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Preface

It is im possible to overstate the importance of professional 
standards activity to the effective functioning of the Police Service 
and the continued confidence and support of the public it serves.
In 1999, in the Her Majesty's Inspectorate of Constabulary (HMIC) 
them atic report into police integrity, the then Chief Inspector rightly 
stated that:

"There can be no more important qualities for members 
of the Police Service than that they are honest and act 
with integrity. Without these basic attributes, the public 
can never be expected to trust the police and have the 
confidence in them that is necessary for a system of 
'policing by consent'."

'Professional standards' now encom passes a very broad church of 
issues that directly or indirectly im pact on the organisational health  
of the Service, and levels of public confidence and support. These 
issues include the handling of com plaints against members of 
police forces, investigation of professional m isconduct, tackling 
vulnerability to corruption, addressing competence of sta ff and 
stam ping out discourteous or bullying behaviour, whether towards 
colleagues or the public.

This comprehensive programme of inspections, carried out in every 
police force in England and Wales, is testim ony to the importance 
w ith which HMIC regards the range o f activity carried out under the 
generic heading of professional standards. Uniquely, virtually every 
member of HMIC staff was involved substantially in the 
programme's im plem entation and its results w ill significantly  
inform lead sta ff officers' interaction w ith all forces for the 
foreseeable future.

At a tim e of major change in policing and high-profile scrutiny of 
police professionalism , the recom m endations w ithin this report w ill 
contribute substantially  to the sustainable improvement of police  
professional standards. It w ill be important that they are taken 
forward through a partnership approach w ith all the key 
stakeholders engaged in their implementation.

Encouragingly, the inspection and its findings were greatly 
influenced and enhanced through the active support and 
collaboration from those key stakeholder groups through  
representation on the inspection Reference Group. Members
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included the Independent Police Complaints Commission (IPCC), 
the Association of Chief Police Officers, the Association of Police 
Authorities, the Home Office and sta ff associations. Members 
contributed both their individual and organisational expertise and 
knowledge, which informed and challenged the inspection team's 
provisional findings. For this, I w ish  to thank all involved and I look 
for such collaboration to continue throughout implementation.

My personal thanks are also extended to the them atic inspection  
team, regional HMIC colleagues who carried out the individual 
inspections, police authority members and IPCC representatives 
who participated or were interviewed, and members o f forces at all 
ranks who provided such a comprehensive body of evidence and 
good practice.

%

sir Ronnie Flanagan GBE MA
Her Majesty's Chief Inspector of Constabulary
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E xecutive sum m ary

1. The importance of achieving and m aintaining high standards of 
professionalism  and discipline w ithin  policing has been clearly 
acknowledged since the emergence o f the modern Police Service in 
the 18th century. The honesty, integrity and professionalism  of 
members of a police force are absolutely key determ inants in how  
the public perceive them and consequently in the degree of 
confidence and support that is afforded. The British Police Service 
is built on the foundation stones of public consent and support and, 
w ithout these, it sim ply cannot function effectively.

2. The handling by police forces of professional standards issues, and 
in particular com plaints from the public, is one of the few  areas 
w ithin policing where Her Majesty's Inspectors of Constabulary are 
under a statutory direction to keep them selves informed as to the 
effectiveness of provision. Successive statutes have reinforced this 
direction and Her Majesty's Inspectorate of Constabulary (HMIC) has 
consistently  taken its duty very seriously, making inspection of this 
function a standing elem ent of its core inspection programme in 
every force.

3. The central importance of this issue was further em phasised by a 
number of high-profile scandals in the 1990s, and even more 
recently through the findings of three major reports emanating from  
two public inquiries, carried out by Sir W illiam Morris and the 
Commission for Racial Equality, and a thorough review of police  
discipline procedures by W illiam Taylor.

4. Against th is rapidly changing landscape, HMIC resolved to reinforce 
the importance of the issue and ensure com pliance w ith its statutory  
duty through a comprehensive programme of inspections of 
professional standards in every police force in England and Wales. 
This programme produced a report on the performance of every 
individual force, which w as published as a supplem entary report
to HMIC's annual baseline assessm ent of forces for 2004/05. In 
addition, them es, good practice and issues of national importance 
have been collated in this them atic report.

5. While the inspection focused on the structures, activities and 
resourcing o f professional standards departments (PSDs), the 
opportunity was grasped to look at the differences in scope and 
scale of these particular functions and to identify how related 
professional standards issues are addressed. Eor example, few  PSDs 
have routine responsibility  for overseeing grievance procedures or

6 Raising the standard

MOD200016803



For Distribution to CPs

Executive summary ;

becom ing involved in employment tribunal cases, but there are 
issues in each relevant to the core PSD activities of com plaints, 
m isconduct, anti-corruption and organisational learning.

The s tru c tu re  o f  p r o fess io n a l sta n d a rd s
6. Professional standards is a com plex area of policing that has 

evolved over many years. Individual forces have developed their 
PSDs and associated functions in very different ways, producing 
disparate structures and functional definitions and using different 
terminology. Despite the issue of guidance by the Association of 
Chief Police Officers (ACPO) in 2003, forces have largely retained  
their different approaches. While understandable, given the 
historical and political contexts, these differences present a threat 
to effectiveness, in particular in light of the impending transition to 
strategic police forces, which w ill require the efficient merger of 
different cultures and system s.

7. There is an urgent need for a standard tem plate for the structure, 
functions and term inology used w ithin the professional standards 
environment. It is pleasing that ACPO has already begun the process 
of updating their 2003 guidance and has indicated an intention to 
produce standard tem plates. However, it is important that all the 
relevant elem ents are examined in depth and that the resultant 
design is fit for purpose in the new policing landscape and is 
available at the earliest opportunity.

8. It is also vital that the standard tem plate requires that the National 
Intelligence M odel (NIM) intelligence-led approach is embedded  
across all professional standards functions. This w ill require 
dedicated and skilled resources to provide intelligence handling, 
analysis and appropriate evaluation. The work of PSDs m ust also 
be fully integrated into the core business processes o f forces, and 
relationships w ith  basic command units and other departments 
m ust be strong, form alised and sustained.

9. As ever, the importance of strong and active senior leadership, 
personal engagement, effective oversight and support cannot be 
overstated. This can be enhanced through such bodies as the force's 
professional standards comm ittee, and perhaps, above all, through  
the identification and sharing o f lessons learnt, both at local and 
national level.

C om plain ts an d  m isc o n d u c t
10. A crucial factor in m aintaining the high reputation of policing is 

the way in which the Service is seen to address com plaints and
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m isconduct, as identified both by the general public and by 
the workforce. The profile of th is aspect of police work has been  
raised significantly by the establishm ent o f the Independent 
Police Complaints Com m ission (IPCC) and the Taylor Review of 
m isconduct procedures.

11. Both developm ents have highlighted the need for a greater focus on: 
the accessib ility  o f the system  to all parties, not least to those from  
hard-to-reach groups and m inority communities; greater consistency  
in the capture and recording of complaints; the need for 
proportionality of approach in responding to reported cases or 
incidents; and the importance of learning from lessons identified in 
all aspects of the scrutiny of professional standards to achieve 
sustainable service improvement. There is much good practice in 
evidence in ah of these areas, although no forces are achieving  
excellence across the board.

12. In improving accessibility, there is a role for expanding the use of 
'mystery shopper' approaches and confidential reporting lines. There 
is also an opportunity to target the areas of concern identified in the 
recent survey by the IPCC, which highlighted such issues as fear of 
consequences and lack of awareness of the processes. Marketing and 
publicity remain key to promote the work of PSDs, both w ithin  
forces and externally, and to build trust and confidence among the 
public, particularly among m inority or hard-to-reach groups.

13. There is an unacceptable level o f disparity in recording practices, 
both of initial com plaints generally and in the recording of the 
ethnicity of com plainants, as required by statute. Building on the 
Service's experience of establish ing a standard approach to crime 
recording, there is a strong case for applying a national recording 
standard for public com plaints. The IPCC statutory guidance is a 
sound basis for progressing this, but HMIC would w ish  to see a 
greater level of detail regarding the standard expected and the 
proposed m ethods for ensuring and checking compliance.

14. Early and ongoing assessm ent of individual cases is an essential 
elem ent in ensuring a proportionate response to their investigation  
and resolution. Local resolution provides an as yet under-used  
option that w ill help achieve early resolution in a large number of 
cases, which currently take a considerable time to reach a sim ilar 
conclusion. Addressing unnecessary delays in progressing  
investigations or decision making w ill be equally important;
HMIC is collaborating w ith  the Crown Prosecution Service (CPS) 
Inspectorate to specifically examine the delays reportedly created 
by CPS processes.
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15. Another essentia l elem ent of achieving proportionality w ill involve a 
greater use of risk-based decision making. A com bination of early 
assessm ent and consideration of likely outcom es should allow  more 
rapid decisions based on less comprehensive case files, therefore 
requiring less resource-intensive investigations. Clearly, any 
risk-based approach m ust have appropriate checks and balances 
supported by good m anagement and oversight, to ensure a 
healthy transparency.

16. There is a need for com plaints and m isconduct training for PSD 
staff, and indeed for line m anagement, to be improved, and, w ith  
the likely changes to the discipline codes resulting from the Taylor 
Review, the case for a nationally accredited training package
is strengthening.

A n ti-corru p tion
17. Since the establishm ent of the ACPO presidential task force on police 

corruption, in 1999, the Service has developed highly professional 
and effective anti-corruption investigation team s in virtually every 
force. These units are overwhelm ingly organised under NIM 
principles, usually w ith dedicated analytical capacity and access
to covert and other intelligence-gathering capabilities.

18. The com pilation of a national strategic threat assessm ent, carried 
out for the Service by the National Criminal Intelligence Service 
(NCIS) in 2004/05, made a significant contribution to the targeting  
of force and unit activity. The major threats identified in respect of 
professional standards were inform ation leakage, in particular using  
intelligence or inform ation for personal gain or passing it on to 
associates; infiltration of the organisation, which is an increasing  
threat in the ever-widening 'police family'; and substance m isuse, 
w ith its associated risks of coercion and targeting for blackmail.

19. Only 29 forces contributed in 2004/05, and so the exercise was not 
repeated by NCIS in 2005/06. However, the same issues remain the 
key threats to professional standards and should form the core of 
local threat assessm ents. It is vital both nationally and locally that 
all forces undertake their local threat assessm ents and that their 
findings are w illingly and readily subm itted for national collation  
and analysis.

20. In view  of the threats, it is vital that all forces review their 
operational security arrangements, to ensure integrity and 
confidentiality of sensitive information. It is also important that a 
sim ilarly thorough review is undertaken of the arrangements for
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sta ff vetting and identification of potential sta ff vulnerabilities, 
including the creation of a clear policy on substance m isuse. These 
activities represent key m easures in preventing and identifying  
corruption or vulnerability.

21. Inevitably, many of the anti-corruption investigations require highly 
specialised skills and equipment. It is important that all staff  
deployed in these investigations are appropriately trained, and HMIC 
recommends that such training should meet national standards and 
be accredited accordingly. In addition, the decisions to deploy covert 
equipment or tactics m ust be subject to extremely careful 
consideration and comply fully w ith all the relevant legislation.

O ther p ro fess io n a l s ta n d a rd s p r o c e sse s
22. While not universally included in the remit of PSDs, the importance 

of at least m onitoring unsatisfactory performance procedures, 
employment tribunals (ETs), grievances and civil actions should not 
be underestim ated. The same is true of the use of 'stop and account' 
and com plaints relating to employment equality issues. Analysis of 
these processes can provide a useful insight into the 'health' of an 
organisation and w ill support organisational learning and thereby 
the prevention of repeated m istakes or problems.

23. The inconsistency in scope of PSDs leaves responsibility for, and 
therefore usually transparency of, these procedures outside PSDs.
It is important that every force ensures that there are strong links 
between all the departments or units involved in these procedures 
to ensure appropriate organisational learning, both at local and 
national level.

P o lice  s ta ff
24. It may seem  to some observers rather unusual that w ithin one 

organisation two very different system s operate to investigate  
wrongdoing by staff. In many forces, PSD staff do not p ossess the 
necessary skills to m anage the police sta ff m isconduct procedure 
effectively. Often the PSD and human resources departments deal 
w ith different parts of the police sta ff discipline process, and this  
can lead to delay and confusion. This matter was highlighted in the 
HMIC them atic report M odernising the Police Service in 2004, and 
yet the necessary changes have not yet been made.

25. The issues and drivers for change highlighted above all require a 
concerted effort to ensure progress towards a more consistent and 
fair system  for police staff. To achieve the change required w ill be a 
major challenge for the Service, police authorities and the Home
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Office. Police sta ff trade unions m ust not be left out of the 
consultation and investigative process, and police sta ff should not 
be interviewed inappropriately, through the use of techniques that 
some say are oppressive and disproportionate.

26. Outcomes and sanctions are in need o f alignm ent, and although  
work is ongoing nationally to achieve this by amending police 
regulations, a sustained effort is needed to bring system s for police 
officers closer to those o f the private sector and police staff.

W elfare an d  su p p o rt o f  s ta ff
27. The disciplined nature of the Service demands high standards and, 

rightly, makes it ever-easier for members of the public, or indeed  
colleagues, to lodge com plaints or allegations o f m isconduct. The 
Service and police authorities have a duty of care to all their staff  
involved in this process, whether they are the subject o f a com plaint 
or a w itness to the alleged m isconduct.

28. There are at present four different procedures for providing those  
who are the subject o f a com plaint w ith a 'friend', to provide advice 
and support, depending on whether the accused is a chief officer, 
superintendent, federated rank or police sta ff member. 
Unsurprisingly, the Police Federation, which represents the greatest 
numbers of accused officers, has the m ost comprehensive friending 
structures at force level. Friends for superintendents and chief 
officers are drawn from nationally m aintained panel lists. However, 
for police sta ff it very much depends on whether they are members 
of a trade union.

29. HMIC commends the support given by friends throughout the 
differing procedures, but, in an era of an increasingly 'mixed- 
economy', m odernised workforce, the proportion o f police sta ff is 
increasing, and their roles leave them  increasingly vulnerable to 
complaint. It seem s only right that the respective procedures, the 
funding of training, the provision o f friends and the availability of 
support across the workforce should be the subject of holistic  
consideration, to achieve fairer access to this important service.

30. As w ell as considering sta ff w ithin  forces, it is important to 
recognise that at any given time in excess o f 1,700 police officers of 
all ranks are seconded away from their forces, in some cases away 
from the UK altogether. It is all too easy for home forces to lose  
track of their seconded sta ff and for the relevant sta ff to therefore 
lack appropriate advice and support when they are the subject of a 
com plaint or other suspicion or allegation. At present, the Police
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Advisory Board for England and Wales is progressing form ulation  
of standard terms and conditions and a tem plate approach for 
seconded officers, to ensure consistency and visibility. HMIC 
commends th is approach and fully supports the tem plate approach.

