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ABOUT THIS BEST VALUE REVIEW

This review has been established to examine how public complaints and internal misconduct matters involving members of the police service are dealt with and how professionalism and policing with integrity are promoted within Northumbria Police.  The majority of the specialist services involved in the investigation of complaints and misconduct matters for police officers are provided by the Professional Standards Department (PSD) and for police staff by Personnel Services Department.  Promoting professionalism and integrity, however, cuts across a number of services provided by front line officers, special constables, police staff and other specialist departments as follows:

· Personnel Services - training of all staff, vetting of recruits and new employees, promotion and selection, grievance management

· Criminal Justice Department (CJD)- integrity of crime recording, Narrowing the Justice Gap

· Crime Management - integrity of investigations, informant handling and informant management

· Legal Services - investigation of civil claims and employment tribunal applications

· Performance Review and Inspectorate (PR&I) - identification of good practice and the inspection process

The strategic objectives of this review are to make policing with integrity the cornerstone of the service and to establish what the public, officers and staff want from a complaints system and to ensure that we have the processes in place to deliver that service.

One of the strengths of this review is that it is taking place at a time of significant change for the police service as a result of the government’s police reform programme which ensures a much more citizen focussed approach to policing, police accountability and building trust and confidence within our communities.  The Independent Police Complaints Commission (IPCC) who began work on 1st April 2004, and the Northumbria Police Public Service and Performance Review (PS&PR) are also introducing change to improve services to the community.  

One of the challenges of the timing of this review, however, is that comparisons with other forces and public services, and consultation with partner agencies is difficult as it is reviewing a service which is experiencing significant change nationally through the reform of the complaints process, new legislation in relation to information security, the production of APA, ACPO and Home Office guidance and best practice in relation to these issues and issues surrounding the discipline process for police staff and the transfer of responsibilities from the Police Complaints Authority (PCA) to the IPCC.    

The gaps in service identified whilst carrying out the internal review of PSD, completing the Baseline Assessment Report for this review and implementing legislative change has given the force an opportunity to make considerable progress in improving the service whilst taking into account the consultation and issues raised during this review.  Progress is also being made in examining the services other support departments could provide such as restorative conferencing, and improvements to data security and vetting.

Throughout this report where reference is made to “staff” this includes all staff serving  with the police including police officers, police staff, special constables, and police Community Support Officers (CSO’s) unless stated otherwise.

SECTION 1
- What do people think of the service?

Public Consultation

A range of consultation methods have been utilised in order to ascertain people’s views of the service under review.  Public consultation has been carried out in the following ways:

· Northumbria Police Authority (NPA) Residents Survey (January - April 2003)

· NPA Young Peoples Survey 2003

· NPA Local Policing Plan Questionnaire 2003

· “Your Views Count” Consultation Leaflets

· Northumbria Police Complainants survey 2001

Further consultation is planned over the next three months in accordance with the PSD public consultation plan and public focus groups will be arranged prior to the next stage of the review to address some of the specific issues identified from the surveys.

NPA Residents survey
There have been four Northumbria Residents’ surveys undertaken since 1995.  These surveys are carried out by an independent market research organisation.  The questions asked cover a range of issues including a number which relate to the services covered by this review. The data highlighted below is taken from the 2003 survey (sample size 1,564) and comparison is made with the 2000 survey (sample size 1,680):

· 76% strongly agreed or tended to agree that they could trust the police (+ 1% on the 2000 survey)

· 80% felt the police were polite and friendly (+2%)

· Only 6% felt the police were aggressive (compared with 7% in 2000)

· 7% felt the police were prejudiced (- 2%)

· 37% felt the police were sensitive in the treatment of ethnic minorities (+1%)

· 74% felt they were honest (no change)

· 44% were satisfied with the prompt arrival of police following emergency calls (-4%)

· 29% were satisfied with the help and support to victims of crime (-3%)

· 25% were satisfied with the feedback given to people who reported incidents (no change)

· 59% felt relations between the community and the police were good or fairly good (+1%)

· 70% felt the police were helpful (+1%)

· 56% felt the police were sensitive to the needs of people (+2%)

The above picture shows general satisfaction levels with the broader quality of service issues and matters of public reassurance but does not examine satisfaction levels with regard to more specific recordable complaints or conduct matters. 
Similar opinions were found during the face to face interviews and police visibility was raised as an important issue with regard to how satisfied or dissatisfied residents were about the service of policing within their  community.  That said the police continue to be held in high regard.  It does appear, however, that those who have been victims of crime in the previous 12 months are less inclined to consider the police helpful.  Those who are dissatisfied with the way their area is policed are less likely to consider the police helpful or sensitive to the needs of local people.

There is a general consensus that the police are sensitive in dealing with minority ethnic communities but since 2000 there has been a substantial rise in the proportion that think there is more racial prejudice in Britain now than five years ago.  Although this does not appear to be founded on any increase in racially motivated incidents, the change is most prominent in the white community.  The non white community tends to hold the police in higher regard than the white population does.

NPA Young People’s survey

211 young people between the ages of 11 - 17 years participated in the survey which incorporated a wide representation of young people specifically targeting those living in deprived areas within the region.  The following views, which are relevant to this review, emerged:

· 34% stated that they got on well with the police

· 8% stated that the police should show young people more respect

· 5% stated they should stop harassing young people and stopping them on the street

NPA Annual Summary Questionnaire
The NPA Annual Summary is circulated to every home and business across the force area and contains an anonymous questionnaire which includes questions about possible methods of contacting the police to, for example, complain about the conduct of police staff, offer a compliment or report a non emergency incident or ask advice.  

An initial snapshot analysis of 200 of the questionnaires returned revealed that preferred methods were:  

· to telephone one non emergency number

· To speak to an officer 

· To visit a police station 

· To write a letter 

Only 35 of the 200 who responded stated that they would use the internet and 26 would use another gateway organisation.

It is intended that a full and complete analysis of the total number of returns from this survey will inform the recommendations contained within the Option Appraisal Report.

“Your Views Count” Consultation Leaflets
Over 35,000 responses to the annual leaflet consulting the public on policing priorities were returned.  This survey showed that by far the majority of the public in this area felt that they could trust the police and are very supportive.  There is also an acknowledgement that police officers do a very good job, often in difficult circumstances.  Some less positive comments, however, were as follows:

· Police don’t always deal with minor crimes and anti social behaviour when these incidents are reported and some “turn a blind eye”

· A minority of police officers who abuse their positions result in a loss of faith in the service.  Examples were given of officers speeding unnecessarily 

· The attitude of some could be more respectful, less arrogant or patronising and they should be more approachable particularly towards young people

· The public expect the police to abide by the law and not feel they are above the law

· Officers should display the highest of standards so as “not to discredit the uniform”

· Concerns were expressed about callers being passed from one member of staff to another, not having calls returned and not being informed about the result of incidents reported

· There were contradictory views from respondents, some who felt the police were too politically correct, others felt that more should be done to work with ethnic minority groups and gay men and women

Northumbria Police Complainant’s Surveys

In 2001 417 members of the public who made a complaint against Northumbria Police were sent a questionnaire to gauge their views about the process.  Only 54 (13%) responded.  This was a reduction from 14.9% in the previous year.  This is a very small sample on which to base any conclusions and it must also be borne in mind that those complainants whose cases were unsubstantiated may not have been satisfied with the outcome and this may have affected their views in relation to the actual process.  A summary of the responses is outlined below: 

· Less than 50% of complainants who responded were satisfied with several aspects of the service they received from the first person who took the complaint.  Only 38% stated that they had received PCA or PSD leaflets.  

· 78% felt that they had received an adequate explanation of the options available to them in relation to the Informal Resolution process.  

· 45% said they were not kept informed as to the progress of their complaint.  

· 61% felt it was easy to make a complaint

· 64% felt that officers took the complaint seriously

· 56% said they were helpful and tried to establish all of the facts

· 40% felt that the force was trying to prevent such complaints from happening again

· 55% felt dissatisfied that they had received no apology 

· 45% were satisfied with the time it took to investigate the complaint

· 38.5% were satisfied with the outcome

· 50% were dissatisfied with the overall handling of the complaint

· 62% believed the police handled the complaint better or as well as they expected

· 75% stated that they had made the right decision in making the complaint  

The overall satisfaction rate had declined on the previous year.  Whilst complainants appear to be satisfied with the thoroughness, impartiality and fairness of investigations, the time taken to complete an investigation is a concern.

Comparing the consultation carried out by PSD with the research done by other agencies into public service complaints it appears that within  Northumbria Police the complaints system is not sufficiently well publicised and complainants and their representatives feel that insufficient information is given for them to make an informed decision on how they wish to proceed.  

The majority of staff dealing with complaints are helpful but there is some inconsistency of approach by investigating officers.  At the time of the survey there was no formalised system of keeping the complainant informed of progress. The system is adversarial rather than conciliatory and there is no provision for mediation.  The guidance which has recently been received from the IPCC and Home Office will address these issues under the new complaints system which was implemented on 1st April 2004.  A formal method of learning lessons from complaints and giving feedback will also be introduced.

To date this force has not carried out any surveys of members of the public who have pursued civil litigation against the force.  This is an issue which is included for development as one of the recommended options at the end of this report. 

National surveys

Nationally the results of public consultation in relation to complaints against public services have been published in a number of documents, for example, the Nolan Report into Standards in Public Life,  The Commission for Local Administration in England, “Running a Complaints System”, and the research carried out by MORI for the Citizens Charter Unit.
In general the public want the following from a complaints system:

· Greater accessibility of the system

· A speedy resolution of the complaint

· To be kept informed of progress

· To be able to deal with one person within the service.  This is more important than the status of that individual in the organisation. 

