from Tonga - to be determined and recorded in the PMC 
Minutes; 

 Australian Federal Police (AFP) Programme Coordinator or a person acting in this role; 

 New Zealand Police Programme (NZP) Programme Coordinator or a person acting in this 
role; 

 Australian Agency for International Development (AusAID) First Secretary or a person 
acting in this role (optional); and 

 New Zealand‟s International Aid and Development Agency (NZAID) First Secretary or a 
person acting in this role.  

Sub-committees may be established by the PMC to undertake particular projects under the 
Programme.  The PMC was to report to the Cabinet Security Committee on a three monthly 
basis or as required.  The Parties may also constitute an independent monitoring and review 
group at any time to review the TPDP. 

All three documents
124

 included the list of short term and medium to long term activities more or 
less as set out by the JAM and all three documents had as a pre-requisite the need for the duties 
and responsibilities of the Minister and the Commander/Commissioner to be set out and clearly 
defined and separated.  There was no mention in the MoA of the need for a project design or of 
the components suggested in the McGovern Report. 
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The three partners signed the MoA on 2 July 2008 and the Tonga Police Development 
Programme commenced from that date. 

A draft ToR for the PMC was signed on 29 August 2008.  A revised draft was submitted to and 
accepted by the PMC on 30 May 2008.  It was agreed that this would be revisited in twelve 
months time. 

The Tonga Police Strategic Plan 2009-2013 and the Four Year Business Plan 

Following the commencement of the Programme, the Programme supported and assisted in the 
development of a Strategic Plan 2009-2013 for the Tonga Police

125
.  This Strategic Plan set out: 

The vision for the Tonga Police: Safer Communities;  

A mission statement: To be the leading police service in the Pacific, working in partnerships to 
maintain law and order, keep the peace, prevent crime and road trauma, and enhance public 
safety; and 

Three Strategic Goals: 

1 Community Reassurance [with an outcome of] Confident, safe and secure communities 
2 Policing with Confidence [with an outcome of] Less actual crime, less actual road trauma, 

fewer victims. 
3. Organisational Development [with an outcome of becoming] The Pacific’s leading police 

service 

The Programme then assisted in the preparation of a Four Year Business Plan for the Tonga 
Police.  Tonga Police then prepare Annual Action Plans designed to achieve the outcomes 
identified in the Four Year Business Plan.  Activities funded by the Programme are designed to 
support the Tonga Police implement this Four Year Business Plan. 

Police Commander/Commissioner 

The role of Police Commander became vacant on 16
th
 February 2007 and had been filled on a 

temporary basis for some time.  The JAM Report, concluded that the vacant position should be 
filled as a matter of urgency with preference for a Tongan national.

126
  Subsequently, as a result 

of Tonga Police Trilateral Discussions in August 2007, the recommendation of the JAM report 
was modified with a two step approach.  Firstly by seeking recruitment of a Tongan national 
(advertised nationally and internationally) to fill the position of Police Commander, and failing 
successful recruitment of an appropriately skilled and qualified Tongan candidate, considering 
expatriate nominees for appointment. 

127
 

In a letter written to the GoT, by the AFP and NZPol, dated 29 August 2007,
128

 an offer was 
made to assist in funding advertising for the position of Police Commander and provision of 
subsequent senior level representation from the AFP and NZPol on the recruitment panel to be 
managed by the Tongan Public Service Commission (PSC).  In the absence of a suitable Tongan 
nominee, Australia and New Zealand governments each offered to provide a nominee for an 
expatriate appointment to the role.  

The GoT Public Service Commission, with the assistance of senior NZPol and AFP, ran a joint 
selection process for the position of Police Commander.  Unfortunately a suitable Tongan 
national was not found. 

In September of 2008, the current Commissioner, formerly of New Zealand Police, was 
appointed as the Police Commander of the TP.  This contract was initially for a period of three 
years, with an option for a further two year extension if willingness is indicated for renegotiation 
by the Tongan Government.   
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APPENDIX 5  

5. Organisation Chart 

 

 



 

 
 

APPENDIX 6 

6. Extracts from the Tonga Police Act 2010. 
 

PART 2 - ADMINISTRATION AND GOVERNANCE OF TONGA 
POLICE 

DIVISION 1 - CONSTITUTION AND FUNCTIONS OF TONGA POLICE 

7. Functions of Tonga Police
129

 

1) Tonga Police shall have the following functions: 

a) to maintain law and order; 
b) to preserve the peace; 
c) to protect life and property; 
d) to prevent and detect crime; 
e) to provide community support and reassurance; 
f) to uphold the laws of Tonga; 
g) to undertake the service and execution of court processes; 
h) to carry out land and marine search and rescue operations; and 
i) any other function conferred by this Act or another enactment. 

8. Guiding principles for performance of functions130 

(1) Tonga Police shall perform its functions in a professional manner and with integrity and 
respect for the law and human rights. 

(2) Tonga Police shall work together with the community to the extent that is compatible with 
the efficient and proper performance of the functions of Tonga Police. 