31. Lastly, but by no m eans least when considering sta ff welfare, are 
those officers and police sta ff who work w ithin PSDs and have the 
unenviable task of dealing w ith  allegations against their friends and 
colleagues. It is important that managers and chief officers 
recognise the inherent pressures and give fu ll consideration to 
issues of tenure, rotation and reintegration packages when PSD staff  
return to m ainstream  roles.

L earning th e  le sso n s
32. A vital m easure of the health of any organisation is its capacity to 

learn lessons from previous events, good or bad, and feed these into 
continuous improvements in service delivery. While there is evidence 
in m ost PSDs of a desire to capture organisational learning, th is is 
hampered more w idely by the lack o f national consistency and of 
any national forum for learning the lessons.

33. Pleasingly, there are exam ples o f very good practice in individual 
forces, but often learning is not sufficiently structured and there are 
gaps in capture, in particular in respect o f potential lessons from  
ETs and civil cases.

34. In addition to learning lessons from incidents, the analysis of 
performance and m anagement inform ation is crucial to any 
structured improvement process. In the case of professional 
standards, w hile there has traditionally been a plethora o f data 
categories captured nationally, few  have proved highly relevant to 
performance improvement in the key service delivery areas, and, in 
any case, the disparity in recording approaches and practices has 
rendered any com parison largely invalid.

35. The IPCC has taken over responsibility  from the Home Office for 
collection and publication o f professional standards data. Together 
w ith ACPO, the IPCC w ill be seeking to identify a more helpful 
basket o f m easures. This work needs to be progressed quickly to 
provide consistent, valid and relevant comparative capability.

O versight an d  in sp e ctio n
36. While the roles of police authorities and the IPCC in this regard were 

not subject to formal inspection, it is possib le from the information 
gathered to identify the areas where good practice is obvious and 
relationships and activities add value to the processes being
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scrutinised. ACPO, the Association of Police Authorities (APA) and the 
IPCC are all engaged in parallel work to revise or replace existing  
guidance to their members or staff on professional standards.
HMIC is happy to be contributing to each revision process and 
supporting a collaborative and mutually consultative approach.

The w a y  forw ard
37. This programme of inspections took place at a time of unprecedented  

change and volatility w ithin policing generally and professional 
standards in particular. There is a great deal of work under way at 
national level, both as a result of the inspection findings and 
emerging from recent public inquiries and targeted reviews.

38. ACPO is looking afresh at the overall structures and objectives 
w ithin professional standards and a working group is progressing  
standardised definitions and tem plates for PSDs, in the context of 
a restructured Service and applying the principles of 'protective 
services'. The IPCC is looking to embed and assess the impact of its 
statutory guidance and the in-built performance standards. The APA 
is rewriting its guidance to authorities to encourage a consistency  
of approach and a greater overall engagem ent w ith  professional 
standards in forces. And HMIC is working w ith the Service to 
redefine the definition of good practice w ithin the specific grading 
criteria for baseline assessm ent of forces' individual and 
comparative performance.

39. It is absolutely vital that all this activity achieves a synergy rather 
than duplicating effort, pulling in different directions or leaving 
gaps in delivery. It is only in so doing that the Service can hope for 
a sustainable improvement in effectiveness and, to achieve such  
synergy, there is a need for a dedicated forum w ith full stakeholder 
m em bership to oversee and inform the progress of the various 
strands o f activity.

40. 'Professional standards' is about more than sim ply a process for 
handling public com plaints or allegations o f m isconduct. It goes to 
the very heart of police service delivery and is fundam ental to the 
continued confidence of the public and their support in core 
business delivery. It is too important to every aspect o f policing to 
allow  the focus upon it to become lost or swept away w ithin the 
overall volatility o f the policing landscape. This report and its 
recom m endations can play an important role in m aintaining that 
focus on professional standards but it w ill be the dem onstrable 
continued comm itm ent of all elem ents of its governance structure 
that w ill decide its future success.
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R ecom m endations and su g g estio n s

R eco m m en d a tio n s

T t s c . ' m Chtol Poitco OillCOirii: fAUPUi: should loud a 

Ijrojed hi eshihlish und prouiulfvilc <i shiijdurd L«m|jhi(u lorlhu 
uLrudUR*, fanuUotJS und (urmhjolufiv usodwifiiiu [irurussiortul 
slamUtrds, Ijuviij}', rc*gai'd h) .̂,iud in uiUidpcitiort o tth e  
rusiruufurmi* »r tiio Sonuou !uh> srrafoji’w* {xdicfi foruos.

R ecom m en d ation  2

All force's should coibod Ihu NaUonul UiLullî ;{*rK'u Model <ktosh 
tivt̂ -Y dspouf or pRvh’ssuuiHt KtuiKlsrds cHul hsvu dfruot Htfd 
rotjijsi links lifiM-vutin pn'ih’ssnifiHt shHtdurds d{*purUnotU,K urul 
{he core business prncosses nfU ie force

K e c o m m e n d a t l o n  3

Clnof olTlcors shoukt osfublish mol hods u f losiluj^ processes, 
sysi^foms m«t sialT, for o>£a tuple bv usiu,i; uiysiory sluippers* to 
Oiisuro fh<d iboy Are uhlo lei rrjc<ird inid process e<impluiuls 
fif’aiust Ujr police in u timuly andonit'icoL tnamiei'.

K e c o m m e n d a t l o n  4

ClnoroHuiers should mvi<iw policy in roiidieiu lu dls<;ipiiuury 
sunetions inulsuhsoqtiotd poymoiU o f eompohincv-roiifte<t 
tiirushold pav'fnonls ^CR'fPst nnd speciul priority pavinenfs iSPPsi, 
'fhnv should ensure U j u L II jc  priiid |jlcs espoused in Lho’ftivior 
Revinw uro rnflcoUMl iu Uus policy sud  Unit, disoiphnsrv sundJiins

‘ The term 'chief officers' includes Chief Constables and Commissioners.
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Recommendations and suggestions

throai jtsisoiisjnontii:. <i1 boHi local iuut lovcls
shcuhl ix'̂  bv ifII lorcos In afx^orUoiico tlx'̂
fitijoscflk'i? iUiU fjodiicls s<ff by His NifticiffH Crimiual
hftsinjLSfifjfJs Scrvicfi tNCISJ (or bv' NCJS'f̂  rcpbisotiififib Hj« Sartous 
Orj'atfisatl Criftfc AfiotfiJV'K Aff&csf̂ fifCiJtJij shouhl ilraw on 
ufJ.ijtlfj’SiU'c )'ron>, aifd KijhssquotfHv ffirornf, aU thtj bus!fit3«K 
drefifv '̂Vfthuf Hfij pritfassatnal KUitflards ijtfvintntufsftk tnclfitlii!}’ 
cfjmptfiinfs. fifvii datniH aipHifsU tfc (bnxj, M’curhy issfitJH

Subjcd to ).!k* fiifdmf’s from tha [iihjt, CcnLrfix/ in afirocmanf 
wtHf Hfc AUPO P3U IACPO'h (JofitfLcr^Corruptiofi Advisorv GroupK 
should dwidfip s ftsHfitfaHy dc«!r(:dh,cd oourss for atfH-Cifrruplujn 
Kt,<jff Pt oovfsr thtj skitld arscjs spfsdfic Pt Htf! rtjlc.

ACPO fni<{ the Home OfHco should  onsure thut {hero Is a 

C<3<3rdbfi»P;<l uppr<3i»dj to tt«f res>fidrc;h in to  tl:«f
tlTaprciportJonate jtutjjhor of invfistfj’athjns <aiiKinctfs<{ hitfi 
olTicors from hUmkoud sthnlo ipitstirily baokp.rottpds

ForctffS sbottki cofttss i<> tis<f ox<x;ui ivs attHuirilios? out! -  drjpsut1iuj,i 
otf the fjirfjfjmstancou -u h lfu r  utilisfi Lhocxif t̂irtjLS Ru'pdajJijrt o f  
J n v f i u L i f i u P j i ' V ' A c t  2<KH)<RiP<\J hi^jiuJoHotf to auLhoriso 
survuilbtfiGO malhijdjs or uuc lawful buuitfuss inoifiLorinfi mt^ihods

FitrcfSK shouki apply thf! full tjHht't o f tlfs'fokjcfjmnjnnicdtji'ins 
{bsf.vffil Rusttfosd PntctJCiJt HtfpjrcijptJim «)f Hfjmnjftnicdtjtjnst 
Rsipjidthnts 20(KHo fill tnotfiPfnn^l {jr nxxjrdhi^i <vf tninaouKsiotfs 
otj folfictJiomuilJcatJon systfifus uanit wIiolJv firpi»rtly tor PoHoe 
Servico hustnoss, untess (inHiorttv for sucli dcthnt Ts> ^»rantod

Centrex -  the Central Police Training and Development Authority.
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oihcorii: Sî houkt rsvio^’V mscjit opcr^fional tsoctnity
1o j,<Uifrj«nlrjo thai incMSurcJis aro in pines )o<jns?nirrj 

Iks Inlop,dly <un1 coundonUnllfv of sons!livs inromnnkm inid Uiol 
opfiMiiotjal nscurity is Ihnrcunifslv funiiHainod,

R econm iendatioti l l

Clitnf offisors s^houid enrry oul <in nnnlys^is ni'{'urrsiU voifinp, 
KtruohjrnK wiUnn liitnr inren <ntfk witnro p.dps exist,, move Ifwnrds 
tjcitjj; fnllv{'ompifcHtl, vvittf ACPOk vsninpi pobev no Inlnr ihnn

Recom m endation 1 2

The ‘Homo Qtftrte should (lsi,(;rmhio a nniionnliv ojt;rofid ^»risv<inco

pr<}osfi<iinf,s .intl unsniJafactory porfortnanos proeadoms to 
snsuro fh<h ihoy aro fit lor ptu'ptjs^s. sotstain all iho noosi^snry 
lorormafion, nnd cotupiy ^vilh ontploymoni k'^psiafion and palteo

R ecom m en d ation  14

'Hfc Poht'c SupsnnlnndctnK* AsaneiaHotj o f E(n«lnnd andW nlos 
shonld. In eoiUdxjrrttinn w iili polToa forces>, explore the npiion of  
Intrtnluclnn <i eatlrn <}f retirnd snpfsrinioinlnnts tvhoaa s>srvicns

Csrtlrex s^hnuld dnrtiV it& policiss nod procetlurss {'(jneerntofi 
HRcnnded momhnrs and work In iinprovt^ (its Informatiort 
pmvnlfMl htjfnre inflneiJon end innrnnae the ievol e f  nwarentJSK 
aninnji.* Kt<jff e f  thsir psrsnnal <jnd prtjfsKswmal rospotjsihihtjss

This was also a recommendation in the Commission for Racial Equality formal investigation into the Police 
Service of England and Wales, March 2005 (recommendation 80).
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J tsc.' Homo QiitfSo sisottUi rovU^w Uio rouittn/; to «iirtcors
ots stjcondmon) loix^hicvo trouispiirouov. cUtrily ami fSoustiiHjnov 
Sofsotstlioonls? i^houkl Ixj subjooi to conlrai nkion und

ReconiiTieTulatlon 17

'Hfo ItuU’poofkuit Poitoo Conj|jkthtis Cot»n»«stotj MPCCf sljoaki, 
ttj {'Oftf»»ltai,i«n 5.vith A€PO, tho Hoohj Of ('too, tho AssotildHoft of 
Poifoo Authorififis {APA) and koy sfykehoidors, atjreo o odfionai 
sfainlorti for thfs reoor<iinf, of'ctJJoplaTnts and a profirarmno of 
ttuploincufaliou au<t monilorinp, of complintsco, wiihoui addin/; 
ttmfOfSoŝ soiA* loyors of btnronucraoy or ofhor impcdinionts fo 
ttnprovin/; p«lk;o |)<jrforniifn<;t.\

K e c o m i D e n d a t i o n  I d

ACPO i^houitl work in pifrlnorslsip w ith f ho I POO. iho APA. HMIC 
and of her slokoholdora in fho dos^ipn and iiaplonimstation o f a 
rolmi^i an<t irannpnronf poribrniinu^j f'ramowork whirsh is?i?ub{onf 
to roufiae m tenud and esten od  ovnrHijiJjt and laom toriag.

Recom m end^tioti 18

ACPO, APA, fPCC, tin; Home Olffoo <ind HMIC, as thn koy 
siakokohiora in Uio inipiem onlaiioa o f f  h is  Uiotnnlio's 
rB<;onnnetKlaiions, sliotdd ostaidish a de<licafod inffdomentation 
j’ronp io  rcj'uJariv revinw iljn pro};r<J!»s o f renonnanadod aotion
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S u ggestion s

It is suggested that, in the revised AGPO PSD guidance, the role of 
a professional standards com m ittee is defined to enable forces to 
ensure that their own strategic groups address professional 
standards issues appropriately. It is further suggested that all 
forces develop professional standards subgroups at basic  
command unit (ECU) level to improve com m unication between  
ECUs and PSDs.

ACPO should include consideration of appropriate levels of 
resourcing for PSDs in the work it has already started on 
structures and term inology (see recom m endation 1).

There is the potential for ACPO to identify a national standard  
package, or perhaps for Centrex or the National Policing 
Improvement Agency (NPIA) to fill this void, or to use the 
experience o f the training provider to develop a national 
programme delivered regionally to professional standards 
practitioners, superintendents and ACPO. The case for training is 
even more imperative in the light o f potential changes to the 
discipline code, which are likely to be implem ented in 2007.

Chief officers should review audit arrangements currently in 
place in respect o f IT system s and put in place m easures to 
ensure that all internal system s are both capable of audit and 
audited in order to prevent unauthorised access and information  
leakage.

In addition, a member o f the ACPO team  should be a suitably  
qualified professional chief inform ation officer, taking 
responsibility  for inform ation m anagement and inform ation and 
com m unications technology, which includes data quality, 
inform ation security, data protection and freedom  of information.
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In view  o f the forthcom ing force restructuring, before any further 
police funds are spent purchasing vetting databases that may 
prove to be incom patible, the AGPO PSG should carry out a review  
of vetting databases. Any review should take into account the 
feasib ility  of a national product.

In view  o f the recent legislation  and the threat posed to the 
Service by drug m isuse, forces should now be treating the area 
of drug testing as a professional standards priority. They should  
have fully hum an-rights com pliant and integrated policies in 
place no later than January 2007.

All forces should have a service confidence policy in place by 
January 2007.

Gentrex should make better use of the m anagement information  
available from records o f the unsatisfactory performance and 
m isconduct processes.