· An apology in appropriate cases 

· A full  explanation of why it happened in the first place and what the force is going to do to ensure it does not happen again

· Personalised rather than standard letters

Consultation with the PCA has revealed that the public’s understanding of the role of the PCA is limited and that less positive attitudes existed towards the complaints system, and the police in general, from those with direct experience of the process through making a complaint than those who had not.  Consultation with the PCA tends to confirm previous academic research carried out into the attitudes of members of the public regarding the complaints system.  This can be summarised as follows:

· A significant proportion of people from more “vulnerable” populations are either not aware of the PCA or are not aware of the role

· Complainants remained dissatisfied with key aspects of the process including the time taken to resolve a complaint, the extent to which they were kept informed of progress of  their case and the perceived lack of independence of investigations  

· Some complainants were in fear of themselves being criminalised or harassed as a result of making a complaint

· Complainants are becoming more inclined to pursue civil remedies because of lack of confidence in the complaints system 

· Most people do not make use of the complaints process  

One of the methods of resolving more minor public complaints such as incivility which would not attract formal disciplinary proceedings was by way of Informal Resolution.  Complaints could be resolved either immediately or within days locally by Area Command staff or the relevant Department Inspectors with the consent of the complainant.  Under new legislation this method has been renamed Local Resolution as it is a formal process but it also extends the criteria for incidents which are suitable for Local Resolution in order that more cases, such as excessive force and minor breaches in performance of duties, can be dealt with proportionately and more quickly than referring them to PSD for a full investigation.  It also allows for mediation or restorative conferencing to take place.

It is hoped that the reform  of the complaints system and the introduction of the IPCC on the 1st April 2004 will increase the confidence of the public in the complaints process and improve complaints handling.  

Northumbria Police Officer and Police Staff Consultation

The staff of Northumbria Police have been consulted in three different ways:

· Northumbria Police Complainants’ Survey 2001

· Northumbria Police Staff Survey 2002

· Best Value Review Internal Survey Questionnaires and Focus Groups 2003

Northumbria Police Complainants’ Survey 2001

As outlined above in 2001 417 members of the public who made a complaint against Northumbria Police were sent a questionnaire to gauge their views about the process.  PSD also sent questionnaires to the police officers who had been the subject of those complaints.  The questions asked included whether they felt that they had been treated fairly, whether they had been given sufficient information and about the overall handling of the investigation.  91 officers responded and, in each of the areas covered in the questionnaires, 80% -85% stated that they were satisfied or very satisfied with the investigation. 

No surveys have been done to gauge the opinions of police staff and special constables who have been involved in the complaints or misconduct process.  This is an issue which the force could look at and has been included in the options for development at the end of this report.

Northumbria Police Staff Survey 2002
An analysis was carried out of the Northumbria Police Staff Survey 2002 to identify any issues which were relevant to this review.  This survey was conducted by PR&I and was very different to the surveys carried out specifically for this BVR in that it was a much broader staff satisfaction survey but there were a number of issues which were relevant and, therefore,  have been included in the review.  These are as follows:

· Overall 78% of staff were satisfied with the services provided by Legal Services

· Overall 72% of staff were satisfied with the services provided by PSD

· 65% of staff are satisfied with the complaints and misconduct process

· 62% are satisfied with the grievance process

· 71% are satisfied with harassment policies

· 68% agreed that their immediate supervision deal effectively with poor performance and poor behaviour, 58% agreed in respect of their management team and 43% in respect of Chief Officers 

· 62% of PSD are dissatisfied with the level of bureaucracy compared to 72% of all staff

· 63% of PSD staff were satisfied with training opportunities, 67% were satisfied with the quality of training provided and 73% with the effectiveness of training, figures for PSD staff are approximately 10% higher than figures for non PSD staff.

General comments were examined and revealed the following:

· There was a need to improve discipline

· Dismissal of poor performing officers should be easier

· Continued under performance and poor behaviour is not dealt with

· The organisation is too defensive when it comes to quality issues

· There is a perception of lowering the standard of recruitment

Best Value Review Internal Survey 2003
An e-mail broadcast containing details of the background of this review and a list of questions was sent to all staff throughout the organisation giving everyone an opportunity of answering the questions anonymously.  Staff were also able to give their name, rank or grade and post and were offered an opportunity to take part in focus groups.  

In an effort to reach everyone in the organisation and to encourage as many responses as possible, details of the existence of this survey were included in every member of staff’s pay slip.  The response was, however, disappointing with only 109 replies.  That said 28 members of staff volunteered to take part in four focus groups and were asked for their views on a number of issues which came out of the surveys.   

It was impossible to say from the questionnaires returned and focus groups whether all staff views were represented.  The review team are, therefore, making arrangements to offer two further focus groups for black minority ethnic staff and gay staff.  Northumbria Police Federation will give officers  who have been subject to complaints or misconduct enquiries a similar opportunity.

A full analysis of the BVR surveys and focus groups has been carried out and the issues that were raised were as follows:

Integrity   

· For staff this meant honesty, treating people with respect, fairness, accountability and that staff should “aspire to perfection”  

· Staff should also conduct their lives so as not to bring the service into disrepute  

· There were mixed views about a code of conduct for police staff

· The force needs to raise awareness of the standards which are expected and what amounts to unacceptable behaviour  

· Greater openness would dispel some of the myths surrounding complaints and misconduct investigations and a perception that conduct matters only applied to “lower ranks” 
· Vetting of people joining the organisation and of existing staff should be more robust and carried out at predetermined intervals.  It should be the same process for all staff and some posts should attract a higher level of vetting eg firearms officers, staff on crime teams, senior officers and finance and personnel officers 

· A significant number of respondees stated that drugs testing should be compulsory for police recruits and some suggested that this should continue throughout their service

Reporting of Wrongdoing  

· There was mixed awareness among staff of the reporting of wrongdoing process

· There was considerable support for this facility and a suggestion that knowledge of a serious breach in the code of conduct or of diversity policies should attract compulsory reporting  

· Staff suggested that it needs to be better marketed

· Some lacked confidence in the independence of the process

Investigation

· Most staff had confidence that complaints were taken seriously, were treated in confidence and that staff in PSD carried out impartial investigations  

· Dealing with diversity issues needs to be a priority 

· Concerns were raised about the length of time taken to complete investigations 

· Staff identified a need to introduce parity between officers and police staff in relation to discipline 

Separate focus groups were held for police staff and police officers on the basis that there were a number of separate issues police staff may have due to the different discipline procedures which exist for officers and police staff.  Initial analysis of the questions discussed at the focus groups reflects the issues raised in response to the questionnaires and can be summarised as follows:  
Focus Groups - Police Officers:
Integrity

· There was a recognition that acting with integrity impacts upon all areas of a member of staff’s life but this is not sufficiently tested during the recruitment process  

· It was recognised that the change in society is reflected in staff joining the service and there was a general acceptance, therefore, that drug testing should be carried out for recruits joining the organisation.  Views were mixed as to whether this should be restricted to police officers only or to all staff  

· Intelligence led integrity testing was supported
· Standards in the force should be higher and not necessarily reflect society  

· Policies exist in relation to integrity but there is a perception that there is little monitoring as to how they are applied 

· There appeared to be a lack of confidence in the grievance procedure as there is no independent investigation or assessment

· Promotion boards should be carried out by external interviewers based on organisational criteria to increase confidence in the process

· The Performance Development Review (PDR) process should be used more to record behavioural issues yet there are mixed messages from the organisation as to whether this is appropriate 

· Grievance should be handled by PSD and not Personnel Services to ensure a thorough investigation and objective advice as to outcomes
Training and awareness 

· There was a need to raise awareness of all staff as to the standards expected by the force and the public.  Mixed messages from the force and supervision are being given as to what is and is not acceptable

· There was a need to train supervisors in dealing with discipline and in supporting staff who report wrongdoing.  The inspectors attending the focus groups also agreed that they needed training in grievance handling or access to independent advice

· Improvements in the support and guidance given to supervisors from Personnel Services should be made in relation to having the facility to discuss how best to handle some of the welfare issues involved  

· Supervision strongly recommended training in grievance handling or access to independent advice outside their own supervisory structure

· There needs to be a “golden thread” of integrity through all training from recruits to the most senior levels of police officers and police staff 
Sanctions

· Appropriate and consistent sanctions must be applied where staff do not act with integrity to send out the right messages  

Reporting of wrongdoing
· Staff do not find this easy.  A number of officers stated that having to maintain a working relationship with an “accused” person is difficult.  It is particularly difficult to challenge the behaviour of supervisors

· There is a perception of having a stigma attached to those who report wrongdoing

· Feelings of guilt still exist if a person reports wrongdoing and the staff member loses their job or it affects their career

· Supervisors are not always supportive of persons challenging the inappropriate behaviour

· There is a preference that the “hot line” for reporting of wrongdoing be answered by someone independent of the organisation and there was reluctance to report to someone of such a high rank as Chief Superintendent 

· There should be a mechanism to show that action has been taken following such a report

· Inspectors recommended the ability to report anonymously via e-mail or direct to the police authority and greater accessibility of that service

Investigations 

· Investigations take too long 

· There should be a method of fast tracking in straight forward cases 

· Welfare needs must be given greater priority

· Personnel bulletins should reintroduce discipline outcomes

Focus Groups - Police Staff

Integrity
· There was support for a Code of Conduct for Police Staff  

· There is a perception that the force moves the problem rather than deals with it 

· Need to ensure that the force recruit and train the right people at the outset  

· Vetting is out of date and inadequate, it should be carried out for certain specialist posts and at specified periods throughout a persons employment with Northumbria Police  

Training and awareness
· Needs to be greater awareness of the policies and standards expected.  There is a tendency to learn from the mistakes of others rather than proactive setting of standards 

· There should be greater use of the performance management system to deal with discipline issues

· There is a lack of consistency as to how breaches in standards are dealt with  

· Little support exists for supervisors who deal with inappropriate conduct.  They need better training and induction

Reporting of Wrongdoing

· Fears still exist about reporting wrongdoing 

· There appears to be an increase in reporting since the Diversity Training Programme

· There should be a duty on staff to report wrongdoing  

· A guide for supervisors would be useful 

· Greater support from Personnel Services would be beneficial 

· For some staff the confidential help line being answered by Head of PSD was off-putting

· Improved welfare support for the person reporting is needed

Summary of Consultation
Public consultation indicates that a significant majority of residents within the Northumbria force area trust the police and believe that officers are polite, friendly and helpful.  Over 50% felt they were sensitive to the needs of the people and that community relations with the police were good.  The survey also showed a slight improvement in positive attitudes towards the police from the 2000 survey and that the public continue to hold their local police in high regard.  The survey does indicate, however, that there has been a substantial rise in the proportion of the people who think there is more racial prejudice generally in Britain than there was 5 years ago.  Police officers and staff policing local communities should, therefore, be made aware of this perception.