(3) Tonga Police shall, if requested to do so and to the extent that is compatible with the 
efficient and proper performance of the functions of Tonga Police, assist other 
government agencies to uphold and enforce the laws of the Kingdom. 

(4) In performing its functions, Tonga Police shall, to the extent reasonably practicable and 
appropriate, adopt a community policing approach by responding to problems at a local 
village level and using district and national support only when required. 
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APPENDIX 7 

7. Consultations/Workshops  

A wide and comprehensive range of stakeholders was consulted during the fieldwork for the 
Review.  This included: Tonga Police Officers from the Commissioner and the TP Executive 
through to Constables; current and former Programme staff; NZ Aid Programme staff; AusAID 
staff; AFP officials; GoT Officials and politicians; private, public and NGO sector stakeholders. 

Workshops 

In addition to more than 50 one-on-one interviews, three stratified workshops (Constables, Non 
Commissioned Officers and Commissioned Officers) were held conducted with the Tonga Police 
officers.  These workshops were well attended with a total of 86 officers.  The outcomes of these 
workshops have been incorporated in the Review.   

On the positive side the workshops indicated that there was a good level of support for the 
TPDP within the force.  Particular reference was made to the increase in training opportunities 
and positive comments were made on the use of outside agencies to deliver training courses to 
TP staff.  The new equipment and uniforms had also assisted greatly with a rise in morale and in 
the perceived capacity of the TP to carry out their duties.  There was an acknowledgement that 
the public perception of the TP had greatly improved.  There was a consensus at all levels that 
the TPDP should be extended for a minimum of at least 5 years to ensure that the gains and 
changes made to date were sustainable – this was a result of the public now being accustomed 
to a new level of proficiency in the TP and any slippage in this level would be seen as a “disaster” 
with very negative consequences for the TP. 

Areas that needed improvement included:  communications between the TP Executive and 
the TP (this included a clearer indication of the timeline for implementation of the TPDP activities 
as well as the implementation of the TP Annual Plan, a more transparent process for the 
selection of candidates for training);  a recognition by management of the increased work load of 
Officers through the implementation of the TPDP activities and the AP and the need for Project 
Management training;  more discussion and awareness of the new Police Act and especially as it 
related to the “new” promotion process;  more involvement of the frontline police officers in the 
introduction of new policies and procedures;  there was a general consensus that there were too 
many short term advisers and that the TP would be better served by fewer short term advisers 
who could adequately cover most aspects of policing.  In addition to the comments on the TPDP 
and the TP Annual Work Plan, there was a general consensus that assistance to the Police Band 
would have an overall positive impact on the morale and standing of the TP.   
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APPENDIX 8 

8. Implementation of the Police Act 

The implementation of the new Police Act has had some major problems and has caused some 
major interruptions to the implementation of the TPDP. 

During the formulation of the Police Act, wide consultation was carried out by the development 
team.  Further consultation and training was done following its proclamation. 

Despite this, a wide representation of stakeholders indicated that there was a lack of knowledge 
about the Act and its contents and that this is still the case among some NCOs and Constables 

The Review Team has found that this lack of information and knowledge  

 is affecting all areas where interviews have taken place; 

 is causing disquiet within the Tonga Police (at all levels) 
o and was a significant contributing to the petition to Parliament by a number of 

disaffected officers; 

 is the focus of comment among related stakeholder agencies; 

 is creating ill informed public comment;   

 is impacting on public trust and confidence in the Tonga Police – the objective of the 
TPDP; and 

 is diverting energies away from the efforts to reform and modernise the Tonga Police  

It is clear from evidence we have seen that despite the senior officers and advisors believing that 
they have consulted widely on the new Act (and the evidence is that they did consult widely), the 
consultations have not achieved their goal of informing the target audience.  This view of the 
incomplete consultation process is evidenced in other areas eg, the Vaini Community Police 
Station where the building clearly does not meet the perceived needs of the officers utilising it.  
This may indicate that the concept of community policing is not fully understood by the officers 
who are charged with delivering it. 

Following the presentation of the petition a mediation process was undertaken.  There is a view 
at senior levels in Government that this process was successful and that the concerns which led 
to the petition have “gone away”.  The Review Team found that this is not the case and the 
officers still have concerns about the implementation of the Police Act which need to be 
addressed.  

Risks 

If the implementation of new Police Act is not handled successfully, the ramifications for the 
whole Programme are extremely serious. A Tongan communications/cultural  to assist in 
communicating details of the projects to staff and other external stakeholders (general public and 
Parliament etc) might be an option worth considering. 

The Review Team understands that, because of the petition and the related disquiet, the Act is 
being revisited.  The Team agrees with the JAM Report and the McGovern Report that the Act is 
the cornerstone of the Programme.  Should it be wholly repealed the thrust of the reforms will be 
lost and the Programme will founder. 

Recommendation 

Implementation of the Act should be revisited urgently to ensure that the content and its likely 
impact on officers and other stakeholders is known and understood by them. 
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