The Police Advisory Board for England and Wales (PABEW) 
should ensure that the secondm ent tem plate recognises the 
increasing and diverse secondm ents available and ensures that:
• secondees are appropriately supported during the secondment;
• there is a nam ed central contact w ithin  each seconding-out 

force;
• each seconding-in unit has a central role, w ith responsibility  

for m anagement o f secondees; and
• the secondm ent tem plate agreement is com pleted between the 

two organisations and the secondee prior to commencement of 
the secondm ent (subject to exigencies of urgent demand).
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Stakeholders, including the APA, the IPGG, HMIG and NPIA, 
should devise a nationally accredited training package for 
members, chairs and officers of police authority professional 
standards panels, to ensure that they are fully equipped to deal 
w ith the complex issues surrounding professional standards and 
related issues such as civil litigation.
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1. The background to th e in sp ection

In trod u ction
1.1 The creation of statutory police forces throughout Great Britain 

in the early 19th century marked a major change in the history of 
law enforcement. For hundreds o f years, 'constables' had been  
disorganised, inefficient and not infrequently corrupt. The creation  
of the 'New Police"' -  starting in 1829 -  w as certainly necessary to 
cope w ith  the consequences of the industrial revolution and m assive  
urban expansion, but it created a great unease, as reported by a 
Select Committee in 1822:

"It is difficult to reconcile an effective system of police 
with that perfect freedom of action and exemption from 
interference, which are the great privileges and blessings 
of society in this country..."

1.2 In short, the fear was o f creating an instrum ent that could serve 
the ends of tyranny -  improving the efficiency of the previously  
unthreatening police system s could result in some form of 'police 
state'. The task presented to the Government of the day was how to 
create an impartial force, free from external influence, w hile also 
providing it w ith some form of external control. The compromise 
was to retain the independence of the post of constable and also the 
traditional subordination to the Justices. In addition, responsibility  
for equipping, paying and appointing the police was given to local 
authorities.

1.3 By 1856, the establishm ent of police forces in every county and 
borough was made compulsory, the responsibilities of local 
authorities were increased and Her Majesty's Inspectorate of 
Constabulary (HMIC) was created, to monitor efficiency and 
effectiveness. In effect, the seeds of the modern Police Service and 
governance structure were all in place.

1.4 Since that time, the public has voiced two m ain questions about the 
activities of the Police Service. First, does it tackle crime and 
disorder effectively, to protect life and property? Second, in part 
reflecting the earlier concerns, do officers behave in a way that 
befits the professionalism , ethics and discipline expected of police 
constables? The latter area of concern has arguably taken even 
greater prominence as the powers bestow ed on constables and now  
police staff, by virtue of their role, have increased substantially.

The 'New Police' were the forces created from 1829 to 1856 as the Government's response to mob violence and 
rising crime.
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1.5 Traditionally, one o f the m ost effective external checks and balances 
on the behaviour o f police officers has been the structured process 
open to every member of the public to make a com plaint against the 
police should they believe that m isconduct has occurred. Acting on 
such com plaints, investigations have led, where appropriate, to staff  
being subject to disciplinary procedures, criminal or civil 
prosecution and/or d ism issal from the Service.

1.6 Through experience, negotiation and planning, the police discipline  
code has emerged to provide a consistent context w ithin w hich to 
consider any allegations of professional m isconduct. Every force in 
England and Wales has a long-established specia list department for 
dealing w ith discipline and com plaints issues. In parallel, 
procedures for dealing w ith lower-level incom petence and higher- 
level crim inality have also evolved, usually w ith the former being 
handled w ithin personnel or human resources (HR) departments and 
the latter (though rare) linking directly into the existing m ainstream  
criminal investigation process.

1.7 The importance of having effective com plaints and m isconduct 
procedures has been evidenced by their high profile w ithin the 
oversight of policing provided by HMIC. In fact, com plaints 
procedures have come to hold a genuinely unique significance.

The u n iq u e  im p o rta n ce  o f  co m p la in ts  a g a in st th e  p o lice
1.8 The handling of com plaints against the police is one of the only areas 

w ithin policing where HMIC is under specific statutory direction. The 
monitoring of discipline has featured in the annual reports of HMIC 
since 1945. The Willink Commission of 1962*̂  considered that, while  
discipline and com plaints seem ed to be handled well by forces, there 
was a strong case for HM Inspectors of Constabulary (HMIs) to be 
placed under a duty to inspect 'complaints books', the divisional 
registers of com plaints made. The same report recommended that 
com plaints books should also be opened for inspection by the police 
authority. This recommendation resulted in section 50 of the 
subsequent Police Act 1964, which stipulated:

"Every police au th ority  in  carrying out th e ir  duty w ith  
resp ect to  th e  m ain tenance of an adequate and effic ien t  
police force, and in sp ectors of constabulary in  carrying out 
th e ir  d u ties  w ith  resp ect to  th e  efficiency  of any police  
force, sh a ll keep th em se lv es  inform ed as to th e  m anner in  
w h ich  com plaints from  m em bers of th e  public against 
m em bers o f th e  force are dealt w ith  by th e  c h ie f officer  
of police."

The Royal Commission on the Police, 1962.
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1.9 This statutory responsibility  was reinforced in section 95 of the 
Police and Criminal Evidence Act 1984, which also introduced the 
Police Complaints Authority, and yet again in the Police Act o f 1996 
(section 77), which states:

"... Inspectors o f Constabulary in  carrying out th e ir  d u ties  
w ith  resp ect to  th e  efficiency  and e ffec tiv en ess  of any  
police force sh a ll keep th em se lv es  inform ed as to  th e  
w orking of section s 67 to 76 in  relation  to th e  force"
[w here sectio n s 67 to  76 rela te  to  th e  hand ling of 
com plaints against th e  police].

1.10 The Police Reform Act 2002 introduced major changes in the 
professional standards environment, not least through the 
establishm ent o f the Independent Police Complaints Commission  
(IPCC). However, the Act again reinforced the responsibility  of HMIC 
in respect of professional standards by stating (section 15(l)(c)):

"It sh a ll be th e  duty of... every Inspector of Constabulary  
carrying out any o f h is  fu n ction s in  rela tion  to  a police  
force, to  en su re  that... h e  is  kept inform ed, in  rela tion  to  
th a t force, about all m atters fa lling w ith in  su b section  (2)" 
[w here su b section  (2) re la tes to  any provision of, m atters  
relating  to, act or obligation under, or contravention  of Part 
2 of th e  Police Reform  Act -  Com plaints and M isconduct].

1.11 Hence major legislation has consistently reinforced the responsibility  
placed on HMIs, and indeed on police authorities, to scrutinise the 
effectiveness of police com plaints system s. In response, information 
on com plaints against the police has featured in all HMIC's force 
inspection reports and in HM Chief Inspector of Constabulary's 
(HMCIC's) annual reports, at least prior to 2003. The statutory duty 
was fulfilled by ensuring that formal inspection of professional 
standards, including com plaints, formed a standard elem ent of all 
force inspections. An inspection was undertaken in every force at 
least once every three years -  more often for m ost forces -  depending 
on the risk-assessed frequency of individual force inspections. The 
inspection was against a standard framework of questions and 
formed part of the published force report.

The em ergen ce  o f p r o fess io n a l s ta n d a rd s d ep a r tm en ts
1.12 During the 1990s, follow ing a number o f high-profile scandals, 

the focus on m isconduct was broadened to address the increasing  
concern over corruption w ithin the Service. The subject o f this 
broader focus was labelled 'professional standards', and its
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importance was highlighted in the HMIC them atic report Police 
In te g rity  (1999). This report led to major advances in how the issue  
of m aintaining professional standards w as, and still is, approached 
(see also Chapter 4).

1.13 At the tim e of the 1999 report, the A ssociation of Chief Police 
Officers (ACPO) established the presidential task force on 
corruption. At that juncture, only a very few  forces p ossessed  any 
dedicated capability to address anti-corruption issues. Through the 
work of the task force, latterly carried out by ACPO's Professional 
Standards Committee, the need for this capability in all forces 
was recognised and capacity now exists in every force to tackle 
alleged corruption.

1.14 Almost w ithout exception, anti-corruption units have been merged 
w ith existing com plaints and discipline departments and renamed 
as professional standards departments (PSDs). HMIC redesigned its 
inspection regime to take account of the broader scope o f these  
departments, and their effectiveness remained a feature o f published  
police force inspection reports until 2003.

The im p a c t o f  HMIC's b a se lin e  a s se ssm e n t m eth o d o lo g y
1.15 Baseline assessm ents (BAs) combine qualitative professional 

judgem ent w ith the quantitative data o f the Home Office's Policing 
Performance A ssessm ent Framework (PPAF). Areas of 
underperformance are then subjected to more detailed inspection. 
The BA model has been refined since the October 2005 assessm ents, 
w ith 21 frameworks being proposed for 2006. With the advent of 
HMIC's BA m ethodology in 2003/04, however, the pattern of 
inspection of professional standards was threatened. While one of 
the frameworks relates directly to professional standards, it was 
recognised that BA is a high-level, diagnostic assessm ent and not an 
inspection, and therefore it does not achieve the depth of checking 
that the previous regime provided. BA focuses attention on areas of 
service delivery where performance has been identified and/or 
accepted by the force as poor. The referral o f professional standards 
to HMIC for specific scrutiny was likely to become a rare exception  
rather than an integral part of every inspection. There would, 
therefore, be a danger of the subject being 'out of sight, out of mind'.

1.16 As if  to confirm this danger, the BA results for 2003/04 produced a 
resounding endorsem ent o f the general high quality of PSDs. Of the 
43 forces assessed , 16 were graded as Excellent, 19 were Good, 8 
were Fair, and none were assessed  as Poor. Overall, scoring against 
the framework of questions for professional standards made it the
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policing service with the second highest grading of all those 

assessed. With hindsight, however, it is important to note that this 

assessment really focused on just complaints and misconduct, to the 

virtual exclusion of the anti-corruption element, was carried out 

before implementation of the IPCC, and was against a far lower 

expectation of proactivity. Nevertheless, the police professional 

standards environment appeared to be in good shape.

T h e  c h a n g in g  la n d s c a p e  o f  p r o f e s s i o n a l  s t a n d a r d s

1.17 It was interesting that, at a time when HMIC scrutiny looked to be 

decreasing, the whole subject of police professional standards was 

once more in the headlines -  for all the wrong reasons. Following the 

impact of the Police Reform Act 2002, between December 2004 and 

January 2005 three significant reports were published in response 

to major concerns and events.

The M orris In q u iry
1.18 In December 2004, the Morris Inquiry published its report into 

professional standards and employment matters in the Metropolitan 

Police Service (MPS). The inquiry was commissioned by the 

Metropolitan Police Authority (MPA). Chaired by Sir W illiam (Bill) 

Morris, recently retired General Secretary of the Transport and 

General Workers Union, the investigation was conducted 

independently of the MPA and the inquiry report and 

recommendations were published at the same time as they were 

presented to the authority. Sir Bill Morris said:

"The M etropolitan Police Service is the shop w indow of 

British  law enforcement agencies and its professional 

standards and workplace relationships m ust be a beacon 

for others to follow and a model of best practice.

"The focus of this inquiry is the MPS and not one or two 

high-profile cases. The inquiry is about professional 

standards and workplace issues; it is not about race and 

com m unity policing, but in  order to enjoy trust and 

confidence, a modern police force needs to reflect the 

com m unity it serves."

1.19 The report made 37 recommendations based on:

• enhancing the role of constable;

• people issues;

• managing difference;

• governance, accountability and scrutiny;

• professional standards;
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• the capacity to deliver;

• building capacity; and

• lessons for the future.

The Commission fo r  Racial E quality In q u iry
1.20 In March 2005, the Commission for Racial Equality (CRE) published 

the final findings and recommendations of its formal investigation 

into the Police Service of England and Wales. The report made 125 
recommendations. Sir David Calvert-Smith, who led the 

investigation, said:

"There is no doubt that the Police Service has made 

significant progress in  the area of race equality in  recent 

years. However, there is still a long way to go before we 

have a service where every officer treats the public and 

the ir colleagues w ith  fairness and respect, regardless of 

the ir ethnic origin."

1.21 The investigation was mounted after concerns raised about the 

MPS's investigation of the murder of Stephen Lawrence, a black 

teenager, and the BBC documentary The Secret Policeman, which 

revealed police officers in training school demonstrating racist 

behaviour. According to CRE on their website:

The Police Service is like a permafrost -  thawing on the 

top, but still frozen solid at the core.

The Taylor Review
1.22 In January 2005, the Taylor report into disciplinary arrangements 

for the Police Service in England and Wales was published. The 

review was commissioned by the Home Office and conducted by the 

former HMCIC for Scotland, W illiam (Bill) Taylor. The Taylor Review 

took into consideration findings from both the Morris and the CRE 

inquiries and made recommendations that discipline arrangements 

should remain under the control of Parliament to ensure national 

consistency and citizen focus, but that they should be brought into 

line with modern management practice.

1.23 The report recommended that regulations should follow the good 

practice laid down by the Advisory, Conciliation and Arbitration 

Service (ACAS) code of practice on disciplinary and grievance 

procedures, and stated that:

"This w ill bring modern management practice into police 

discipline and is supported by stakeholders."
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1.24 Home Office M inister Hazel Blears said:

"The Government agrees w ith  the recommendations and 

[that] an effective, accountable Police Service w hich  

commands public confidence needs a more professional 

approach to disciplinary procedures."

1.25 The report made six recommendations® aimed at modernising the 

discipline system and bringing it more into line with the private 

sector while retaining a statutory framework. The aim was to 

encourage a cultural and actual change in the police complaint and 

discipline environment that would offer benefits to all parties

(see Appendix A).

T h e  c h a n g in g  r o l e  o f  k e y  s t a k e h o l d e r s

1.26 In considering the impact of changes in assessment regimes and 

public scrutiny, it is also important to reflect on the increasing 

degree of stakeholder scrutiny and activity. Professional standards 

are a crucial element of policing service delivery, and so, 

unsurprisingly, all major stakeholders have a keen and active 

interest in their monitoring and oversight. On the positive side, this 

interest provides a high profile for the issue, but, conversely, with 

so many groups showing an interest there is considerable potential 

for duplication and excess scrutiny.

1.27 Organisations such as the Information Commissioner's Office, the 

Audit Commission and the Surveillance Commissioner's Office all 

display some interest in professional standards work, but, in 

addition to HMIC, there are three key stakeholder groups that are 

involved in direct control or oversight:

• chief officers, who lead and manage not only staff who are the 

subject of allegations or suspicion, but also those who carry out 

most investigations;

• police authorities, who, like HMIC, have a statutory obligation 

to provide oversight to the whole professional standards 

function; and

• the IPCC, which is responsible for ensuring that suitable 

arrangements are in place for dealing with complaints or 

allegations of misconduct.

The full responsibilities of each of these groups are set out in more 

detail in Chapter 9 of this report, but, in brief, their respective 

responsibilities are as follows.

One had a number of sub-recommendations.
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Chief officers
1.28 Supervisors and managers at all levels within the Police Service are 

expected to provide both leadership by example and a robust 

measure of quality assurance and challenge. In addition, the 

responsibilities of chief police officers are to:

• keep themselves informed about complaints and conduct matters 

within their force;

• ensure a timely response to complaints;

• ensure that complaints and conduct matters are properly handled 

and recorded; and

• ensure that complainants, officers and staff are regularly informed 

of progress.

1.29 The regulations concerning public complaints apply to police 

officers, police staff and members of the Special Constabulary. 

Although the police authority is the 'employer' of police staff, in 

practice day-to-day responsibility for the management, supervision 

and discipline of police staff is delegated to a chief officer.