Members of the public who have experience of the complaints system felt that improvements could be made in the amount of information given about the process and the progress of their complaint and the length of time taken to finalise the complaint.  They felt that apologies should more readily be given and the force should be more proactive in trying to ensure such complaints did not happen again.  Complainants were, however, satisfied with the thoroughness, impartiality and fairness of investigations.  

The findings of local consultation is very similar to the findings of national surveys carried out by independent organisations into complaints against public services.

Analysis of the internal staff consultation carried out indicates a very strong feeling that the force should raise awareness of the standards to be expected by all staff both on and off duty and that mixed messages were being sent out by the different ways similar incidents appear to be handled by management.  Staff have also identified that there is room for improvement in the grievance procedure and grievance investigations, requesting greater independence in the process.

Staff also identified that training for managers was urgently needed in how to deal with conduct and grievance matters.  Confidence was expressed in the confidentiality of the complaints and discipline process and the independence and impartiality of PSD investigations but fears still existed about reporting wrongdoing and an additional method of reporting through an independent third party ought to be explored.  Staff echoed the complainants views about the length of time taken to complete investigations.  

More robust vetting procedures, intelligence led integrity and drugs testing were supported together with the drugs testing of all recruits prior to appointment.  

The views of residents of the force area, complainants and staff have been taken into account when preparing the options for development.

SECTION 2 - How does this service compare with others?

Other forces perspective
Other metropolitan forces were surveyed as part of the review, findings are summarised as follows.  Forces have a similar structure in place; a centrally based department providing core services in relation to complaint investigation with some case investigation work performed at area command level.  Such departments are resourced by both police officers and more recently by police staff ie Case Workers and Investigation Officers.  Similar to ourselves, services in relation to staff grievance matters and discipline matters for police staff are provided by Personnel Services. Vetting checks are either performed within a Complaints and Discipline or Personnel Services Departments.  Several forces are examining the potential use of mediation and alternative dispute resolution, with some having recently trained staff.  All forces are heavily committed to implementing the changes required under IPCC.
Statistical Comparisons
The data contained in the Baseline Assessment Report has been updated to provide the most recent comparisons with other forces.  The following data has been produced by HMIC for the period April 2002 to March 2003.  The figures for 2003/2004 are not yet available.

BVPI A2 21 - Number of complaints per 1,000 officers
Force
Number of   Complaints Recorded
Number of Police Officers
Number of Complaints per 1,000 Police Officers

Northumbria


557

4,018

139

West Yorkshire

753

5,037

149

Merseyside


473

4,105

115

South Yorkshire


577

3,194

181

Greater Manchester

1,649

7,392

223

West Midlands


1,885

7,832

241

All forces average - 187 complaints per 1000 police officers 

Family of forces average - 175 complaints per 1,000 officers

BVPI 22 - Percentage of complaints substantiated

Force
Number of Complaints Substantiated
Number of Complaints Finalised
% of Complaints Substantiated

Northumbria

10
497
2.0

West
Yorkshire
14
719
1.9

Merseyside

19
595
3.2

South
Yorkshire
17
579
2.9

Greater Manchester
19
477
4.0

West
Midlands
34
918
3.7

All forces average - 3.3% of complaints are substantiated
Family of forces average - 2.95% of complaints are substantiated
In 2002/2003 Northumbria Police affected 89,002 arrests, over 34,000 searches and approximately 565,000 incidents are recorded annually, yet we receive fewer than 600 complaints.

Issues currently impacting on the force
In September 2003 two project teams were appointed within PSD to implement the reform of the public complaints and misconduct system and to review how information security issues are dealt with taking into account the impact of the Freedom of Information Act 2000, the requirements of the ACPO Community Security Policy, implementation of the Government Protected Marking Scheme and ACPO recommendations in relation to vetting.  
To ensure that the work of the project teams was consistent with the work being carried out by this review and that the consultation informed the project teams’ recommendations,  the same managers were involved in and led both projects.  This has resulted in significant progress having been made in a number of areas linked to this review but which required implementation outside the review to comply with legislation.  

The Information Security Project was completed on 9th January 2004 and the IPCC Project was completed on 1st April 2004.  Both are currently at the implementation stage.  The progress made is outlined in more detail under Section 6 of this report and, where relevant, under the Service Delivery Options in Appendix 1.

Implementing new legislation and ACPO and Home Office Guidance has had a significant impact on all forces.  It is difficult, therefore, to make comparisons between the structures in this force and those which exist in other forces to provide the service as most forces are undergoing a period of significant change.   

The main areas relevant to this review which forces are currently looking at are as follows:

Complaints and misconduct matters for police staff
These now come within the new complaints system managed by the IPCC.  Whilst police staff are not subject to the police code of conduct and have different disciplinary procedures and contracts of employment, the recording and to some extent investigation of police staff complaints and misconduct have changed from 1st April 2004.  Hence the need to identify within forces which department is responsible for which part of the process, PSD and/or Personnel Services.  This will have an impact on resources in both departments but it is difficult to estimate the actual increase in workload that this will create as there is no central system for recording minor misconduct matters and complaints made against police staff.   This also creates an opportunity to streamline systems and reduce bureaucracy.  Work is currently being carried out nationally in relation to the introduction of a police staff code of conduct.

In the light of these changes, decisions will need to be made as to whether it is feasible for all complaints and misconduct matters to be recorded and investigated by PSD staff or whether lower level conduct matters can be investigated locally and if so by whom.  The ultimate aim should be to reduce the time taken to investigate cases and to ensure that people with the right skills and experience carry out the investigations and the subsequent disciplinary processes.  This may not be one and the same. 

Restorative conferencing and mediation
There is an expectation by the IPCC that forces will introduce restorative conferencing for lower level public complaints against police officers and police staff.  Some forces already use these alternative methods of dispute resolution and this force is training staff within Personnel Services and PSD.
IPCC’s guardianship role
Forces are required to supply more management and performance information to the IPCC in relation to police officer and police staff complaints and misconduct, direction and control and quality of service issues.  This has an impact on administrative resources and procedures in both Personnel and PSD.

Information Security
Forces have had to review the structure and staffing levels within their Information Security Units, or equivalent, as additional staff are required to carry out systems audits and risk assessments for all existing IT systems.  Implementation of the Freedom of Information Act requires the force to carry out a full information audit of existing systems and to create new document management systems.  Additional staff will be needed to act as decision makers in relation to disclosure when the public have the right of access to information from January 2005.

Vetting
Earlier this year ACPO produced a National Vetting Policy which recommends that forces appoint a vetting officer within their Information Security Units.  Vetting is currently owned by Personnel Services Department in this force.  Other forces have already commenced transferring responsibility for vetting policy and procedures to Professional Standards Departments.

Public Service and Performance Review (PS&PR)
Within Northumbria Police the structure of Area Commands is changing and the role of Business Managers and Personnel Officers is still being addressed under the PS&PR.  Phase II of the PS&PR will bring changes to the structures of Headquarters Departments.  

All of these issues are having an impact on this Best Value Review.  As outlined above many are currently being addressed by PSD in consultation with managers from Personnel Services, Information Systems and Technology (lS&T) and Special Branch.  There is also some degree of overlap with the Human Resources BVR.  It is essential, therefore, that a co-ordinated approach is adopted between the changes which are already taking place and that those changes are considered by this review.  

One of the main advantages of the fact that this review is being carried out at a time of such major changes for the force is that the consultation process with the public, staff, other agencies and forces can have a direct influence upon improving service delivery and inform how those changes should be implemented to ensure the best possible service is provided for the public and staff from the outset.

One of the main challenges, however, is that it makes comparisons with other forces or organisations very difficult as it is difficult to compare one changing environment with several other changing environments.

SECTION 3
 - Is the service competitive?

Police Forces are required by legislation and the Home Office to provide this service.  Northumbria Police is accountable to HMIC, the Police Authority, ACPO and the IPCC, to provide an efficient and effective complaints process through which issues of quality of service, direction and control of the force, public complaints and internal misconduct matters can be addressed.  

Prior to the reform of the complaints system consultation was carried out nationally to identify the best methods of investigating public complaints and misconduct matters against the police to ensure increased public confidence in the system.  The public’s perception at that time was that investigations into complaints were not independent as it largely consisted of the police investigating the police and that the PCA was not truly independent of the police.  The system which exists for the police service in Northern Ireland is one of totally independent investigations carried out by staff employed by the Police Ombudsmen for Northern Ireland.  This system was closely examined during the consultation process.  

Following the responses received to the Home Office Consultation Document “Complaints Against Police: Framework for a New System” published in December 2000 legislation was introduced under the Police Reform Act to replace the PCA with the IPCC who were given wider powers to carry out independent investigations and an increased guardianship role.  Legislation and Home Office guidance restricts forces, therefore, from contracting out the investigation of complaints and misconduct outside the force.  

Within the legislative framework, however, consultation and research carried out for this review into how other organisations deal with complaints has enabled the review team to look at best practice elsewhere and this has been incorporated into the options for development, particularly in relation to timeliness of investigations, information given to complainants, accessibility of the process, training for staff and learning lessons from positive and negative feedback from the public.  