Police authorities
1.30 Police authorities provide strategic oversight of their respective 

forces and accountability to local communities. Each authority has 

an overarching responsibility to maintain an efficient and effective 

police force in its area. The police authority sets the annual budget 

and, together with the Chief Constable, it also sets the strategic 

priorities for the force in the annual policing plan.

1.31 As far as professional standards are concerned, police authorities 

have a duty to keep themselves informed of matters relating to 

complaints about the conduct of police officers. They are also the 

'appropriate authority' for recording and, with the IPCC, for dealing 

with complaints against chief officers. Together with chief officers, 

they are also responsible for dealing with complaints relating to the 

direction and control of the police force (see Chapter 2).

The Independent Police Complaints Commission
1.32 The IPCC was set up in April 2004 to replace the Police Complaints 

Authority. Its key purpose is to increase public confidence in the 

system for dealing with police misconduct and complaints by acting 

independently and improving the efficiency and effectiveness of that 

system and of the Police Service as a whole.

1.33 The IPCC may choose to investigate the most serious incidents 

independently, or to manage or supervise a police investigation.

The majority of complaints and allegations of misconduct continue
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to be handled by the police; however, the new system has safeguards 

built in which allow complainants to appeal to the IPCC at various 

stages of the complaints process.

1.34 Under the Police Reform Act 2002, the IPCC has been given a 

'guardianship' role to increase confidence in the police complaints 

system and, in so doing, to contribute to increasing confidence in 

policing as a whole. It has identified four key elements to the 

guardianship role:

• setting, monitoring, inspecting and reviewing standards for the 

operation of the police complaints system;

• promoting confidence in the complaints system among the public 

and the police;

• ensuring the accessibility of the complaints system; and

• promoting policing excellence by drawing out and feeding back 

learning.

T h e  p r o g r a m m e  o f  p r o f e s s i o n a l  s t a n d a r d s  i n s p e c t i o n s

1.35 Conscious of the significant changes ongoing within the professional 

standards environment, in January 2005 HMIs agreed that full 

inspections of all force PSDs, including their handling of complaints 

and misconduct, would take place as a coordinated programme 

during the final quarter of 2005. It was also agreed that there 

would be a standard approach to such inspections, to provide the 

opportunity to extract comparative performance information and

to allow nationally relevant issues to be identified.

1.36 HMIs were also keen that the programme should serve the respective 

requirements of all the key stakeholders, both for mutual 

information purposes and, importantly, to avoid repetitive work by 

individual organisations.

1.37 Stakeholder involvement took two forms:

• participation as interviewees; and

• membership of the inspection reference group that advised the 

inspection team.

1.38 Within the inspection programme, the team interviewed chief 

officers and police authority members as key interviewees during 

each of the force visits. Representatives from ACPO and the 

Association of Police Authorities (APA) were also interviewed at the 

national level, to identify cross-cutting issues of concern. The IPCC 

was regarded as outside the remit of the team as far as an actual 

inspection was concerned, but the opportunity was taken to 

encourage the involvement of commissioners in fieldwork and in
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commenting on forces' performance. The four IPCC regional 

directors were also interviewed about trends or generic issues of 

concern in their work.

1.39 HMIC formed an inspection reference group, with members from 

ACPO, the APA, the Home Office and the IPCC. Key objectives for the 

group were to help design the inspections to target the areas of 

greatest interest or risk, and to ensure that the programme itself 

addressed as many of the stakeholders' needs as was practicable. 

To achieve this, the reference group contributed to the statement of 

stakeholders' responsibilities and to the objectives and terms of 

reference for the inspection (see Appendix B).

T h e  s t r u c t u r e  o f  t h i s  r e p o r t

1.40 The following chapters set out the key elements that were the focus 

of the inspection and the findings of what was HMIC's largest ever 

thematic inspection of the Police Service of England and Wales.

1.41 Chapter 2 examines the strategic picture and discusses what a 

professional standards structure should look like based on ACPO 

guidance.’ It then reports the inspection findings, and recommends 

a new and improved model that takes into account contemporary 

issues and the emergence of the IPCC.

1.42 Chapter 3 concentrates on complaints and misconduct. It examines 

the impact of the IPCC, the accessibility of the system, local 

resolutions and the proportionality of investigations, as well as the 

need to use an intelligence-led approach and proactive measures to 

reduce complaints and increase public confidence.

1.43 Chapter 4 focuses on anti-corruption and the advances in this area 

since the last HMIC thematic inspection in 1999.® It highlights the 

importance of the National Intelligence Model, strategic threat 

assessments, strategic forces, and major prevention measures such 

as vetting, drugs screening and the audit of IT systems.

1.44 While Chapters 3 and 4 cover the vast majority of professional 

standards issues, at least in terms of volume of work for PSDs, 

they do not represent the full picture. Chapters 5 and 6 feature 

unsatisfactory performance and grievance procedures, civil actions 

and employment tribunals, as well as focusing on the very different 

processes in place for police staff, as opposed to police officers.

’ A Professional Standards Department: Guidance on Philosophy, Structure and Resource Implications, ACPO, 
2003.

° Police Integrity: Securing and Maintaining Public Confidence, HMIC, 1999.
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1.45 Chapter 7 looks at the important issue of providing support to, and 

ensuring the welfare of, those staff members who are affected by the 

complaints system, whether as a result of being accused of 

misconduct, being called as a witness to misconduct, or working 

within the department that deals with these cases.

1.46 Chapter 8 emphasises the importance of learning lessons from  

events, good practice and the analysis of performance and 

management information. Chapter 9 explores in greater detail the 

respective oversight and corporate governance roles of chief officers, 

police authorities and the IPCC. And, finally. Chapter 10 considers 

the way forward for implementing the findings of the inspection.

T h e  a t t a c h e d  C D - R O M

1.47 In addition to the printed versions of this report, the full text is also 

available electronically on a CD-ROM and on HMIC's website at 

www.inspectorates.homeoffice.gov.uk/hmic

1.48 Included on the CD-ROM is a significant portion of the evidence 

gathered during the programme of inspections, relating specifically 

to potential good practice. Normally, to qualify as 'good practice' 

initiatives would need to have national relevance and to have been 

subject to evaluation. For the purposes of this inspection, the 

Reference Group asked that all practices and initiatives flagged as 

potential good practice should be circulated regardless of national 

relevance or evaluation. Members felt it was an opportunity to 

stimulate free exchange of ideas and allow individual forces to 

make their own judgement on their colleagues' initiatives.

1.49 In view of this, HMIC has included all potential good practice on the 

CD-ROM but would emphasise that initiatives described may not 

have been subject to evaluation and hence should not be considered 

as endorsed or promoted by HMIC for wider implementation.
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2: The structure of police professional standards

I n t r o d u c t i o n

2.1 The last significant change in the structure of police force 

departments dealing with complaints and misconduct was in 1999, 

following the production of the HMIC thematic report Police 
In tegrity : Securing and M a in ta in in g  Public Confidence. The report 

followed a catalogue of high-profile cases of police corruption and 

was a catalyst for the subsequent change. Prior to 1999, most police 

forces had departments known predominantly as 'complaints and 

discipline departments', and these worked in a mostly reactive way. 

After 1999, forces began to establish a more proactive capability to 

counter corruption, and these departments usually became known as 

'professional standards departments' (PSDs).

2.2 HMIC's thematic report looked beyond corruption, taking in issues 

of integrity, probity, fairness, behaviour, equal treatment and a range 

of allied operational and managerial issues. Overall, the main 

findings were positive:

"The public has a right to expect a high standard of 

behaviour from its Police Service, and generally speaking 

the Inspection confirm ed the vast m ajority of men and 

women -  police officers, civilian support staff and special 

constables -  working w ith in  the 44 police forces in  

England, Wales and Northern Ireland are honest, 

industrious and dedicated."

2.3 However, it was not all good news:

"Regrettably, the Inspection found failings in  the Service, 

some m inor and others quite serious, all of w hich need 

to be addressed so that public confidence can be 

re-established and the good reputation of the Service 

restored."

2.4 The report made 11 recommendations in total, and resulted in the 

Association of Chief Police Officers (ACPO) establishing the 

presidential task force on corruption. Through the work of the 

presidential task force (later carried on by the ACPO Professional 

Standards Committee (PSC)), proactive capabilities were established 

in all forces; however, the degree to which this happened varied 

across the Police Service.
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2.5 The move towards a greater proactive capability saw the 43 forces in 

England and Wales taking different approaches. Some of the 

differences were cosmetic, with different forces using different 

department names -  internal affairs instead of professional 

standards, for example. However, some of the differences were more 

significant, with different approaches being taken to departmental 

structures and, in particular, to the scope of their responsibilities.

T h e  s t r u c t u r e  o f  p r o f e s s i o n a l  s t a n d a r d s  d e p a r t m e n t s

2.6 In 2003, the ACPO PSC published A Professional Standards 
Department: Guidance on Philosophy, Structure and Resource 
Im plications. This guidance document was produced primarily to 

help forces that were trying to develop their proactive capability for 

dealing with corruption.

2.7 This was the first time that comprehensive guidance had been given 

to the Service, and its stated purpose was:

"To provide guidance in  setting up and m aintaining a 

dedicated capacity for combating breaches of professional 

standards of all kinds."

2.8 The guidance's main audiences were ACPO, heads of PSDs, staff 

setting up or reviewing PSDs, and members of staff within PSDs.

The document was intended to be a benchmark for how a PSD 

should be structured, and it described the role of a PSD as:

"... to provide a deterrent to those who would act illegally, 

unethically or unprofessionally; to manage the risks 

inherent in  such acts; and to facilitate prevention  

activities."

2.9 The document included a model of the recommended structure of a 

PSD (see Figure 1).

2.10 The guidance did not stipulate that all the elements shown should 

be incorporated into all PSDs, but it set an expectation that all these 

issues should be considered within the overall force approach to 

professional standards.
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F ig u r e  1: F u n c t i o n a l  m o d e l  o f  a  P S D  f r o m  t h e  A C P O  p r o f e s s i o n a l  s t a n d a r d s  

g u id a n c e ,  2003

2.11 Since 2003, these issues have been further expanded with the

emergence of 'direction and control' complaints, which relate to 

strategic or policy decision making; greater controls over 

information security, such as data protection and freedom of 

information legislation; and a stronger focus on staff vetting.

For clarity, therefore, 'professional standards' in its widest sense 

has grown to include:

• public misconduct complaints;

• internal discipline or misconduct enquiries;

• direction and control complaints;

• intelligence development (the National Intelligence Model (NIM));

• anti-corruption investigations;

• information security;

• data protection;

• freedom of information;

• staff vetting;

• unsatisfactory performance procedures;

• grievance procedures;

• employment tribunals; and

• civil claims.
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2.12 While at first sight these appear to be very disparate issues, all have 

one thing in common: over and above their individual aims, they all 

involve either threats to, or systems to deal with threats to, the 

professionalism and integrity of the Police Service. They can each 

lead to criticism of the Service and serious damage to its reputation, 

with a corresponding decline in public confidence. They may also 

involve the unnecessary endangerment of staff or members of the 

public, or the loss of, or damage to, property (which in itself may 

detract from crime-fighting work elsewhere). For these reasons, they 

are all critical to the effective operation of the organisation.

2.13 As the individual issues are linked in this way, there is a logical 

argument for them all to come under one professional standards 

structure. This is not to say that they necessarily need to be 

co-located, or even part of a single department, but they should be 

considered as a whole, with one overarching strategy to combat them.

What is a 'good'professional standards structure?
2.14 Increasingly, policing functions within forces are assessed against 

a model or template and graded as Excellent, Good, Fa ir or Poor?' 
Although forces should aspire to achieving an Excellent grade for 

their performance, it is perhaps more useful to examine what is 

needed within professional standards to achieve a Good grade.

2.15 A 'good' structure incorporates and takes full account of all the 

previously listed elements as the best way to ensure that all 

vulnerabilities are considered together. By consolidating these 

issues, forces can ensure that strategy and policy decisions benefit 

from shared corporate knowledge and relevant organisational 

learning.

2.16 Taking into account the 2003 ACPO template and the subsequent 

expansion of policing functions. Figure 2 below is a suggested model 

for what a good professional standards structure should look like at 

force level.

' As used in HMIC's annual baseline assessment process.
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F ig u r e  2 : P r o p o s e d  r e v i s e d  f u n c t i o n a l  m o d e l  o f  a  P S D

I C h ie f  I ii P r o f e s s io n a l  s t a n d a r d s  1
) o f f i c e r  i ii c o m m i t t e e  I

H e a d  o f  d t j j j a r t m e n t  i

M a n a g e m e n t a n d  s u p p o r t  i

I n v e s t i g a t i o n

C o m p la in t s
a n d

m is c o n d u c t

A n t i ­
c o r r u p t i o n

I n t e l l i g e n c e

I n t e l l i g e n c e
d e v e lo p m e n t

N a t i o n a l
I n t e l l i g e n c e

M o d e l

C o v e r t ,  t e c h n ic a l  
a n d  s u r v e i l l a n c e

P r e v e n t io n

O p e r a t io n a l
s e c u r i t y

D a t a  p r o t e c t i o n

F r e e d o m  o f  
i n f o r m a t i o n

I n f o r m a t i o n  
s y s t e m s  a u d i t

S t a f f  v e t t i n g

;O ; Pan ol origiiial ACPO li;mplale ; 
; ; Additiohal hlemehts;;;;;;;;;;;;;;;;;;;;;;;

C r ie v a n c e
p r o c e d u r e s

U n s a t is fa c t o r y
p e r f o r m a n c e

p r o c e d u r e s

F m p l o y m e n t
t r i b u n a l s

C iv i l  a c t io n s  
C iv i l  c la im s

D i r e c t i o n  a n d  
c o n t r o l

2.17 Although grievance procedures, civil claims and employment 

tribunals appeared in the original ACPO model, virtually without 

exception, these were dealt with elsewhere than in forces' PSDs, and 

hence they are designated 'additional elements' in Figure 2. The 

relationship between the eight 'additional elements' and the PSD 

management has been purposely marked in Figure 2 as dotted lines, 

to leave open the options of a single departmental identity or 

management of the elements through more than one department -  

for example having elements such as grievance and employment 

tribunals managed through the human resources (HR) department. 

While there is clear evidence that a strong link is important for 

effective professional standards in their widest definition, having all 

elements under a single departmental management is a good option 

but not the only one.

2.18 The core elements in Figure 2 are dealt with individually and in 

much greater detail in Chapters 3 and 4 . In each case, the aspects 

that attract a Good grading are highlighted and contrasted with the
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findings from the inspections. One element worthy of comment at 

this stage, however, is the use of professional standards committees.

Professional standards committees
2.19 Both Figures 1 and 2 highlight the case for a professional standards 

committee. A dedicated strategic body of this type is essential to 

achieving force-wide consistency in response and in addressing the 

overarching issues that emerge from the individual elements. 

Effective committees enable chief officer leads to ensure that they 

have a corporate view of matters that have an impact on the PSD, 

and also a view of how PSD operations, policies, procedures and 

strategy may be impacting on other departments.