There are some aspects of the services provided by the force in relation to the broader concept of policing with integrity which could  be provided from outside the organisation.  For example staff from Personnel Services and PSD have recently been trained in restorative conferencing and mediation.  Introducing a mediation service involving external specialists in this field is an option which the force could consider and the handling of confidential reporting of wrongdoing could be transferred to a private company such as “Safecall” who currently provide the service for Northern Ireland to replace reporting by confidential telephone line to the Head of PSD.

Recruiting, training and vetting could also be contracted out but there has been a recently published National Vetting Policy by ACPO which needs to be taken into consideration and it may be preferable to retain vetting of applicants and existing staff due to the sensitive nature of intelligence, disclosure and human rights issues.  These issues are considered in greater detail under the options for development within this report but are also closely linked with the Human Resources BVR.  It is essential, therefore, that there is close liaison between both review teams in relation to these common issues.

SECTION 4 - Are we delivering what citizens want?

Northumbria police continue to show a reduction in the number of complaints and misconduct investigations over the last three years.  Public complaints cases decreased from 378 cases in 2001/02 to 345 cases in 2002/03.  A reduction of 9%.  There was only a slight increase in the following year of 10 cases.  The number of complaints remains static at around 550 complaints per year.

The number of complaints recorded per 1000 officers is 139 which is lower than that recorded in the previous year and this was the second lowest rate in the most similar forces group.  The all forces average was 187.  The number of substantiated complaints rose from 2% in 2002/03 to 3.18% in 2003/04. 
Complaints
April’01 - March’02
April ’02 - March ‘03
April ‘03-March‘04

Complaints Recorded
556
557
552

Cases Recorded
378
345
355

Complaints Finalised
560
497
660

Cases Finalised
385
309
379

Complaints Finalised by Area Command
141
124
75

Complaints Withdrawn
113
85
105

Complaints Informally Resolved
150
134
172

Complaints Immediately Informally Resolved
54
50
66

Complaints Waived
115
131
129

Informal Resolution is a recognised effective means of achieving public satisfaction by allowing early resolution of a complaint.  Informal Resolution was used in 38% of complaints cases in 2002/03 as compared with 37% in the previous year.   35% of cases were informally resolved in 2003/2004.  At the time of writing this report statistics were not available for our family of forces but it is likely that the national average will be higher.

From the public consultation carried out to date both locally and nationally the following  issues have emerged:

What does the public want
How are we performing

A well publicised system which is easy to use, fully explains the options, what the complainant can expect of the service and what is the appeal process.
The new public complaints system and appeals process is being publicised on Northumbria Police web site.  A quality of service e-mail facility is in the latter stages of development.  IPCC and PSD leaflets are being drafted to contain more meaningful  information.  Letters to complainants are being changed to include more information.

Complainants should be informed of how the complaint is being handled, why and by whom
Currently complainants are made aware of the identity of the Investigating Officer who maintains contact with them throughout the process.  An explanation is given regarding full investigations and informal resolutions.

Staff ought to be helpful and receptive
Initial consultation suggests the majority of staff are helpful but the surveys have not made any distinction between the service delivered at Area Command level and by PSD staff.  PSD are changing the content of the surveys to make analysis more meaningful.  

Future Service Improvements

Further consultation is being carried out with diverse community groups.

Information should be given as to progress
This is currently being done but the system is being more formalised as a requirement of the IPCC.

Future Service Improvements

This will be considered as part of the development of PSD communication and consultation strategy

What does the public want
How are we Performing

The system must be fair and objective based on clear procedures and defined responsibilities
Confidence exists in the fairness and objectivity of PSD investigations.  Processes and responsibilities are clearly defined in legislation and in guidance issued by the Home Office, the  PCA and the IPCC.

The complaints system should be consistent, quick, thorough and rigorous
There is some evidence from both police officers and complainants that there is a lack of consistency in relation to learning lessons from complaints and in sanctions.  There is no evidence to suggest a lack of thoroughness and rigour but the consistent complaint from public and staff alike is the time it takes to complete investigations.  The more complex the complaint or conduct matter the greater time it takes to resolve.  

A key objective of the IPCC is to seek to reduce the time taken to conclude investigations including those reviewed by the CPS.    

Changes within the structure of PSD, increased resources and streamlining of processes will reduce the time taken to complete cases and performance measures are being introduced from 1.04.04 to monitor progress.

Future Service Improvements

The issues of consistency, time taken and evaluation of performance will be considered as part of the development options.

What does the public want
How are we performing

The process should be non adversarial and should provide for consideration of early mediation
Restorative conferencing as an alternative is being encouraged by the IPCC.  Staff within PSD are being trained.  Mediation has been piloted in some forces.  A report will be presented at Professional Standards and Information Security Management Group to discuss how to take this forward in Northumbria for complaints, internal enquiries and civil claims.

Future Service Improvements
This will be considered as part of the feasibility of introducing restorative conferencing and/or mediation.

It needs to be decisive and be capable of putting things right where necessary
Staff are concerned about lack of consistency in outcomes in more serious cases.  Restorative conferencing and a more formal method of learning lessons from complaints should improve the service in this area.

Future Service Improvements

This will be considered as part of the feasibility of introducing restorative conferencing and/or mediation.

Complainants should be told that they have nothing to fear from the process
This message is given verbally by Investigating Officers who will arrange support for the public and officers reporting wrongdoing who appear reluctant to pursue their complaint. 

Future Service Improvements

This will be considered as part of the development of PSD communication and consultation strategy.



What does the public want
How are we performing

Investigations should be impartial, objective and professional
The role of PSD is to ensure impartial, objective and professional investigations and there is no evidence to suggest that this is not being achieved.  

Sensitive to the special needs of the complainant
We do not have any specific policies which state how we address special needs of vulnerable complainants, for example.  
Future Service Improvements

This is currently being looked at as part of the PSD consultation plan.

The complaints process must be fully supported by chief officers
The complaints and misconduct procedures are fully supported by Chief Officers and this is emphasised in force policies and the strategic aims and objectives of the force.  The Deputy Chief Constable has specific responsibilities in relation to the complaints and misconduct process.

Complaints must be regularly analysed to spot patterns of complaints and lessons for service improvements
Currently this is only carried out in respect of complaints recordable under S69 of Police Act 1996 and focusses on the statistical information we are obliged to give the Home Office and the PCA.  Little or no data was being collated and analysed in relation to internal enquiries, miscellaneous matters or quality of service issues to identify trends and suggest improvements.  Little is done with results of surveys there are no setting of targets for improvement, no bench marking with other forces, or other services.  This is being addressed and a performance management system is in the advanced stages of development which will enable PSD to record and analyse “complaints” about the service in its broadest sense.  

Future Service Improvements
This will be considered under a review of performance management information.

What does the public want
How are we performing

Records should be kept at all stages of the process
Recent changes in PSD internal processes has ensured that recording information is more streamlined.  Cases can be easily tracked through the system and records are more easily retrievable.

It should be confidential
PSD adopts a policy of “need to know”.  But disclosure decisions supporting confidentiality are being challenged in the light of Civil Procedure rules, Freedom of Information, and Human Rights.  There is a recommendation by the IPCC that the Investigating Officers report should be disclosed to the complainant subject to a harm test. ACPO support this if requested by the complainant or it is the most appropriate method of communication

It should provide for a system whereby wider lessons can be learnt and action taken
Whilst there is a section within the IO’s report regarding ancillary matters where good practice or areas for improvement are identified there was no formal method of following that through and evaluating recommendations made.  Nothing existed centrally regarding collation and analysis of quality of service issues.  Work has been ongoing within PSD to address these gaps in service and from 1st April a new system of tracking action has been introduced.  In appropriate cases lessons learnt from investigations will be fed into the national system at Centrex.

One of the performance indicators for complaints investigations is that investigations should be completed within 120 days.  The average time for completion of a complaint for 2001/2 was 143 days.  In 2002/03 this significantly increased to 339 days.  During 2003/04 the average number of days dropped to 182.  Statistics for the family of forces were not available at writing the report but the indications are that performance will be below the average.  Comment will be made in relation to Northumbria Police performance at the end of this section.  

Internal misconduct investigations and Miscellaneous Matters 
The following table shows the number of internal misconduct investigations carried out by PSD during the last three years.

Internal Investigations
2001 - 2002
2002/2003
2003 - 2004

Total 
77
57
68

Number investigated by PSD
52
38
52

Number investigated locally
25
19
16

The time taken to complete internal investigations in 2001/2002 was an average of 133 days.  There was an increase to 192 days the following year but this was reduced to an average of 178 days in 2003/2004.  

Up to and including 31st March 2004 complaints from members of the public which fell outside the definition of a recordable complaint were recorded as Miscellaneous Matters and were either investigated within PSD or sent to the Area Command or Department concerned depending on the nature of the complaint.  The type of complaint so recorded were quality of service issues or complaints about local application of policy or procedure and direction and control.  It can be seen from the table below that there has been a steady reduction over the last three years. 

Miscellaneous Matters
2001 - 2002
2002/2003
2003 - 2004

Total
288
240
228

Number investigated by PSD
60
33
36

Number investigated locally
228
207
192

Summary of statistical data
As indicated in this section the number of complaints, internal investigations and miscellaneous matters received by the force has fallen steadily over the last three years.  There was a decrease in the total number of Internal Enquiries in 2002/2003 from the previous year but the numbers have since increased from 57 to 68 in 2003/2004.  In spite of these overall decreases the time taken to complete investigations into public complaints has more than doubled from 143 days in 2001/2002 to 339 days during the following year.  Similarly the average length of time taken to complete internal enquiries reduced in 2002/2003 from the previous year but rose again in 2003/2004.  

There are a number of reasons for this.  From October 2002 to September 2003 PSD was significantly under staffed having lost 9 investigating officers, who had been working on reactive investigations, on transfer or to the proactive Integrity Unit.  Succession planning and recruiting staff to the Department was proving difficult, therefore, these investigators were not replaced by permanent full time staff.  