2.20 These committees are dedicated to raising and maintaining 

professional standards in the organisation, and they have the 

following objectives in order to ensure good practice:

• updating and steering the force's professional standards strategy;

• commissioning, reviewing, agreeing and implementing relevant 

professional standards policies;

• overseeing the integration of professional standards issues into 

other departmental strategies, policies and procedures, as 

appropriate;

• monitoring areas for improvement in professional standards, 

agreeing changes and tracking progress;

• reviewing the effectiveness of operational structures and systems; 

and

• using NIM principles to apply risk management and organisational 

learning.

2.21 Such a committee comprises the chief officer lead for professional 

standards (chair), the head of the PSD, and senior managers from 

each of the main functions within the subject area -  whether 

working within the PSD or outside. Other specialist personnel join 

the committee on an ad hoc basis as necessary.

2.22 A good structure also includes a committee subgroup for each basic 

command unit (ECU). This is especially important in light of the 

Taylor report and the drive for ECUs to handle more low-level 

complaints. This enables individual BCUs to consider the local 

environment with regard to professional standards and to improve 

communication between themselves and PSDs.
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T h e  r e a l i t y  o f  f o r c e s '  p r o f e s s i o n a l  s t a n d a r d s

2.23 Having set out what might be expected of a good professional 

standards structure, it is interesting to compare this with the 

findings from the programme of inspections.

2.24 While every force is aware of the 2003 ACPO guidance document, 

PSD structures vary considerably across the country, although they 

all incorporate complaints, anti-corruption investigation and 

intelligence wings.

E le m e n t s  o f  a c t i v i t y  i n c l u d e d  i n  f o r c e  P S D s

Grievatice
and

Status of Complaints itnti- Dcttei mira-tislactoi’v Civil .u tiees
inclusion and ciorrnotion protectioji Staff Dorfor-nance .Old einniov:! i’-iWi
iu PSDs miscondocr i:ivnsti;;at':01': Intelligence and security vetii::;'; procedures tribunals

Included 45 45 45 29 28 2 19

Not included 0 0 0 14 15 42 13

Unknown
or partia l 0 0 0 2 2 1 13

Total 45 45 45 45 45 45 45

2.25 In general terms, the larger metropolitan forces are able to comply 

more fully with the guidance and have all or most of the additional 

functions within their PSDs, but smaller forces generally struggle to 

meet the ACPO model, mainly through a lack of resources and the need 

for operational resilience elsewhere. It is particularly evident that 

smaller forces are unable to dedicate resources to proactive working or 

to prevention initiatives across the different elements.

2.26 Other examples of structural and functional differences between 

smaller and larger forces include the following:

• Smaller forces tend not to employ full-time solicitors, and legal 

work such as civil claims is contracted out to private law firms.

• In many smaller forces, data protection and freedom of 

information work is located within IT departments.

2.27 In some cases, deviations from the single department model are 

justified by their operational rationale.
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C a s e  s t u d y :  F u n c t i o n s  r e m a i n i n g  o u t s id e  t h e  P S D

In one force, the vetting officer and the force legal adviser sit 

outside the PSD structure.

The majority of the vetting officer's interactions are with the HR  

department and the officer conducts vetting interviews with 

staff in order to clarify certain matters. It is felt that to conduct 

such interviews under the badge of a PSD would lead to 

suspicion and reticence on behalf of the interviewee.

The work of the force legal department has recently become 

more diverse. Now, rather than simply handling civil claims, 

it has a responsibility in respect of court orders such as anti­

social behaviour orders and forfeiture orders under the Proceeds 

of Crime Act 2002.

To ensure a coordinated approach, despite the dispersal of their 

functions, both the legal adviser and the vetting officer have 

direct line reporting to the deputy chief constable (DCC).

2.28 It is clear that such structures are not necessarily incompatible with 

that suggested in Figure 2 above. The direct reporting line to the 

DCC appears to keep the two elements within the professional 

standards structure despite being outside the PSD itself.

2.29 While it may not be essential to include all the elements within the 

single departmental structure, nevertheless there is a strong 

rationale for doing so. From a Service-wide perspective, 'good' 

performance would also see standardisation of individual PSD 

structures across the country and of the different functions and 

titles within them. The terminology used within PSDs varies as 

widely as their various remits and titles. An 'anti-corruption unit' 

within one force would be called an 'integrity unit' in another, and in 

another the 'internal investigation branch'. This lack of a standard 

approach is often confusing, and this confusion is felt not only by 

external organisations, such as the Independent Police Complaints 

Commission (IPCC), but also by internal staff, particularly when 

communicating with other forces.

2.30 As well as providing the best business delivery, it would thus help 

prevent confusion, enable easier comparison between different PSDs, 

and aid organisational learning at both local and national levels if  

the structures, functions and terminology of professional standards 

were to be fully standardised. At a time of major restructuring of 

police forces, there is a clear opportunity for the Service to carry out
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a review of structures and nomenclature, and to make proposals for 

a standard template for the new, larger forces to implement.

Tlje A ssof'iiJtion  o f  C htel PoHco O fficer s  t<\CPOt shouJd load  a 
prujed  to c s la f j lis h  and p r e m u ig a ic a  sO m dard LempJafe i o r l h e  
Ktrud tjra, f tm e f ie u s  and term iu o lo g v  tjstid w ith ia  p ro fessfo n a l  
sta tu lu rd s , lia v in g  rngard lo ,  a n d  In cm tid p a tio n  o fft lta  
r a stn jc fu rm g  a f  th e  Sm'\'!ce u d o  strafogw ' p o liea  fo ra es .

2.31 It is pleasing to note that such work had actually commenced before 

the findings of this programme of inspections were published, and 

HMIC, the Association of Police Authorities (APA) and the IPCC are 

all willing contributors to the work being carried out by ACPO. As a 

contribution to this process. Appendix C presents a model adopted 

in Kent that has all the necessary component parts of a PSD 

structure. It also shows a NIM-based model used in Devon and 

Cornwall by the special cases unit.

Professional standards committees
2.32 Only five forces report having a dedicated professional standards 

committee of the sort described above and in the ACPO guidance. 

Typical of such committees is the one operating within Greater 

Manchester Police (GMP), which is a dedicated senior-level 

committee chaired by the DCC and attended by most of the chief 

officer team. This committee holds six-monthly consultative 

committee meetings with representatives from staff and support 

associations. In addition, GMP has a dedicated security committee 

chaired at chief officer level (assistant chief constable).

2.33 The strength of a high-level dedicated forum for professional 

standards issues is that it can examine strategic direction within 

the force and achieve buy-in at a senior level. While the majority of 

forces have not adopted the ACPO guidance model in convening 

specific strategic committees, most have other, more generic 

strategic forums where professional standards topics are addressed.

2.34 An example of one of these generic forums is the 'Suffolk First for 

You' committee, which takes responsibility for improving the quality 

of service across the county. One example of professional standards 

work by this group followed a recent spontaneous firearms incident. 

Firearms officers who had contained a suspect in a building heard 

the sound of a firearm discharge, but waited for over an hour before 

making an entry. Concerns about firearms tactics were raised at the
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committee and the issue was passed to the training department 

for further examination.

2.35 More important than the insistence on a dedicated professional 

standards committee is the suggestion that forces should have a 

strategic group which meets regularly and has the capacity to 

address professional standards issues throughout the organisation. 

One size and model does not fit all, but forces need to be able 

to demonstrate that they have an appropriate structure in place 

to learn from complaints and misconduct and, as a result, to 

improve service.

It is suggested that, in the revised AGPO PSD guidance, the role of 

a professional standards committee is defined to enable forces to 

ensure that their own strategic groups address professional 

standards issues appropriately. It is further suggested that all 

forces develop professional standards subgroups at basic 

command unit (ECU) level to improve communication between 

ECUs and PSDs.

K e y  s t r a t e g i c  t h e m e s  i n  p r o f e s s i o n a l  s t a n d a r d s

2.36 Once core structures and terminology have been established, there 

are a number of key strategic themes that impact directly on how 

effectively the services associated with the work of PSDs are 

delivered. These themes are flagged within the thematic inspection:

• strong and active leadership in professional standards;

• respect for diversity;

• timeliness and proportionality of investigations;

• an embedded NIM process delivering an analytical intelligence 

capability;

• transparency of direction and control issues; and

• the cost of full service provision.

Strong and active leadership in  professional standards
2.37 There is consistent evidence that in any area of policing where there 

is strong and active chief officer leadership, performance is greatly 

improved. Departments and staff benefit from clear direction from

a high level and from knowing exactly what is expected of them.

If high-level staff send and regularly reinforce these messages, 

it promotes a positive culture and empowers staff to carry out 

their roles in a positive way. This is certainly the case in PSDs.
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2.38 In most forces, there is a designated chief officer lead for 

professional standards, usually the DCC, which in itself indicates 

a high level of force commitment to the issue. Heads of PSDs are 

generally of the rank of chief superintendent or superintendent 

(depending on the size of the force) and are routinely highly 

experienced investigators.

2.39 With the exception of two forces, the levels of performance relating 

to professional standards are acceptable (Fair or Good),'“ and in 

most cases a strategic plan is in place, endorsed by the chief officer 

lead and well communicated. Generally, chief officers and heads of 

PSDs are passionate about standards within the organisation and 

feel that an improvement in professional standards increases the 

quality of the core policing service. A typical example of this was 

found in Lancashire:

"Keen to raise standards, lessons learnt are disseminated 

at every opportunity, including: through the use of groups 

such as the custody users' group and the strategic tasking 

group; via team-specific briefings given by the PSD; by 

publication on the intranet 'Get it Right' page; through  

anonymised inclusion on published weekly orders; through  

the use of reports to ECU  command teams; and w ith in  the 

training arena."

Head of the PSD

2.40 There is a need, however, for all forces to ensure that senior leaders 

are not simply nominated figureheads but actively engage in all 

aspects of the PSD's work, providing both the energy and resources 

to drive reactive performance and, equally importantly, the 

necessary degree of challenge and strategic foresight to encourage 

proactivity and preventive work.

Respect fo r  d ivers ity
2.41 With the volatility of the professional standards landscape, as 

described in Chapter 1, the importance of respect for diversity 

has rarely had such a high profile. Concerns about the current 

performance of the Service in this regard have particularly 

highlighted perceived disproportionality in the way staff from  

minority groups are dealt with by PSDs. The Commission for 

Racial Equality (CRE) report into the Police Service of England 

and Wales states:

“Baseline assessment grades for 2004/05; full reports available at
www.inspectorates.homeoffice.gov.uk/hmic/inspect_reportsl/baseline-assessments.html
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"... we noted growing evidence that ethnic m inority officers 

are subjected to formal investigation and the disciplinary 

procedure more often than their w hite colleagues..

2.42 The CRE report also states:

"The stakeholders all accepted that there was a perception 

that ethnic m inority police officers suffered 

disproportionate treatm ent..."

2.43 Due to the lack of credible Service-wide data and analysis, the extent 

of and reasons for any disproportionality in the area of professional 

standards are not known. It is a positive sign that at least five forces 

-  the Metropolitan Police Service, GMP, Northumbria, Leicestershire 

and Lancashire -  have commissioned research work into the reasons 

for this disproportionality with regard to black and minority ethnic 

staff. This shows a commitment and willingness to try and 

understand any underlying diversity issues. It is important for the 

Service as a whole that the results of these individual pieces of 

research are consolidated and that emerging lessons are made 

available across the Service. The collation of ethnicity data is 

discussed in detail in Chapter 8.

2.44 There is already significant work being undertaken in other business 

areas in respect of the race equality scheme (RES) for policing, 

including substantial inspection activity by HMIC diversity 

specialists. Undoubtedly, the disproportionality work may eventually 

be incorporated into the wider RES activity, but, at this early stage, 

it is felt that an ACPO PSC lead would be appropriate to ensure that 

the particular professional standards implications are identified 

and addressed.

2.45 The CRE report, the Morris report and the Taylor report all make 

recommendations that impact on professional standards. The 

recommendations in relation to diversity from these three reports 

are being progressed by the police national diversity team, which 

w ill produce a clear statement of expectations, and forces w ill need 

to be able to demonstrate that they are actively engaged in this 

process.

2.46 The use of independent advisory groups (lAGs) is seen as a positive 

step to ensure that investigations are dealt with sensitively with 

regard to diversity. Eorces wishing to demonstrate a commitment to 

respecting diversity would be advised to consider the use of lAGs in 

appropriate cases.

“ Commission for Racial Equality formal investigation into the Police Service of England and Wales, March 2005, 
paragraph 6.49.

‘̂ CRE report, paragraph 6.51.
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2.47 Having concentrated primarily on the race elements of diversity, it 

is also important for forces to reflect on issues from the other five 

strands of diversity: age, disability, religion, sexual orientation 

and gender.

Timeliness and p ropo rtiona lity  o f  investigations
2.48 The Police Reform Act 2002 provided a statutory framework for the 

new police complaints system, established the IPCC, and changed 

the way that complaints were recorded from April 2004 onwards. 

Complaints statistics are now collated (and w ill subsequently be 

published annually) by the IPCC.'^

2.49 Proportionality of investigations has been a core element of the 

work of the IPCC and, together with the Taylor Review and 

subsequent report in January 2005, this work represents a 

watershed in the way the police handles complaints. It is now 

recommended that all police forces should ensure that they use a 

proportionality test when handling complaints:

"Investigations and (where appropriate) hearings should be 

less formal and managed in  a m anner proportionate to the 

context and nature of the issue(s) at stake and in  

accordance w ith  the ACAS [Advisory, Conciliation and 

Arbitration Service] code."”

2.50 The benefits of forces moving towards a proportionate response to 

individual complaints include improving the way that complainants 

and staff feel they are dealt with and managing complainants' 

expectations honestly at an early stage. There is also a 

corresponding saving in staff time, which can then be diverted into 

dealing with more serious cases, thus making PSDs more effective.

2.51 HMIC found that many forces have embraced the Taylor report and 

have put systems in place to ensure that responses to complaints are 

proportionate and timely. HMIC found areas of good practice, such 

as those illustrated in the following case study.

At the time of writing, the annual statistics for 2004/05 were still awaiting publication. 
‘̂ Taylor report, recommendation 2(viii).
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C a s e  s t u d y :  A  p r o p o r t i o n a t e  a p p r o a c h  t o  i n v e s t i g a t i o n s

In Cambridgeshire Constabulary, there is an established 

assessment, screening and allocation process within the PSD, 

based on both the Lancet principles'*  ̂and recommendations from 

the Morris Inquiry. When a public complaint is received, the head 

of investigations or head of the PSD assesses the matter. It is then 

either returned to the ECU for local resolution or, if deemed 

appropriate, allocated to a member of the PSD team for formal 

investigation. The assessment includes consideration of the most 

suitable staff member to deal with the matter, taking into account 

their experience, training and background. The head of 

investigations confirms the terms of reference, together with any 

additional specialist staff or support required. The investigation 

is then tracked on the database, with ongoing assessments of both 

proportionality and timeliness completed by both the staff 

member and the head of investigations. Where an allegation is of 

serious misconduct or potential criminality, a formal investigation 

plan is completed by the designated investigator and a decision 

log is issued to them for use in the inquiry.