As a temporary measure sergeants were attached to the Department for periods of one to three months.  They had no previous experience of investigating complaints and whilst they carried a caseload there were significant training implications.  One of the advantages of using attachments as a temporary measure was that it enhanced the skills of those officers  in relation to preventing complaints and increased their investigative skills which they could take back to their Area Commands.     

At about the same time it had been anticipated that Area Commands would receive between 30 - 40% of the more minor investigations to carry out locally, leaving the more difficult or sensitive investigations to be carried out by PSD staff.  This proposal was subsequently rejected. 

Experience has shown that the number of Internal Enquiries requiring full investigations are increasing in complexity and are becoming much more time consuming due to the numbers of witnesses requiring to be interviewed by experienced PSD staff.  This necessitated staff being seconded to the Department, sometimes for up to 2 years, to specifically deal with long running cases to ease the burden on existing permanent staff.  A combination of these factors led to a significant back log in investigations which carried over into 2003/2004.  

In October 2003 approval was given to recruit sergeants and police staff case workers to replace the investigators who had left the Department.  Recruiting staff with the skills required for the police officer posts is still proving difficult but from June 2004 the Department will be working with its full current establishment of permanent staff.  The backlog of cases was cleared in January 2004.  The time taken to complete investigations should improve significantly over the next 12 months.

Establishment Review are carrying out a further review of staffing levels within the Department as it is anticipated that Employment Tribunal investigations and all Internal Enquiries involving police officers and police staff will be carried out internally.  The increase in workload as a result of police staff being brought into the new complaints and misconduct system is still unknown.  All forces anticipate increases in complaints generally due to broadening the definition of a complaint, who can make a complaint and the appeal route to the IPCC regarding the decision not to record a complaint.  There may also be an increase in demand for resources due to a greater number of enquiries being conducted by external forces under the supervision of the IPCC.

It is crucial, therefore, to ensure that there are adequate and appropriate staffing levels for all of the services and functions provided now and in the future.

SECTION 5 - What are the issues?

One of the fundamental issues to be considered in common with all best value reviews is whether any or all of the services provided should cease or be provided from outside the organisation.  The scope of this review, however, covers policing with integrity and the effective handling of complaints from the public and internal misconduct matters.  Legislation dictates that the police service must perform this function.  The review has, therefore, concentrated on improving services whilst examining whether some aspects of the process may be outsourced eg mediation.  

Staff and complainants did have confidence in the thoroughness of investigations and that they were treated seriously and in confidence.

The following areas for improvement have emerged during this review:
The Complaints Process

· Information and accessibility There is a need to make the complaints process more accessible to the public.  To give citizens more information about how to make a complaint and what will happen when they do.  They should be regularly informed about the progress of their complaint and be given a detailed explanation of the outcome and reasons for that outcome.  An apology should also be offered at an early stage in appropriate cases and the force should be more receptive to lower level complaints or quality of service issues

· Mediation or restorative conferencing would be a swift method of dealing effectively with complaints, grievances and some internal enquiries

· Timeliness  There is a strong view from staff and the public that there is a need to speed up the process without compromising thoroughness

· Bureaucracy  in complaints handling ought to be kept to a minimum to ensure greater efficiency

People


· There is a need to introduce greater parity in relation to the outcomes of police staff discipline processes and those involving police officers.  There is a perception of unfairness and lack of proportionality in some police staff cases.  There were mixed views, however, about whether a Code of Conduct for Police Staff would be helpful

· There was a reluctance among most staff surveyed to use the confidential help line as the call was directed to a Chief Superintendent.  There would be greater use and confidence in the system if calls were directed to an independent agency or reports could be made anonymously
· The grievance process should be reviewed and a greater element of independence should be introduced

Training and Continuous Improvement


· Officer Attitudes Improved training in customer service and attitudes towards the public may reduce the public perceptions that police officers ignore minor crimes and anti social behaviour.  Examples were given when officers acted as if they were above the law and there were several complaints of arrogance, disrespect,  and patronising behaviour which affected confidence in the service  

· Conduct and Standards  Staff and public alike felt that all staff should have the highest standards both on and off duty so as not to “disgrace the uniform” but police officers and police staff stated that they do not know what standards are expected as mixed messages are being given by the force, supervisors and through outcomes of grievance, complaints and conduct matters.  There should be a “golden thread” of standards and integrity running throughout training from probationer and induction through to management training as they progress throughout their career

· PSD Training  Training opportunities for investigators were not being exploited 

· Supervisor Training  There was a need to train supervisors in dealing with discipline issues and grievance handling and for them to inform all staff of what standards are expected by them.   This would give supervisors the confidence to challenge behaviour and be more supportive of their staff who do

· PDR  There should be greater use of the performance management system to deal with discipline and training issues

· Best Practice  A formalised method of learning from complaints and conduct matters needs to be introduced 

Leadership and Performance



· Intelligence led integrity testing was supported, including tests for drugs to minimise risks to the reputation of the organisation and risks to the health and safety of staff

· The vetting process needs to be more robust to ensure that only the right people join the organisation.  Vetting ought to be reviewed regularly throughout a person’s career  The level of vetting should increase with the sensitivity of the role


· The process for dismissing officers who are continually under performing should be reviewed
SECTION 6 - What do we need to look at?

This review has thrown up many issues which may provide opportunities to improve the efficiency and effectiveness of the services already provided.  During the review of PSD in 2001 and upon completion of the Baseline Assessment Report a number of gaps in the service or areas for improvement were identified and were considered as options for change.  Some of these issues required addressing as a matter of priority, not only as part of PSD’s internal programme of consultation and continuous improvement, but had to be progressed outside the review to comply with legislation and ACPO Policy.  Some improvement actions have also been completed as an outcome of the Information Security and IPCC Project Plans as outlined in Section 2 of this report.  

Consequently a number of issues identified in the Review Initiation Document as being part of the scope of this review have been specifically addressed by PSD or other departments and it is recommended that they are no longer options for development but that they are subject to review as part of the PSD Departmental Plan and drive for continuous improvement or by the department responsible.  These issues are outlined below together with details of the progress made.

Integrity of Informant Handling

This has been addressed by the creation of the Integrity Unit and forms part of the force’s corruption prevention strategy which has been developed since the commencement of this review.  The Unit was initially set up using existing resources within PSD on 4th November 2002, two months after the commencement of this Best Value Review.  Staffing levels were increased to cope with increased demand for its services in the first 12 months of operation and part of its terms of reference is to reduce the opportunity for corruption within the area of informant management.  The Unit’s workload includes carrying out intelligence led proactive investigations into such allegations.  The force also introduced a Force Standards and Corruption Prevention Policy to comply with the HMIC Police Integrity Report 1999 and ACPO Corruption Prevention Strategy 2000 in November 2003.  Procurement of IT systems for proactive investigations has also been progressed.

PSD have this area under regular review as part of a programme of continuous improvement for the department.
Security of Information

A separate project team was set up  in 2003 to comply with changes being introduced under the Freedom of Information Act 2000, the Government Protective Marking Scheme and ACPO Community Security Policy.  Establishment Review are currently looking at the feasibility of recruiting additional staff to form a Disclosure Unit within the Information Security Unit within PSD.  The table below shows the progress made to date.  PSD have this area under regular review as part of a programme of continuous improvement.

Information Security Project

Freedom of Information Act -

· Force Publication Scheme went live in June 2003

· Work ongoing in relation to document management system to prepare for public rights of access January 2005

· Work with Establishment Review re staffing requirements for Disclosure/Data Protection Unit is ongoing

Government Protected Marking Scheme -

· Agreement to migrate responsibility from Crime Management to PSD

· Policy, procedure and guidance being drafted, to be presented through force committees

ACPO Community Security Policy -

· Formulation of Force Information Security Strategy completed

· Appointment and training of Information Security Officer completed

· Introduction of plan to risk assess data systems is ongoing

· Migration of Information Security from IS&T to PSD completed

· Work with Establishment Review re staffing requirements of Information Security Unit is ongoing to enable the force to comply with Freedom of Information Act 2002 by January 2005 and the ACPO Community Security Policy by December 2005

Integrity of crime recording, professionalising investigations and evidence gathering 

The review team recognised that considerable work had already been done by CJD  outside this review to comply with National Crime Recording Standards and the recommendations contained within Narrowing the Justice Gap.  There is also an ongoing review of Crime Management.  It is suggested, therefore, that these issues are being progressed outside the this review by CJD and Crime Management.

Gifts and Hospitality 

Prior to the commencement of this Review Chief Officers within the force felt that there was a need to review policy, procedures and guidance in relation to the offer of gifts and hospitality to officers and staff.  Work had already begun to address this issue and in May 2003 the new policy and guidance were implemented.  

PSD own the policy, procedure, guidance  and management of the system and keeps this area under regular review.

Changes to the Complaints and Misconduct Process

To comply with the changes being introduced by the Police Reform Act 2002 to the complaints and misconduct system a project team was established in September 2003 from existing resources within PSD.  To ensure that the systems put in place to comply with legislation were introduced in line with  best value principles and took account of the issues emerging from this review, the Review Manager led the IPCC project.  Responsibility for this area of work rests with PSD.  The following table summarises the progress to date.   

IPCC Project

Reform of the Complaints and Misconduct System -

· Establishment Review working with PSD in relation to staffing requirements to comply with requirements of Police Reform Act and IPCC

· Upgrading of complaints and misconduct IT systems completed

· Complete review of internal processes to manage complaints, misconduct enquiries, Direction and Control and Quality of Service issues is ongoing

· Programme of communicating and marketing the changes to staff completed

· Programme of training for PSD staff and Training Seminars for Admin. Service Managers, Staff Associations, Inspectors and Chief Inspectors across the force completed

· Complete review of all policy, procedure and guidance to ensure corporate approach and all up to date is ongoing

· Consultation with Personnel re changes to police staff complaints and discipline processes being introduced is ongoing

· Review of all statistical and performance management data and targets to comply with IPCC guardianship role and internal force requirements to improve service quality is currently being developed

Vetting

This Best Value Review team set up a small consultation group to look specifically at the force’s current vetting policies and procedures.  The group sought to compare how this force managed vetting with other forces, taking into account the issues raised in the HMIC’s 1999 report on integrity in the police service and the issues raised during the staff consultation process.
In January 2004 ACPO produced a National Vetting Policy which, if implemented, addresses many of the issues raised during this review, including the need for more frequent and a higher level vetting for certain specialist or high risk posts.  The National Vetting Policy also recommends that responsibility for policies, procedures, guidance and the management of the process be transferred from Personnel Services Department to the Information Security Unit of PSD and that a vetting officer is appointed.  As a result consultation is taking place between senior managers of both departments.  Responsibility for managing the vetting process currently lies jointly with Personnel Services and Crime Management.

PSD and Personnel Joint Working Group 

The review team have identified a number of issues which cut across PSD and Personnel Services.  To ensure that a corporate and co-ordinated approach is established towards taking these issues forward a joint working group was established in June 2004, chaired by the Review Manager.  The group have met twice and the following issues have emerged:

· New methods of recording and investigation of police staff misconduct are required

· Implementation of recommendations of the APA: People Matters document

· Work being carried out nationally on the code of conduct for police staff

· Personnel Department policy review is needed following impact of Police Reform Act 2002

· Compatible IT systems needed for PSD and Personnel Services to share data.  Interim solution to be identified

· Corporate performance management data to be collated and disseminated for all staff in so far as it relates to complaints and misconduct, grievance and employment tribunals

· Examination of the force grievance procedures in the light of the Home Office Fairness at Work Procedures

· Vetting

· Areas of overlap between the Human Resources Best Value Review and the Best Value Review of Integrity 

Outlined above are issues which have been raised nationally and, primarily because the force has needed to respond to changes in legislation and Home Office and ACPO guidance, they have been progressed outside this review.  They have, however, been addressed with best value principles in mind and have led to improvements in service delivery within the areas under review.  

This review has, however, identified a number of functions and services still to be addressed which cut across several departments within the force.  These are outlined below under the headings of Process,  People, Training and Continuous Improvement, Leadership and Performance and have been included in the options for development.    

Significant issues have arisen relating to the differences between complaints and discipline handling for police officers and for police staff and special constables.  

PROCESS

· The accessibility of the complaints system, adequacy of information given to the public and time taken to investigate both public complaints and internal misconduct matters is being addressed by the project team within the PSD who are putting in place systems which not only comply with the new legislation and guidance but will also improve the service to the public in relation to recordable complaints, direction and control and quality of service issues.  These improvements were implemented from 1st April 2004
· The recent changes in budget, staffing levels, processes and systems to introduce performance indicators and targets will reduce bureaucracy within the Department and the time taken to complete enquiries
· The feasibility of introducing mediation and/or Restorative Conferencing into the complaints, civil claims grievance and discipline process is an area which is currently being explored by PSD, Legal Department and Personnel Services as there is an expectation by IPCC that this will be introduced for low level complaints.  Staff from PSD and Personnel Services have already completed Restorative Conferencing and Mediation Training.  PSD have commenced a pilot scheme to introduce restorative conferencing to the Local Resolution Process carried out by PSD staff and trained facilitators will identify low level internal enquiries where this approach may be suitable to resolve minor police conduct matters quickly.   Staff from PSD and Personnel Services are working together with a view to ensuring a corporate approach to this method of resolving grievances and conduct matters involving police staff.  Depending on the success of the pilot the force will look towards extending Restorative Conferencing to Local Resolutions in Area Commands

· Research into the Unsatisfactory Performance Procedures (UPP) should also be considered as there are concerns among managers and staff that those who regularly under perform are allowed to remain in the service

PEOPLE

· A review of existing  internal policies and procedures in relation to the handling of  complaints and discipline for police, police staff and special constables should be undertaken to minimise the differences in relation to outcomes and the perception of unfairness in the system  

· An assessment of the recruitment and vetting requirements of the organisation needs to be undertaken, taking into account the recently published ACPO National Vetting Policy.  Staff from PSD and Personnel Services have met with a view to agreeing how national policy should be implemented within this force, taking into account the result of the consultation and comparisons carried out by this review. 

· A review of grievance handling and employment tribunal investigations should be considered to ensure supervisors and investigators have the skills to deal with these issues and to increase confidence in the process and to establish whether an independent element should be introduced into grievance handling

· The use of the “confidential hot-line” for reporting of wrongdoing should be evaluated and consideration given to the use of “Safecall” or similar agencies

TRAINING AND CONTINUOUS IMPROVEMENT

· A training needs assessment and a review of training delivery in relation to integrity, standards, complaints, grievance and misconduct handling needs to be carried out  
· A formal method of learning lessons from complaints and conduct matters and disseminating best practice needs to be introduced 
LEADERSHIP AND PERFORMANCE 
· The need for a more holistic strategy in relation to professional standards and integrity particularly in relation to all staff including police staff and special constables

· Examine the consultation programme and methodology which informs the service how it can improve efficiency and service delivery to the public, managers and staff within the organization
· The structure of  PSD in view of the impact of recent changes in legislation and guidance issued from the Home Office and ACPO has changed since the commencement of this review and further recommended changes are being examined by Establishment Review

· Independent monitoring of informant handling has not been raised as an issue for the force

· The collation of performance and management information is in the advanced stages of development and was introduced on 1st April 2004.  Systems of analysis and dissemination are now being explored

· Methods of costing complaints investigations, internal enquiries, civil claims, grievances and employment tribunal cases ought to be explored

APPENDIX 1 - RECOMMENDATIONS
The authority is asked to agree the further investigation of those options listed below as further detailed in Appendix 1 to this report:

Option 1
Investigate the management and implementation of misconduct processes for all staff within Northumbria Police.

Option 2
Examine how the force conducts internal staff grievanes and employment tribunal investigations.

Option 3

To explore restorative conferencing and/or 
mediation as potential methods for the reduction of public complaints, internal grievances and minor misconduct matters.

Option 4
Examine the policy, procedure and processes for vetting for all staff serving with the police.

Option 5
Examine the range of methods available to report wrongdoing. 
Option 6

Review of the effectiveness of Unsatisfactory Performance Procedures (UPP) carried out within the force.

Option 7
To develop a cohesive communication and consultation strategy in relation to all forcewide integrity issues.
Option 8
Examine methods to raise awareness and knowledge of integrity issues across the force.
Option 9
Review how performance management information in relation to standards and integrity issues is collated, monitored, disseminated and used to ensure delivery of continuous quality improvement.

1.
Investigate the management and implementation of misconduct processes for all staff within Northumbria Police.

The Option

From 1st April 2004 the IPCC replaced the PCA and the complaints and discipline system for all staff serving with the police changed.  Different methods of recording complaints about quality of service and direction and control need to be introduced.  

A system of Local Resolution of lower level public complaints against police officers and police staff has been introduced and there is an expectation by the IPCC for forces to use restorative conferencing or mediation to resolve such complaints.  More serious misconduct matters involving police staff may need to be referred to the IPCC and as more police staff are deployed in detention suites, in investigative teams or as police community support officers there is an increased likelihood of public complaints involving either police officers or police staff or both.  

This creates an ideal opportunity to examine whether our methods of recording and investigating of police staff misconduct is still relevant in the light of these changes and to look at the sanctions imposed for similar misconduct offences.  The majority of staff consulted during this review have also raised this as an issue.

Issues to be addressed

· There was some support for a police staff “Code of Conduct” which would more clearly set out standards of behaviour expected.  There is work ongoing nationally into this and, therefore, ought to be taken into account in exploring this option

· Staff consultation suggests lack of consistency as to how similar breaches in standards are dealt with.  For example a member of police staff can be suspended and dismissed very quickly for similar misconduct to a police officer who may receive advice or a Superintendent’s Warning due to differences in discipline and employment procedures for police staff

· The length of time taken to investigate misconduct matters against police officers and to reach the stage of misconduct hearing can take months if not years.  Recent experience has shown that a member of police staff involved in the same case was dismissed from the service over a year earlier

· There are issues of proportionality to consider and whether or not greater use can be made of mediation and restorative conferencing.  Care needs to be taken that the force is not introducing two separate systems for dealing with similar allegations of inappropriate behaviour depending upon whether the complaint is made by a member of the public or a colleague and whether the perpetrator is an officer or a member of police staff 

· With the reform of the complaints and discipline process should one department have ownership of the recording and investigation of all public complaints and internal misconduct matters against officers and police staff.  If so should this be up to the point of recommendations with regard to outcome or for the entire process

· Under the PS&PR will there be a role for Personnel Officers in Area Commands and Departments and if so how does this fit with the new complaints and discipline process as to who records and investigates 

· Confusion already exists in relation to how the IPCC expects Direction and Control and Quality of Service issues need to be recorded, managed and analysed and this has major  implications for all managers.  A significant amount of work is still to be done in marketing these changes to the force

· We also need to ensure there is no duplication between this and the Human Resources  Best Value Review
Advantages

· Increased confidence in the fairness of the system for all staff regardless of their role and where they are deployed

· Increased consistency in standards expected of all staff and methods of investigation and sanctions

· It will give the force an opportunity to reinforce the high standards of behaviour the public have a right to expect

· Experienced and trained investigators dealing with all investigations which will be particularly important when complaints or misconduct allegations are made against all staff

· All issues will be centrally monitored and analysed to identify means of learning lessons and continued improvement 

· It will address concerns in relation to the length of time taken to conduct investigations
Disadvantages

· There are major training implications for staff if one department is dealing with complaints and misconduct issues for all staff serving for the police due to the differences in discipline legislation and employment contracts which will continue to exist notwithstanding the recent reforms introduced under the Police Reform Act
· There are staffing implications for the increased workload and training implications in relation to analysis of data being centrally recorded

Financial Implications

The adoption of this option may lead to increased costs in staffing, accommodation, training and IT.