2.52 HMIC found individual cases where there appears to have been a 

disproportionate response in the handling of complaints, and several 

Police Federation representatives raised their concerns about the way 

in which individual cases have been dealt with. Reports include 

apparently heavy-handed and over-lengthy investigations in respect 

of relatively minor allegations. There is currently an absence of 

consolidated data that would allow any detailed analysis of this 

perceived problem, although there is some new work under way to 

examine particular issues of disproportionality on racial grounds 

(see details in Chapter 8). Heads of PSDs need to ensure that all cases 

are dealt with proportionately and that they have mechanisms in 

place to ensure that cases are monitored throughout their life. Once 

the IPCC statutory guidance has had time to become embedded, it 

will be important for chief officers to satisfy themselves that every 

force has an effective proportionality testing procedure.

2.53 Timeliness is a separate but equally important issue. There are 

several areas of potential delay, not least the periods during Crown 

Prosecution Service and IPCC considerations. This issue is the 

subject of a separate dedicated piece of joint inspection activity and 

is discussed further in Chapter 3.

° The principles published in Operation Lancet: A Case Study Review Report, Home Office, July 2002.
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An embedded N ationa l Intelligence Model process delivering an 
ana lytica l intelligence capability

2.54 As set out in Chapter 4 of this report, the importance of adopting an 

intelligence-led approach to addressing corruption cannot be 

overemphasised; however, it is equally important that robust 

processes are adopted in respect of complaints and misconduct.

This requires sophisticated and systematic approaches to be taken 

to ensure the continual flow of quality intelligence that is needed to 

drive all professional standards activity. It is for this reason that 

the investigation of professional standards matters, including 

complaints, must be based on intelligence-led policing and must be 

consistent with NIM.

2.55 NIM is now the system adopted by the police throughout England 

and Wales to manage intelligence, prioritise resources, identify 

threats and develop control measures aimed at addressing them.

As NIM is now embedded in forces for the handling of crime, it was 

an objective of the inspection to ascertain whether it is equally 

established for professional standards.

2.56 When applying NIM across PSDs, generic strategic intelligence 

assessments of all professional standards matters should be 

included, and these should drive proactivity not only in anti­

corruption work but throughout the business. This process would 

benefit from a clear definition of the main tasks and roles within 

the intelligence function and the availability of an appropriate 

intelligence database. The advantages of NIM are that the process 

allows managers to prioritise workloads against resources in a 

cyclical and sustainable manner.
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2.57 NIM is deployed quite extensively in anti-corruption units in 

virtually every force. However, many forces are still not proactive or 

intelligence-led across all the individual elements of professional 

standards, particularly those relating to complaints and misconduct.

2.58 A typical finding is that of a large northern force where the 

departmental business plan and NIM processes are evident; 

however, the work of the reactive complaints investigation unit is 

not intelligence-led. The force has identified this gap and, at the time 

of the inspection, was working to remedy it. An example of a force 

that has identified the importance of establishing NIM throughout 

the entire PSD is West Yorkshire, where NIM has been adapted to 

accommodate all aspects of the PSD's performance management.

NIM is being used to generate preventive activity as well as 

supporting and encouraging organisational learning and 

development.

G o o d  p r a c t i c e :  I n t e g r a t i o n  o f  N I M

In Lancashire, the PSD is gradually introducing all aspects of 

NIM to its business and is well advanced in this process.

In Thames Valley, NIM is being used to drive all resources 

within the PSD, both reactive and proactive. Based on an up-to- 

date comprehensive strategic assessment and control strategy, 

fortnightly tactical assessments identify critical cases and 

support a tasking and coordination process, which ensures that 

investigations are proportionate and timely.

"This is one of the biggest strategic issues we face; we 

need to ensure we embed NIM not just in  anti-corruption  

but throughout the entire business of professional 

standards."

A chief officer in a metropolitan force, when asked about adopting a NIM process for all 
aspects of the PSD

2.59 The degree of genuine NIM compliance, its use within PSDs and the 

degree of integration of professional standards activity into the core 

business processes of the force as a whole were major factors that 

informed the baseline assessment gradings of forces in 2005. The 

issues of NIM compliance and the scope of its use are highlighted 

several times within this report, emphasising the importance with 

which HMIC regards the issue.
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2.60 Essential to NIM compliance is the use of strategic threat 

assessments. The National Criminal Intelligence Service (NCIS) 

published a strategic assessment in April 2003 entitled Ethical 
Standards w ith in  the Police Service: Corruption Involving Collusion 
w ith  Criminals. A principal recommendation was that police forces 

should produce their own assessments annually, from which the 

NCIS assessment could be updated and a revised national 

assessment produced. NCIS noted in its report of May 2005, Ethical 
Standards w ith in  the Police Service: An Update on Corruption  
Issues, that "there was limited response to this recommendation 

and NCIS did not work on a national assessment in 2004".

2.61 A good PSD w ill therefore have produced a strategic assessment of 

vulnerabilities to corruption and a control strategy within the NIM  

process. Locally, these documents are used to inform strategic 

decision making regarding the size of units within the PSD and the 

allocation of resources to particular initiatives. For example, where 

information leakage is identified as the number one threat to the 

force, it may be that the head of the PSD decides to invest resources 

and time in an IT audit.

2.62 At a national level, the PSD's strategic assessment contributes to the 

national threat assessment, compiled by NCIS. Disappointingly, in 

2004/05 only 29 forces completed a strategic assessment and 

forwarded it to NCIS. This is discouraging because it prevents NCIS 

from obtaining a fully accurate national picture in relation to major 

threats facing the Service.

2.63 This also suggests that some forces are still failing to base strategic 

policy decisions about resourcing on valid intelligence and threat 

assessments. This strikes at the core of NIM and is a real 

vulnerability for forces who may otherwise find it difficult to justify 

the decisions they take in relation to efficiency and effectiveness.

2.64 There needs to be a high-level commitment in every force to 

developing strategic assessments and a robust control strategy to 

combat any potential threats. The steps in the decision-making
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process should be clear and auditable, leading from assessments 

and strategies to the final decisions taken.

Transparency o f  d irection and control issues
2.65 Complaints against the police are usually in respect of specific acts 

or omissions by staff which amount to misconduct. A direction and 

control complaint is about "any matter to do with the delivery of the 

policing service in a police area",'® and within a police force such 

complaints can relate to:

• operational policing policies;

• organisational decisions;

• general policing standards in the force; and

• operational management decisions.

2.66 Direction and control does not include matters to do with:

• the conduct of a member of staff;

• internal management and organisational support; or

• the general functions of a police authority.

2.67 There is a difference between complaints about the conduct of police 

personnel and non-conduct complaints relating to the direction and 

control of a police force. An example of a non-conduct complaint is 

where a member of the public complains about the fact that their 

community beat officer has been redeployed to other duties. This is 

not a complaint against the officer but against the decision to 

redeploy him or her, ie against a policy decision by a senior officer 

in relation to an aspect of the direction and control of the force.

2.68 The definition of direction and control complaints has been the 

subject of much heated debate between stakeholders at the national 

level: chief officers are concerned to ensure that any definition does 

not adversely affect their statutory duty to exercise the direction 

and control of operational policing; police authorities are keen to 

ensure that the public has an avenue through which to challenge 

policy and organisational decisions which affect local service 

delivery; and all involved want to ensure that the opportunities for 

organisational learning are not lost. After considerable consultation 

with ACPO, the APA, the IPCC and HMIC in April 2005, the Secretary 

of State issued guidance to chief officers and police authorities 

under section 14 of the Police Reform Act 2002 as to the handling 

of direction and control complaints.'®

2.69 Dealing with direction and control complaints effectively helps 

address community concerns and supports a citizen-focused 

approach. A major advantage of recording direction and control

®Home Office Circular 19/2005. 
’Home Office Circular 19/2005. 
°Home Office Circular 19/2005.
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complaints is that the force can capture any organisational learning 

that they may contain. Any lessons learnt should then be taken into 

consideration when developing force policy and/or making strategic 

decisions. A good PSD w ill therefore have robust mechanisms in 

place to record direction and control complaints and to analyse 

them in order to identify organisational learning. From a service­

wide perspective, there should be mechanisms in place to ensure 

that any lessons learnt are shared at regional and national levels.

2.70 The way that direction and control complaints are dealt with across 

the Service varies widely. In one force, the police authority is 

responsible for capturing any lessons learnt from direction and 

control complaints, in another there is a performance review 

department that has this responsibility, and in a third it is the task 

of a corporate development department.

2.71 This is another area where the standardisation of structures, 

functions and approaches would be beneficial. At present, forces 

appear to be struggling with the same problem in different ways, 

and with a greater or lesser degree of success. It seems sensible for 

the Service to determine the best way of managing direction and 

control complaints and then for all forces to adopt a national model.

2.72 ACPO should ensure that the issue of direction and control 

complaints is included in its work to devise standard structures and 

terminology (see recommendation 1 on page 42), having due regard 

to the guidance circulated in 2005.

2.73 It was also disappointing to find that many forces do not have robust 

mechanisms in place for ensuring that organisational learning from 

direction and control complaints is captured and shared:

"Organisational learning is compiled from cases investigated 

by professional standards staff. However, there is no process 

in  place to examine cases resolved locally for 'lessons learnt', 

and these represent the majority of complaints. Similarly, 

there is no clear route for the force to learn from complaints 

made against the direction and control of the force."

HMIC lead staff officer with regard to a small rural force

2.74 Other barriers to capturing organisational learning include the many 

different types of recording system used by forces and the fact that 

different departments assume this responsibility in different forces. 

Many forces have not embedded NIM  across PSDs, and this is 

particularly evident in the area of direction and control complaints.
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2.75 Areas of good practice exist, and there are many good examples of 

organisational learning at force level; however, these are not always 

replicated at Service level:

"The chief inspector (complaints) acts as the gatekeeper 

for direction and control complaints and assesses all letters 

received by the PSD to determine if  direction and control 

issues are evident. Furtherm ore, he dip-samples letters 

received by areas and departments to establish if  direction  

and control matters have been properly identified and 

dealt w ith. The PSD website provides advice to staff on how  

to deal w ith  these complaints and all complainants are 

contacted and advised of outcomes."

Head of professional standards in a small rural force

2.76 Organisational learning is explored in more depth in Chapter 8.

The cost o f  fu l l  service provision
2.77 Increasingly, in a cost-centred and cash-limited policing 

environment, it is difficult to bid for additional resources without 

a clear understanding of how much is being spent already and on 

what aspects of policing. Assessment of the value of spending also 

requires an ability to identify and, if  possible, quantify outcomes 

and compare these against potential rivals for funding.

2.78 Research conducted in 2004 by CRG Research Ltd of Cardiff on 

behalf of the Home Office found that forces spend around 0.55% 

of their budgets on complaints and discipline issues through their 

PSDs -  around £34.3 m illion per year in England and Wales in total. 

This does not include costs borne at a divisional or force leadership 

level, or the cost of external investigations.

2.79 Inspection teams found no evidence of any current method within 

the Service to assess what the budget for a PSD should be, or indeed 

whether the 0 .55% currently spent represents value for money. One 

reason given for the lack of any set formula to dictate budgets was 

that expenditure on professional standards should be based on the 

threats to the organisation. Another was that there are such diverse 

structures of PSDs throughout England and Wales that any 

comparative costing would be invalid. Eor example, some PSDs 

manage claims in respect of road traffic accidents as well as other 

risks to the integrity of the organisation.
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2.80 One school of thought is that there is no logical way to arrive at 

a business case for funding because the required outcomes are 

impossible to measure accurately.

"Business cases go out of the window here. W hat price do 

you put on your reputation, being sued for wrongful arrest, 

the security of your intelligence, your ability to present 

solid cases to court w ithout having them  overturned later, 

and the knowledge that the public has confidence in  you? 

How do you cost all of that? Forces cannot afford to have 

teams of detectives fully committed to dealing w ith  

elements of corruption, but they can't afford not to 

have them. You would never do it if  you waited for a 

business case."

Senior police officer

2.81 As each individual element of a PSD is standardised, and definitions 

of purpose and objectives are agreed at a national level, it should be 

possible to apply a greater degree of financial analysis to the inputs 

and outputs of the work of PSDs.

AGPO should include consideration of appropriate levels of 

resourcing for PSDs in the work it has already started on 

structures and terminology (see recommendation 1).

C o n c lu s io n

2.82 Professional standards are a complex but highly important area of 

policing. Individual forces have developed their PSDs and associated 

functions in very different ways, which is not necessarily a bad 

thing. However, it is clear that PSDs have evolved very different 

structures, functional definitions and terminology, and this presents 

a threat to their effectiveness -  in particular in the light of the 

impending restructuring into strategic police forces, which will 

mean that different cultures and systems w ill need to merge 

efficiently.

2.83 It is pleasing that ACPO has already started the process of updating 

its 2003 guidance to forces and is devising standard templates for 

functions, definitions and terminology. However, it is important that 

the opportunity is taken to look at these elements in depth and 

design something that w ill be fit for purpose in the new policing 

structures as early as possible.
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2.84 It is also vital that the standard template demands that the NIM- 

based, intelligence-led approach is embedded across all functions. 

This w ill require dedicated and skilled resources to provide 

intelligence handling, analysis and appropriate evaluation. It is also 

important that the work of PSDs is fully integrated into the core 

business processes of forces and that contacts with BCUs and other 

departments are strong and sustained.

2.85 The importance of strong and active leadership in terms of personal 

engagement together with effective oversight and support cannot be 

overstated. This can be enhanced through such bodies as a force's 

professional standards committee, and, perhaps above all, through 

the identification and sharing of lessons learnt, at both local and 

national levels.
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3. Com plaints and m isconduct

Introduction

"Maintaining confidence in the accountability and 
integrity of the police is vital not only to successful 
policing but also to increasing public confidence in our 
policing service. Part of that challenge is ensuring the  
public are able to raise legitim ate concerns w ith  their  
Police Service and have a clear understanding of how  they  
w ill be pursued."
Rt Hon. Hazel Blears, MP -  Minister for Policing, Security and Community Safetŷ ®

3.1 The Police Service depends on the confidence of the public it serves 
in order to operate effectively. This confidence can only be reinforced 
by the conviction that the Service is willing to listen to feedback in 
terms of complaints, deal effectively with these issues in a timely 
and efficient manner, accept that mistakes can be made and address 
these in the spirit of learning. It must make effective reparations 
without lengthy and expensive judicial processes and deal swiftly 
and positively with officers and staff who transgress.

3.2 The Police Service, the Government and outside agencies have been 
wrestling with how best to achieve this level of confidence for many 
years. In recent times, following the Police Reform Act 2002 (which, 
among other things, gave the Independent Police Complaints 
Commission (IPCC) its raison d'etre and its statutory powers, 
including publication of statutory guidance), work has moved apace 
to deliver more effective systems. Other significant work includes 
the Taylor Review and progress towards implementing its 
recommendations. The Association of Chief Police Officers (ACPO) 
contributed significantly to this review.