Recommendation

It is recommended that this option be investigated further.
2.  
Examine how the force conducts internal staff grievanes and employment tribunal investigations.


The Option

A review should be conducted of grievance handling and employment tribunal investigations to ensure that supervisors and investigators have the skills to deal with the issues and to establish whether confidence in the systems would be increased by the introduction of an independent element into grievance investigations.  Linking this to Option 1, it would also examine whether the existing differences between process for police officers and police staff are still relevant. 
Issues to be addressed

· Who currently carries out grievance and ET investigations and how might changes introduced through PS&PR impact upon how the cases are handled 

· What is the role of Personnel Officers  

· What training currently exists for staff carrying out these investigations

· Consultation shows considerable support for increased training for supervisors in relation to how to handle grievances

· What are the costs in terms of staff time and finance 

· What analysis is done to ensure lessons are learned from grievances and ET’s and how is this promulgated to the force

· Many grievances appear to be about inappropriate conduct between staff and staff and supervisors.  Therefore, who assesses which process is appropriate and when does a grievance become a misconduct issue

· Is it still appropriate for grievance, employment tribunals, civil claims and misconduct to be handled by three different departments, Personnel Services, PSD and Legal Services

Advantages

· Clarity would be achieved in relation to the differences between a grievance and a misconduct matter

· Using the appropriate and most proportionate method of dealing with disputes among staff or allegations of inappropriate conduct should reduce the number of grievances escalating to employment tribunal applications and civil claims

· This would also link in with the use of restorative conferencing or mediation as a means of quickly resolving issues brought by staff against staff

· Experience shows that staff who bring allegations of sexually inappropriate or  racial comments to the attention of managers wish the issues to be dealt with positively but proportionately and do not wish them to attract the full, often lengthy misconduct enquiry.  We are in danger of discouraging such reports because of the potential misconduct sanctions which could be imposed

· It supports the move from a blame culture to a learning organisation

· Increased training for managers should ensure that grievances properly handled at a local level should not escalate into costly tribunals or misconduct hearings

· Introducing a method of costing complaints, discipline, grievance, ET investigations carried out either by an independent agency or internally could prove beneficial when comparing that against the cost of cases which involve mediation
Disadvantages

· Adopting this option may result in an increase in cost initially in relation to training managers in grievance handling and in training mediators from staff within the organisation or in buying in the service from an independent agency in appropriate cases
Financial Implications

The adoption of this option may lead to increased training costs, however the long term effect of early resolution may lead to efficiency savings.
Recommendation

It is recommended that this option be investigated further.

3.
To explore restorative conferencing and/or mediation as potential methods for the reduction of public complaints, internal grievances and minor misconduct matters.  
The Option

National public surveys into how complaints are handled show that the public would prefer a less adversarial system of resolving complaints and the consultation carried out for this review among staff and complainants reflect the national picture that complaints and internal misconduct matters take too long to resolve.

Mediation or restorative conferencing has been used by Thames Valley Police for a number of years and there is an expectation by the IPCC that this method of resolving complaints should be attempted in appropriate cases.  Experience has shown that this alternative method of dispute resolution is quicker than carrying out full investigations, give both parties an opportunity to air their views and creates a situation where both sides can learn from the experience.  
Issues to be addressed

· Staff from PSD have attended training in Restorative Conferencing and the department is introducing this as a pilot for public complaints which can be subject to the Local Resolution Procedure and a number of low level internal enquiries involving disputes or grievances among staff.  Personnel Officers have attended mediation courses for grievance handling.  One of the issues to look at is whether or not the force is introducing two different types of methods of resolving disputes and which could be confusing for staff and managers

· Further research needs to be done with other forces or public services to ascertain whether or not any evaluation has been carried out in terms of the cost of the process set against the cost of a full investigation and public/staff satisfaction 

· Should internal staff be used as facilitators or should the force use an outside agency

· We need to consider how the force can offer reassurance that the process is independent and fair

· Surveys suggest that complainants support the introduction of mediation into resolving public complaints but we need to assess whether staff see this as an appropriate alternative

· Some staff may consider that this was a “soft option” to escape the formal disciplinary process    
Advantages

· Mediation and restorative conferencing are non adversarial methods of resolving disputes and complaints which may encourage people to raise complaints and grievances which they may not have previously done and have them resolved at an early stage which could prevent an escalation of the behaviour complained of and therefore improve standards

· Early research shows that issues can be resolved very quickly and proportionately.  Consultation carried out for this review shows that this is what the public and staff want

· To pursue this option would fall in with the expectations of the IPCC

· Local resolution and restorative conferencing allows parties to see the effect their behaviour has on others and leads to greater understanding of the issues.  Any admissions can be done within a framework of learning from mistakes and moving aware from the blame culture often perceived to exist in public service organisations

· Early resolution could result in fewer formal grievances and employment tribunal applications and result in less costly litigation in financial terms and in terms of disaffection among staff and low morale 

· Mediation at an early stage is often viewed positively by the civil courts should the case result in litigation where attempts at mediation break down  

Disadvantages

None  
Financial Implications

The adoption of this option may lead to increased costs in staff and training. If this option were to be pursued it may lead to long term efficiency savings.
Recommendation

It is recommended that this option be investigated further.
4.
Examine the policy, procedure and processes for vetting for all staff serving with the police.

The Option

In January 2004 the ACPO National Vetting Policy was published and circulated to all forces.  Consultation carried out for this review has identified the need for this force to have a more robust vetting policy for staff joining the organisation as well as for higher risk posts.  Many of the issues raised by staff are addressed within the recommendations of the National Policy. 

Issues to be addressed

· Consultation suggests that the behaviour which is acceptable for staff joining the organisation should be of a higher standard than that reflected within society, for example where recreational use of drugs, higher levels of debt, binge drinking is seen to be more acceptable among young people
· Whilst the consultation with forces, staff and examination of the ACPO National Vetting Policy tends to suggest that this Force’s vetting procedures are out of date and need to be more robust the force needs to consider how robust, particularly in relation to examining a persons lifestyle and finances as there are considerable human rights implications

· In relation to drugs testing of recruits or applicants for specialist high risk posts what impact will this have on the numbers recruited to the service or staff already serving but who have tested positive for drugs 

· Should all staff serving with the police be subject to the same vetting procedures 

· The force would need to carry out consultation with staff associations and legal services before implementing any changes

· If the force were to implement the ACPO National Vetting Policy what impact would this have upon resources

· There will be a need for policies, procedures and guidance to deal with the introduction of prescriptive vetting for current staff

Advantages
· This would enable the force to fully update its vetting policy and procedures, bringing us in line with other forces and would enable us to implement the ACPO National Vetting Policy

· More robust vetting should ensure that we recruit the right people to serve with Northumbria Police.

· The work of the Integrity Unit shows that there have been a small minority of staff involved in the use of or distribution of drugs and that debt also is a problem for a number of police officers.  Improvements in the vetting procedure should, therefore, result in a reduction in the risk of corruption.

· This would also link in with Option 1 enabling the force to introduce further parity between the recruitment and deployment of officers and police staff

· It would provide an opportunity to clearly demonstrate the standards expected of all staff in their working life and private life, always balancing human rights with public expectations

· Staff currently in high risk posts who may not pass the vetting criteria may be putting their colleagues at risk as there are health and safety issues involved 

· Implementation of the ACPO National Vetting Policy would address many of the issues raised from staff through the consultation process

Disadvantages
· The recommendations of the National Vetting Policy may involve an increase in staff or retraining of existing staff

· If additional vetting checks are introduced for existing staff the force may find that some may need to be redeployed or may face misconduct proceedings and this is an issue which will need very careful management but there will be longer term benefits

Financial Implications

The adoption of this option may lead to increased costs in staff and fees to external bodies providing specialist services.

Recommendation

It is recommended that this option be investigated further.

5.
Examine the range of methods available to report wrongdoing. 
The Option

There are a number of methods by which staff can report wrongdoing internally either verbally or in writing through line management, through their staff associations, Northumbria Black Police and Gay Police Associations, through colleague support, by invoking the grievance procedure or directly to staff within PSD or Personnel Services.  A facility also exists for staff to report wrongdoing directly to the Head of PSD via a confidential telephone line.

Staff consultation suggests that a preferred method of reporting of wrongdoing would be in confidence to an outside agency.  This option would enable the force to examine which agencies exist to provide this service and to evaluate whether or not this has led to increased confidence that positive action will result.  Increased assurance of confidentiality may also lead to an increase in genuine reports thus assisting the force to identify the true nature and extent of problems which exist.  Examination of the services agencies provide as an alternative to our existing methods of reporting wrongdoing has already commenced using existing PSD resources

Issues to be addressed

· Identify the agencies which provide this service

· Identify whether other forces or public sector organisations have used such an agency and, if so, whether there been any evaluation

· Assess how often such a service might be used by staff in this force in comparison with current use of the confidential telephone line
· Identify how such agencies operate, examine protocols with client organisations and establish whether this would suit this force’s requirements
· Training and credibility of staff within the organisations

· Cost of providing the service

· Staff association’s views
Advantages

· It would appear to meet the needs of staff consulted to date

· It would provide a totally independent third party for staff who would only report if anonymity could be guaranteed and this could make the force aware of potentially serious allegations

· It would give a more complete picture of the nature and extent of wrongdoing within the service and whilst there may not be a significant increase in reports the force needs to be proactive in identifying any areas which are causing staff concern or which could adversely affect the reputation of the force

· Police staff and junior staff in particular have expressed an unwillingness to report to someone of Chief Superintendent rank and this would take away that barrier 
· Increase confidence in the independence of the process and send a positive message to the force that the force is willing to take action to provide a safe working environment
· It would increase the professional image of the organisation which is prepared to take wrongdoing seriously and provide openness and transparency in dealing with these issues
Disadvantages

· In the short term there may be an increase in the number of reports and investigations which will have an impact on resources and may be perceived as the force suffering from lowering of standards.  That perception will need to be carefully managed but there will be longer term benefits for the force in providing a safer environment for staff and an increase in professionalism

· No control over the vetting, training and suitability of staff from the service provider who will be receiving the reports of wrongdoing
Financial Implications

Should alternative methods be pursued there may be additional costs in buying in the service from external providers.
Recommendation

It is recommended that this option be investigated further.
6.
Review of the effectiveness of Unsatisfactory Performance Procedures (UPP) carried out within the force.
The Option

Consultation with staff has revealed that managers and staff believe that the UPP is ineffective in dealing with police officers and police staff who are consistently under performing.  It appears that this procedure has only ever been attempted twice in this force for police officers.  No research has been done into how often the procedure has been commenced and how successful has it may or may not have been in ensuring sustained improved performance of an individual member of staff.  There appears to be a perception that action planning works for a short period but some staff regularly slip back into previous patterns of unacceptable levels of performance.  

This issue has been included as an option for change within this Best Value Review as it was raised as an issue for staff but the review team suggest that this falls to be explored more appropriately within the HR Best Value Review as it primarily concerns performance issues, training and development.  There is, however, an area of overlap where conduct matters can provide evidence of poor performance, for example where a member of staff has a number of complaints of incivility recorded against them or neglect of duty.

It is suggested that those conduct issues are adequately addressed within this review and the remaining options for change. In addition PSD senior managers are also represented on a national working group reviewing police disciplinary arrangements led by the Home Office.  

For completeness the issues raised through the consultation process for this review are outlined below but it is recommended that this option be explored as part of the HR review.

Issues to be addressed

· The process is regulated by legislation and therefore cannot be changed but research with other forces ought to be carried out to see if they use it and how effective is it elsewhere

· The force may be too defensive over quality issues and reluctant to address these for fear of litigation

· How does UPP fit within the National Competency Framework

· Can information gleaned from the recruiting and vetting process be an indicator of future poor performers

· Is sufficient information given to staff and managers about what is considered acceptable standards of performance

· How is the difference between UPP and misconduct procedures being addressed.  For example a member of staff may be subject to numerous Informal (now Local Resolutions) indicating significant performance issues but these cannot be used in any subsequent discipline proceedings

· What training is given to supervisors to enable them to measure unsatisfactory performance

· Is this an area where mentoring could be introduced for both poor performers and those newly appointed to manage them

Advantages

· Promotes good management at all levels

· Greater understanding of the process will ensure transparency and enable clearly set targets to be monitored

· Standards of behaviour will be clearly defined in terms of competency and behaviour
· Standards of service delivery will improve

Disadvantages

· UPP does not measure capability as opposed to competence
· Increased training needs to be given for managers both in the procedure and in performance management and measurement and this will have cost implications in both staff time and finance
Financial Implications

The adoption of this option may lead to increased costs in staff and training.
Recommendation

It is recommended that this option be investigated further by the Human Resources Best Value Review.

7.
To develop a cohesive communication and consultation strategy in relation to all forcewide integrity issues.  

The Option

During the review of PSD which was carried out in 2001 a public and staff consultation plan was drawn up and extended to ensure that it would inform this review.  The consultation plan was not formally incorporated into the Strategic Plan of the Department but significant progress has been made in consulting the public and staff who have had experience of the complaints process and public and staff representing the interests of a number of community groups.  Due to limited resources within the Department the emphasis has been primarily on ethnic minority and gay community groups and staff.

This option will examine the feasibility of formalising the consultation plan into a communication and consultation strategy for PSD building on its current links with Community Safety Department and Independent Advisory Groups.
Issues to be addressed

· Is the current consultation plan adequate to identify the needs of public and staff or are there any gaps

· How best can the force communicate to public and staff its aims, objectives and strategies to increase confidence in the integrity of the service, its commitment to improve standards and minimise complaints

· How best can the force assess satisfaction levels among complainants, staff and civil claimants and identify room for improvement

· Do PSD have sufficient resources and trained staff to carry out this work

· Ensure links with other ongoing consultation

Advantages

· This will result in an effective means of identifying what the public and staff want from a complaints and misconduct system and whether the force is actually addressing those needs

· Greater community engagement and increased trust and confidence in the service

· Increased openness and transparency of the system

· Greater public awareness of how to make a complaint and improved access to the system

· Improved level of service to the public and staff
· Opportunities to promote a positive image of the service

· Increased understanding among PSD staff of the special needs of diverse communities and staff and enhanced communications skills

· It will assist the force in involving the community in improving our services 
Disadvantages

· Impact upon limited resources within the department as this would represent additional work but staffing levels are currently being examined by Establishment Review due to the increased work required following the reform of the complaints system from 1st April 2004.  Opportunities have also been identified to reduce bureaucracy which would result in time being made available for other tasks

· If this option is not pursued then Northumbria Police will be failing to involve the community in improving services in relation to a critical area of its work, that is in providing a complaints system that is sensitive to the needs of the individual, fully embraces the principles of community engagement as recommended by the Home Office and IPCC in relation to Police Reform.  

· It will also miss the opportunity for organisational learning and continued improvement and building confidence particularly with harder to reach groups who still have real fears of the consequences of making a complaint.

Financial Implications

Developing a Communication and Consultation Strategy can be met from within existing resources, however implementation may lead to increased cost in the following areas, staffing, marketing materials and training.
Recommendation

It is recommended that this option be investigated further.
8.
Examine methods to raise awareness and knowledge of integrity issues across the 
force.
The Option

Initial analysis of the issues raised during the consultation of all staff shows that the majority of staff felt that there needs to be a raising of awareness through induction and training in relation to the standards the force expect of its staff, the reporting of wrongdoing process and the support networks which exist for staff who report wrongdoing or invoke the grievance procedure and for those staff who are the subject of it.  Training for supervisors in dealing with grievances, discipline and unsatisfactory performance was also seen as a priority.

There was a view that the training currently given for police officers was disjointed, ad hoc and concentrated largely on how to avoid complaints rather than about standards and integrity.  Training for police staff was woefully inadequate or non existent.

Issues to be addressed

· This review needs to take cognisance of the recent BVR of Training and any recommendations arising from that review

· How best can awareness be raised and training delivered in relation to standards and integrity from application to join the service as an officer or a member of police staff, through induction, recruitment and formal training courses

· Training for supervisors has only recently been introduced for police officers up to and including the rank of Inspector.  How do we raise awareness or train those supervisors who are already promoted and who hold more senior managerial positions

· A training needs analysis will need to be carried out

· Who should deliver the training.  At present input is given by staff from PSD many of whom are not trainers.  The number of courses which already exist and require this input takes up a significant amount of staff time within the Department meaning the service provision is shared and this leads to inconsistency in delivery

Advantages

· All staff would be aware of the standards expected 

· Supervisors would be much more consistent in how they deal with discipline issues

· Supervisors investigating and staff subject to the complaints and discipline process would have the skills required and feel confident and supported when dealing with difficult staffing problems

· Raising awareness of standards should increase the professionalism of our staff and increase the trust and confidence of the public

· Awareness of the standards expected should reduce the number of complaints, grievance and discipline matters recorded and investigated

Disadvantages

· Time will need to be invested by staff from Training Dept and PSD to carry out a training needs analysis and devise a cohesive communication, awareness and training programme which starts from application to join the force through to promotion to the highest ranks.  This will have an impact on current training programmes and PSD investigations until the work is completed
Financial Implications

The adoption of this option may lead to increased training costs.
Recommendation

It is recommended that this option be investigated further. 

9.
Review how performance management information in relation to standards and integrity issues is collated, monitored, disseminated and used to ensure delivery of continuous quality improvement.

The Option

To ensure that the force learns from public complaints, discipline and grievance investigations, and puts what it learns into practice for improving services to the public and to its staff, PSD needs to improve the collation of management information which will inform where the Department’s priorities lie.  Performance measurements and targets can then be introduced.

The IPCC requires much more of this type of information to carry out its Guardianship and Inspection process.  Part of the work of the IPCC Project Team with PSD has been to identify where the gaps are in this information and introduce systems of recording and analysis.

Issues to be addressed

· It is essential that an examination takes place of the data the force currently collates to establish whether this information is still relevant but more importantly the force should review the quality and value of the data collated and identify what new and more meaningful information needs to be measured to identify trends in complaints and to identify and analyse areas of learning and improvement.  

· There needs to be a corporate approach to record keeping within Personnel Services and PSD to ensure that the data and analysis includes all staff, and incorporates data relating to grievances, discrimination cases and employment tribunal applications to comply with the APA recommendations contained within the document People Matters.  

· The existing IT systems need to be examined to ascertain if they are suitable for this purpose

· Additional staff will be required to carry out this function and will require training.  This is currently being addressed by the IPCC Project Team and Establishment Review

· A method will need to be introduced where improvement actions can be tracked, recorded and monitored

· Measurement of the staffing costs involved in the investigation of complaints and grievances etc ought to be explored and to ensure that learning and continuous improvement can be gained from management information.  This should also result in efficiency savings in the longer term.

Advantages

· This will create an auditable method of continuous improvement which can be reported to the public and the IPCC.  Linked to the PSD consultation programme outlined in Option 7 this would demonstrate the force’s commitment to engaging with our communities

· This would encourage movement aware from a blame culture towards a learning culture

· Lower level public complaints about quality of service can be captured and trends identified and addressed.  The NPA and national public surveys show that it is often these lower level complaints which if not tackled cause the most public dissatisfaction

Disadvantages
· The proposed integrated admin. system would have enabled the force to introduce a method of recording complaints received at a local and departmental level at source but which could be accessed and analysed by PSD.  The delay in developing that system will mean that a much less efficient, paper based system will need to be introduced in the short to medium term.  This is likely to result in gaps in the relevant data being captured.  This will also mean that staff will need to be trained in two different methods of collating data.

Financial Implications

This can be met from existing resources.
Recommendation

It is recommended that this be investigated further.
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