3.3 While high-profile cases attract media attention and can tarnish the 
national reputation of the police, much can be achieved at a local 
level to ensure public confidence by dealing speedily and effectively 
with complaints which may not attract the gaze and hype of media 
speculation.

Independence in th e  com plaints system
3.4 Since April 2004, the IPCC has taken centre stage in the arena 

of public complaints. Progress towards the introduction of an 
independent police complaints body can be charted back to 1929, 
when the Royal Commission on Police Powers considered a proposal 
that the Director of Public Prosecutions (DPP) should be given

°M aking the N ew  Complaints System  Work Better, IPCC statutory guidance, August 2005.
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personnel, independent of the police, to carry out the investigation 
of allegations of criminal conduct committed by police officers. The 
issue was revisited during the 1960s, following a series of highly 
publicised complaints, and again during the 1970s, fuelled by 
widespread allegations of misconduct, particularly within the 
Metropolitan Police Service. In response to this, the Government set 
up the Police Complaints Board (PCB) under the 1976 Police Act.

3.5 The PCB was a civilian oversight body with the power to review the 
final reports of investigating officers (lOs) in complaints cases. If it 
disagreed with the findings of the 10, it could recommend, and 
ultimately direct, that disciplinary proceedings be brought. The PCB 
was judged to be ineffective and bureaucratic, and this led to 
mounting criticism. However, the events that occurred in 1981, in 
Brixton and then shortly afterwards in Toxteth and Moss Side, put 
the complaints procedure back under the spotlight.

3.6 Lord Scarman, in his report on the Brixton riots, stated that there 
was "...a widespread and dangerous lack of public confidence in the 
existing system for handling complaints against the police". He went 
on to state that the introduction of an independent element into the 
investigation of complaints was vital.

3.7 He further expressed the view that "any solution falling short of a 
system of independent investigation for all complaints" was unlikely 
to be successful in achieving public confidence. He therefore decided 
that it was a question of weighing up whether the costs of such a 
system would be balanced by the gains in public confidence that 
resulted.

3.8 A compromise was reached under the Police and Criminal Evidence 
Act 1984 (PACE), whereby the Police Complaints Authority (PCA), the 
precursor to the IPCC, was established. The PCA supervised the most 
serious complaints investigations, including all incidents of death or 
serious injury involving police officers, and inherited the role of the 
PCB to review all completed investigations, with additional directive 
powers regarding disciplinary action.

3.9 Unfortunate events in the 1990s, which gave rise to high-profile 
inquiries such as those into the murder of Stephen Lawrence and the 
findings of the Home Affairs Committee on police complaints and 
discipline, called into question changes made to the police 
complaints system and concluded that neither complainants nor the 
public as a whole had been reassured that complaints were dealt 
with in an independent and impartial manner.
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3.10 The Government therefore commissioned a study by the pressure 
group Liberty into the feasibility of independent investigations into 
police complaints, and, in April 2000, Liberty issued its report.
An Independent Police Complaints Commission. The Government 
started a consultation process, and in December of that year 
published the emerging findings in Complaints against the Police -  
Framework for a New System. This process culminated in the Police 
Reform Act 2002.

3.11 The Police Reform Act 2002 sets out the statutory powers and 
responsibilities of the IPCC, chief police officers and police 
authorities for the new complaints system. This guarantees the 
independence of the Commission, outlines its role as guardian of 
the police complaints system as a whole, and gives the IPCC a 
duty to raise public confidence. Further detail on the role and 
responsibilities of the IPCC can be found at www.ipcc.gov.uk.

3.12 The IPCC has the power to investigate independently allegations of 
misconduct by people under the direction and control of the Chief 
Constable and any serious incidents referred to it according to the 
Police Reform Act or the Serious Organised Crime and Police Act 
2005. It can also supervise or manage police investigations or call 
in for review any complaint or conduct matter that gives cause for 
concern. The Commission is also charged with increasing the 
efficiency of complaints handling and improving timeliness in 
investigations. The statutory guidance encourages the formulation 
of clear terms of reference for each case, regular review, adopting a 
flexible approach, and, above all, remaining totally independent, 
being at all times fair and proportionate, and having due regard for 
all the parties concerned.

3.13 The Police Reform Act also gave the Commission other general 
guardianship powers, including inspection, monitoring, review and 
reporting functions, together with the power to issue statutory 
guidance. One of the key changes in the new system is the right of 
appeal to the IPCC at various stages of the complaints process.

3.14 The IPCC published its first statutory guidance in August 2005.
This guidance applies to all police forces in England and Wales and 
to all police officers, police staff and Special Constabulary members 
within those forces. Key principles endorsed by the statutory 
guidance include the need for:
• police forces to improve access for those who have a complaint 

to make;
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• early and ongoing assessment, so that appropriate decisions are 
made in a timely and efficient manner and investigations are 
reviewed to ensure that proportionate steps are being taken; and

• a move from the current adversarial approach to investigation and 
quasi-judicial hearings to a position where complaints are seen as 
a means by which the organisation can learn and develop.

A ccessib ility
Accessing the complaints system

3.15 The current complaints and misconduct system can be described as 
mirroring traditional police work in that it closely resembles the 
process used to deal with a reported crime. In both cases, details of 
an alleged incident are recorded, evidence is preserved and initial 
statements are taken. An 10 (or team, depending on the severity or 
complexity of the case) is appointed to investigate the allegation. 
Further interviews may follow before the alleged 'offender' is 
interviewed and a decision is made as to whether a hearing is 
appropriate. A guilty verdict w ill lead to an imposed sanction,
and there are avenues of appeal against either the verdict or the 
sanction, or both.

3.16 The police complaints and misconduct process follows these basic 
principles, and the procedure, as it applies to police officers, is 
carried out under the Police (Conduct) Regulations 2004. The 
regulations and accompanying guidance describe the process for 
investigation and proceeding against police officers for discipline 
matters. They also include a code of conduct for police officers 
which sets out the prescribed standards of behaviour. Special 
constables are also covered in these regulations, although sanctions 
and appeals mechanisms differ slightly.

3.17 The Police Reform Act 2002 introduced a system that applies to 
everyone who comes under the direction and control of the Chief 
Constable,™ including police officers, special constables and police 
staff. As a result, many force professional standards departments 
(PSDs) now investigate both police staff and police officers. 
Misconduct procedures for police staff are currently drawn up by 
individual police authorities, and, while they are based on the 
Advisory, Conciliation and Arbitration Service (ACAS) code of 
practice, there is variation between forces. However, following the 
Taylor Review in January 2005, the Police Staff Council is exploring 
the development of a code of professional standards for police staff, 
although this work is still at an early stage.

°Or commissioner in respect of the Metropolitan Police Service (MPS) and the City of London Police.
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W h a t  is  a  c o m p la in t ?

3.18 Under the Police Reform Act, a 'complaint' is any allegation from a 
member of the public about the 'conduct' of a person serving with  
the police. It may be about, for example, behaviour, inappropriate 
language, acts or omissions. At its most serious, it may be about an 
allegation of criminal behaviour.

W h o  c a n  m a k e  a  c o m p la in t ?

3.19 Complaints against the police can only be made by members of 
the public under the circumstances described below. Internal 
disciplinary measures also exist, however, and internal misconduct 
issues can be reported through normal management channels to the 
PSD or through indirect methods such as confidential reporting lines 
(as described at paragraph(s) 3.43 to 3.46).

3.20 Under the Police Reform Act 2002, any of the following categories of 
complainant are entitled to make a complaint:
• any member of the public who alleges that police misconduct was 

directed at them;
• any member of the public who alleges that they have been 

adversely affected by police misconduct, even if it was not directed 
at them;

• any member of the public who claims that they witnessed  
misconduct by the police; or

• a person acting on behalf of someone who falls within any of the 
three categories above.

H o w  c a n  c o m p la in t s  b e  m a d e ?

3.21 In the past, complaints could only be made in person at a police 
station, where, following an interview with a supervisor or manager, 
the complaint would be formally recorded. The reforms brought 
about by the Police Reform Act 2002 and reinforced in the IPCC 
statutory guidance are about increasing everyone's access to the 
police complaints system. This includes not putting practical 
obstacles in the way of people complaining.

3.22 People can now make a complaint:
• at any police station, in person, by phone or in writing, by e-mail 

or fax;
• by phoning, emailing, writing to or faxing the IPCC, who w ill pass 

it on, with the complainant's consent, to the relevant force for 
action. The force that is the subject of the complaint is responsible 
for recording the complaint; or
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• by a third party, provided the complainant gives written 
permission for the third party to make the complaint on 
their behalf.

3.23 Misconduct can also come to light via confidential reporting lines, 
which can be accessed either by members of the public or by staff 
colleagues. It should be noted, however, that where the allegation of 
misconduct originates from within the Service, from a fellow officer 
or member of staff, this is not a recordable 'complaint' but is dealt 
with as misconduct through separate internal processes.

Figure 3: A ccessing th e  com plaints and m isconduct system

C o m p l a i n t  f r o m  
m e m b e r  o f  t h e  p u b l i c

V i s i t / l e t t e r / p h o n e / e - m a i l /  
t h i r d  i w r t y  

o r  v ia  t h e  IP C C

C o n f i d e n t i a l
r e p o r t in g

l in e

I n t e r n a l  a l l e g a t io n  
o f  m is c o n d u c t

M a n a g e r s ,  s t a f f  a n d  
i n t e r n a l  s y s te m s  

o r  v ia  t h e  I P C C

R e c o r d  a n d  g a t h e r  t h e  f a c t s

Accessibility issues
3.24 There are a number of key issues that can act as either enablers or 

indeed barriers to the complainant managing to access the system, 
and thereby make their complaint known. This inspection 
highlighted five significant issues:
• the degree of trust and confidence in the system (felt by those 

making the allegation);
• the attitude of staff receiving the complaint or allegation;
• differing availability of third-party access routes;
• variations in methods of capturing information; and
• confidential reporting lines.

T h e  d e g r e e  o f  t r u s t  a n d  c o n f id e n c e  i n  t h e  s y s t e m

3.25 While the Police Service wishes to be seen as an approachable and 
helpful agency, it remains a symbol of authority in the community, 
and for many people the prospect of contacting the police under any 
circumstance is not a step to be taken lightly. Imagine then how 
much greater the step for a member of the public who has reason to 
complain against a police officer or about the service received at the 
hands of the police. For some people, this is not a step but a leap of
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faith. Take, for example, members of minority groups who may not 
have a sound grasp of the English language, or those who come from 
other minority groups with perhaps historical but nevertheless good 
reason to mistrust the police. This has been borne out by recent 
research conducted by the IPCC. '̂

When asked for possible reasons for not complaining,
com plainants gave the following responses:
• 36% of respondents agreed that they didn't think  

complaining would make a difference.
• 31% agreed that they didn't think they'd be taken seriously.
• 28% agreed that they didn't know how to make a complaint.
• 23% agreed that they thought it would take too much tim e.
• 19% agreed that they would worry about police harassm ent 

or other consequences.
• 17% agreed that they didn't w ant to make trouble for the  

police by complaining.

3.26 The Police Service acknowledges the perceived difficulties some 
groups have in terms of trust and confidence, and over the years it 
has attempted to build bridges with hard-to-reach or hard-to-hear 
minority communities through measures such as the introduction of 
independent advisory groups (lAGs) and other outreach work, such 
as the creation of lesbian and gay, bisexual and transgender (LGBT) 
liaison groups. These communities are invaluable, as is the wider 
community, in terms of the information and intelligence they can 
give to the police, and so it is important to continue the hard work 
already undertaken in this area.

3.27 Some forces are already taking forward initiatives specifically aimed 
at promoting trust and confidence in the complaints system.

‘ Confidence in  the Police Complaints System : A Survey o f  the General Population, Maria Docking and Tom 
Buck, January 2006. Independent Police Complaints Commission (IPCC).
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Good practice: Prom oting tru st and confidence
In Devon and Cornwall, the head of the PSD personally contacted 
a number of gay and lesbian support groups with the intention of 
developing third-party reporting for complaints against the 
police. This is good practice and shows a police commitment to 
engage with minority communities. It has the potential for 
further development once greater trust has been established.

In Humberside, the force has introduced an investigation 
contract, which is drawn up between the complainant and the 10 
at the outset of a complaint investigation. This contract sets out 
the agreed actions that the 10 will pursue as well as providing 
an indicative timeframe for the provision and method of updates 
and for the conclusion of enquiries. This process has reduced 
adverse comments by complainants about timeliness and 
proportionality of investigations. This demonstrates concern 
for the needs of the complainant and, if administered in a 
compassionate yet constructive way, allows for concerns 
or apprehensions to be met and addressed.

3.28 While many would consider it the duty of an employee to report 
misconduct or corruption issues involving colleagues, others would 
say it requires considerable moral courage and the support of the 
organisation's leadership to do so. There is a need to ensure that 
those who take this step receive the necessary encouragement, value 
and support from the organisation they seek to protect.

Good practice: 'Contract o f trust'
In Devon and Cornwall, a document entitled a 'contract of trust' 
is used, especially in relation to members of both the public and 
the police force who report misconduct through the proactive 
unit of the PSD. This contract sets out how, when and to what 
level complainants/informants w ish to be updated in relation to 
investigations. It is possible that this good practice may be 
widened to cover all aspects of complaints against the police.

3.29 Many forces have found that customer satisfaction has increased by 
improving the communication flows between the organisation and 
complainants and witnesses. Good practice was identified within 
the MPS at Norbury, where the complaints and misconduct unit had 
used an external company specialising in plain English to develop a 
suite of customer-focused letters to complainants. These have been 
evaluated and have been given the Chartermark seal of approval. 
These templates have now been disseminated to other forces around
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the country, which have either adopted them or, if they are already 
using similar approaches, adapted them to suit their needs.

3.30 It is a well documented fact that individuals from minority groups 
may have significant concerns about contacting the police for a 
number of reasons, some cultural and some born out of experience, 
either personal or vicarious. During the thematic inspection, it was 
clear that, although forces are attempting to build bridges with 
minority communities, there is no room for complacency, and in 
some cases there is scope for greater proactivity in this regard.

"There is a great reluctance [on the part of the LGBT 
community] to engage w ith  the police on any matter, 
particularly in respect of police wrongdoing."
A member of a gay police support group

3.31 In his view, this was a direct reflection of the organisational 
approach to LGBT issues. He went on to quote an example where a 
probationary officer asked a police constable (PC) with five years' 
experience for advice. The probationary officer was dealing with an 
assault that he felt may have been homophobic; the PC told him it 
was best not to mention it, as it only complicated the issue.

T h e  a t t i t u d e  o f  s t a f f  r e c e i v in g  t h e  c o m p l a i n t  o r  a l l e g a t io n

"The Independent Police Complaints Commission w ants to 
see good custom er service right at the heart of the police 
com plaints system  and confident handling of com plaints by 
police at a local level, w here w e can make a real difference 
to com m unity confidence."
Nick Hardwick, Chair of the IPCC“

3.32 In its statutory guidance, the IPCC suggests that the Police Service 
should move to a complaint-centred approach, where complaints are 
seen as opportunities for organisational and individual learning and 
for service improvement. Police forces should be ensuring that the 
public has information about the complaints system and how to use 
it. This information should be disseminated in a positive way, which 
instils confidence, and any obstacles to making a complaint should 
be removed.

3.33 The IPCC urges police officers and staff to start from a position of 
belief in the complainant and to treat the issue as a complaint 
against the police if there is any element of doubt. Historically, it is 
fair to say that the vast majority of people coming into stations to

^M aking the N ew  Complaints System  Work Better, IPCC statutory guidance, August 2005.
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complain about the police or about action taken by them would have 
been confronted with a number of hurdles to overcome.

3.34 First, they would speak to the station desk officer, who would listen  
to them and try to deal effectively with their complaint but probably 
would not record it. In many cases, it would be the intention of desk 
staff not to cause their supervisors unnecessary work, and they 
would attempt to diffuse the complaint. If this failed, a supervisor 
would be called, if available, who would probably take the 
complainant into an office and discuss their issues over 'a 
proverbial cup of tea'. If this failed, as a last resort the details of 
the complaint would be recorded and submitted to headquarters 
for investigation.

D i f f e r i n g  a v a i l a b i l i t y  o f  t h i r d - p a r t y  a c c e s s  r o u t e s

3.35 One important feature of the complaints system as revised under the 
Police Reform Act 2002 is for third-party reporting through gateway 
or signposting organisations, provided they have been given written 
permission to act on the complainant's behalf.

3.36 Agencies such as Citizens Advice Bureaux, the Youth Justice Board, 
the National Probation Service, the Neighbourhood Renewal Unit 
and the Commission for Racial Equality (CRE) were among the first 
to be used as 'signposting points' into the complaints system, and 
the IPCC is keen to work with other organisations in the statutory, 
voluntary and wider community that have the trust and engagement 
of visible and non-visible minority groups. There is evidence to 
suggest that these initiatives are also being embraced by the Police 
Service. There are opportunities available to market this important 
development more effectively -  one might be to use the same format 
as the high-profile launch of third-party reporting in relation to 
hate crime.

3.37 In May 2004, True Vision was launched, an initiative aimed at 
improving the service the police provides to minority communities. 
Twenty-three different police forces worked together to provide a 
single self-reporting and information pack, together with an online 
facility that allows victims to report hate crime directly to the police.

I’.’". -v..
f  IT W elcome to  True Vision

The Police Service recognises that hate crime comes in many 
different forms, including homophobic and transphobic hate 
crime.

WE WILL TAKE YOUR COMPLAINT SERIOUSLY

Raising the standard 67

MOD200016864



For Distribution to CPs

Complaints and misconduct

3.38 There is an opportunity to widen the scope of the True Vision 
principles and publicity, promoting public confidence in reporting 
complaints against the police through trusted agencies, as has 
happened for allegations of homophobic crime. Cumbria Police PSD 
has taken the initiative by developing a guide to complaints, which 
has been included in the True Vision pack that is sent out to hard-to- 
reach groups, as part of the pilot to make the complaints process 
more accessible in Cumbria.

V a r i a t i o n s  i n  m e t h o d s  o f  c a p t u r i n g  i n f o r m a t i o n

3.39 While there is no question that recording practices have improved, 
there is still evidence that differing practices exist in different force 
areas and, indeed, within the same policing areas. A number of 
forces are seeking to address the difficulties that can be experienced 
in making initial complaints, especially out of office hours.

Good practice: Use of reserve desks as po in ts of con tact
In both the MPS and Greater M anchester Police, reserve desks 
have been introduced to handle complaints against the police. 
These desks are a valuable point of reference for operational 
staff with queries and problems and provide an interface that is 
available throughout the day (and night, in the case of the MPS).

XssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssX

3.40 Some forces have been proactive in market testing the efficiency of 
their own complaints systems. A notable example is within the MPS, 
where its Operation Anarchises used trained 'mystery shoppers'. 
These individuals, properly briefed and following a tightly 
prescribed methodology, attempted to make complaints by various 
means; the complaints that were successfully made were then 
tracked through the system to ensure that appropriate and timely 
actions were taken.

3.41 The MPS identified a number of issues, not least the difficulty 
experienced by some mystery shoppers in making simple 
complaints. The force was, however, able to learn from the outcomes 
of the mystery shopping exercise, and other similar exercises are 
planned for the future to ensure that procedures have been made 
more efficient and that lessons have been learnt.

3.42 This example has been used as a learning exercise by forces that 
have used this type of process testing. Forces that intend to 
establish such a process must ensure that all interested parties are 
consulted and that it is clearly understood that any breaches will be 
viewed in the light of organisational development and learning
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rather than in any negative light. In the case mentioned, the 
interested parties included staff associations, which were fully 
consulted and supported the operation.

Cijiot'ofncnrs sijmtid esUiblish tnnthods o f  tuHfifjg procuHsejs 
systnn>s and staff, for oxatupiti Uy using mvstnrv shnppf'^f’- 
ensure thai they a re able fo record ajui process cornptainfs 
agaiusf Ufa potme in a tim ely ami nffn^ietd, tnatmer.

C o n f i d e n t i a l  r e p o r t i n g  l in e s

3.43 One method by which members of the public, police officers and 
police staff may prefer to report misconduct, criminal or corrupt 
practice is by using a confidential reporting line. This matter, among 
other things, was reviewed in the CRE's report in March 2005.“
The CRE recommended that:

"Chief officers should review their own confidential 
reporting policies and fully independent arrangem ents 
should be made available by 1 September 2005. Chief 
officers should encourage the use of confidential reporting 
for racism and provide full protection for the service user. 
The facility should have a m echanism  for onward reporting 
to the Independent Police Complaints Commission (IPCC) in  
compliance w ith  the Public Interest Disclosure Act 1998. 
The IPCC should report to police forces, police authorities 
and the Home Office on the use of the system  and the  
nature and location of such reports. The IPCC should  
m onitor the system s' use and accessibility, taking 
appropriate action in response to any findings."^

3.44 The joint ACPO, Association of Police Authorities (APA) and Home 
Office response set out in the race equality programme for the Police 
Service in July 2005 accepted this recommendation and stated:

"A majority of forces have either im plem ented or are 
currently evaluating options regarding the provision of 
externally provided independent reporting m echanism s for 
staff. ACPO Professional Standards Committee w ill review  
forces' experiences w ith  the different service providers 
currently being used by October 2005, w ith  a view  to  
engaging all stakeholders in a project to introduce a 
national facility. The IPCC w ill m onitor use of its  system  for 
PIDA-protected“ disclosures. The IPCC is not keen to take

The Police Service in  England a n d  Wales: Final Report o f  a Formal Investigation, CRE, March 2005.
^̂ CRE report, recommendation 89, paragraph 6.267.
Public Interest Disclosure Act 1998.
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responsibility for m onitoring all individual force-based  
confidential reporting systems."

3.45 Police forces have begun to address this issue, but problems such 
as low uptake have been experienced in some forces where, for 
example, officers and staff have expressed a reluctance to leave 
messages on answer phones or speak to personnel they do not know. 
Encouragement to use such lines appears in ACPO's race equality 
scheme, and a survey prepared on behalf of ACPO has produced 
options for forces to consider.

3.46 There are a number of forces that have introduced external 
confidential reporting lines, while others are currently researching 
the cost of this exercise in a bid to comply with the CRE's 
recommendations using the most cost-effective solution. There are a 
number of potential suppliers, but costs differ. Key to the process is 
effective marketing; forces with a greater uptake tend to be those 
that have marketed the service effectively. This matter is discussed  
further in Chapter 4.

Early a ssessm en t
3.47 The action taken at the outset of a complaint against the police or 

report of misconduct has a big impact on later stages. It could be 
said that this 'golden hour' of investigation sets the tone and plays 
an important part in managing the expectations of the complainant. 
The Taylor report, more recently followed by the IPCC statutory 
guidance, acknowledged that early assessment plays a vital part in 
encouraging openness on the part of officers and in achieving 
proportionality for the organisation. The report recognised that this 
would also allow the member of the public (if it were a public 
complaint) to be immediately aware of how the process would be 
managed and what the outcomes might be. The review also cited the 
fact that most complainants were reported as seeing this as 
important.

3.48 Eigure 4 below indicates the need to form an accurate picture of the 
allegation at the earliest stage, as this will have a major influence on 
which path the case w ill take. It is also important that supervisors 
responsible for taking the initial complaint are trained and 
confident in the handling and management of the process.

3.49 Once it has been recorded, the complaint may follow one of a 
number of paths. At one extreme there is the criminal allegation, for 
example theft, or an allegation of corruption, such as taking a bribe, 
in which case the report and associated evidence will be passed
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Figure 4: A ssessing th e  com plaint

Record and gather th e  facts

Cl l in e
P o s s ib le  

c o i T i i p l i o n

C ID  o r  P S D

M is o o n c l i ic t  P e r r o r m a n r ie
scats D i r e c l i o n

a n d  c o n t r o l
!j I c o m p e t e n c e  t t 

| i  H R  o r  ( lo c a l )  m a n a g e m e n t

............j:.............
D e c id e  t o  i n v e s t ig a t e

.......... I ..........
L o c a l  r e s o l u t i o n

directly to the criminal investigation department (CID) or the anti­
corruption unit of the PSD.

3.50 The IPCC, as part of its role to increase public confidence in the 
complaints system, will take referrals from the Police Service. The 
onus is on forces to refer cases that they deem might damage public 
confidence in policing. This definition is deliberately vague, and the 
expectation is that forces w ill use appropriate discretion and also 
refer other cases where there is any element of doubt. In addition, 
there are also categories of complaint where there is a statutory 
referral mechanism: these include incidents involving the police 
where there has been a death or serious injury, allegations of serious 
assault or sexual assault by a member of the police, allegations of 
serious corruption, any criminal offence or behaviour aggravated by 
discriminatory behaviour, or any serious arrestable offence.

3.51 The middle course, if a case for misconduct is made, affords some 
discretion. If the misconduct is minor, for example an allegation of 
incivility, then there is the option to resolve the complaint locally 
(discussed later in this chapter). If it is more serious, such as abuse 
of authority or excessive use of force, then it is likely to be referred 
to the PSD for investigation. Currently, most cases go directly to the 
PSD for investigation, but in the future more misconduct offences 
w ill be managed locally by line supervisors and only serious or 
gross misconduct cases w ill find their way to PSDs. Again, training 
of and confidence in line supervisors w ill be of paramount 
importance.

3.52 It may be decided that it is appropriate to dispense with a complaint 
at an early stage in the process, or at some other stage in the process 
it may become appropriate to discontinue the complaint. This may be
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in the light of, for example, non-cooperation by the complainant, or it 
may be deemed appropriate to resolve the complaint locally after all. 
For this reason, it is important that the investigative process remains 
under review and that decisions are made that are appropriate to the 
needs of the case and the complainant.

3.53 There may be allegations of a lack of competence or capability to 
perform a duty to the appropriate standard, rather than of a crime 
or misconduct. These may be dealt with by a management 
intervention or by invoking procedures known as unsatisfactory 
performance procedures (UPPs), discussed in Chapter 5. These 
procedures are also being re-examined at the time of writing in the 
light of the Taylor Review.

3.54 The final avenue is that of a 'direction and control' complaint. This 
is a complaint that relates to the direction and control of a force, 
and is one that relates to operational policing policies (where there 
is no issue of misconduct) or organisational decisions, for example 
regarding the deployment of staff, the general policing standards in 
the force or operational management decisions (again, where there is 
no issue of conduct). They include direction and control by any 
officer serving under the delegated authority of the chief officer, 
either directly or indirectly. This form of complaint is not recordable 
as a complaint against the police under Regulation 12 of the Act, but 
is recordable under Regulation 14.

3.55 Once the early assessment is completed and the decision made that 
there appears to be a case of misconduct to progress, and that 
dispensation or discontinuance are not immediate options, either a 
full investigation takes place or a local resolution is pursued.

Local resolution

"I use common sense in deciding w hether or not to record 
a complaint and I only ever put pen to paper if there's no 
sergeant available."
Police staff member in the South West

3.56 The comment above is perhaps typical of the traditional way in 
which police officers and staff handled complaints at front counters. 
It is of concern, but possibly not surprising, that these attitudes still 
exist despite the efforts of police forces and the IPCC to ensure that 
complainants are taken seriously.
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3.57 It is fair to say that the Police Service might have been seen as 
'complaint averse' in the past, with much effort at station enquiry 
desks devoted to avoiding having to record complaints formally. 
Relatively few complaints were formally recorded compared with the 
number of potential complainants who came into a station. There is, 
however, no substitute for early complaint resolution as it boosts 
confidence in the police from the perspective of the complainant, 
who feels that they have been listened to and that action has been 
taken to deal with their grievance.

"I would regard it as a personal failure if after having 
spent tim e w ith  a mem ber of the public they still insisted  
on making a complaint."
Police inspector

3.58 The unfortunate result of these historical, and often well intentioned, 
efforts to resolve complaints in the quickest and least bureaucratic 
manner was the potential to make some complainants feel frustrated.
It also encouraged a culture of avoidance in terms of recording those 
complaints which might indeed merit further investigation. Other 
unintended outcomes were that information was being lost that might 
help to improve policing services through organisational learning; staff 
evaded sanctions when they may well have breached the disciplinary 
codes; and the lack of recording cast doubt on the validity of statistics.

3.59 In a bid to improve this situation, in the 1980s a process known as 
informal resolution was introduced whereby a complaint form could 
be completed but, if the complainant agreed and the alleged conduct 
was not deemed serious, the incident could be resolved at the point 
of first contact. This expedient and legitimate course of action was 
intended to formalise the unofficial process adopted previously by 
recording the complaint and maximising opportunities to give the 
complainant a sense of being valued and that action was being taken.

3.60 This process has been revised under the Police Reform Act 2002 and 
is now known as local resolution. The process is being actively 
promoted by the IPCC, which is also encouraging forces to be more 
innovative in their methods of resolving local issues locally. The 
IPCC advocates such methods as:
• providing information;
• an apology on behalf of the force;
• concluding the matter through correspondence that explains the 

circumstances of the case and the action taken;
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• communication between the complainant and the person 
complained about via the manager who is handling the complaint;

• an apology made by the manager or the PSD on behalf of an 
individual (who has to agree); and

• a face-to-face meeting between the complainant and the person 
complained about, mediated by the manager handling the 
complaint or by another person agreed by all parties.

3.61 The IPCC also encourages forces to introduce imaginative and 
original methods of responding to complaints, including arranging 
visits for complainants to see the police in action, or sending a 
bouquet of flowers with an apology.

3.62 In its guidance, the Commission also encourages forces to work with 
local branches of staff associations and trade unions to develop 
inventive ways of settling complaints. As long as such approaches 
cannot be misconstrued as avoiding the issue or failing to take 
appropriate action, and if they are used to develop and improve 
relationships with complainants or communities, the IPCC 
supports them.

3.63 Several forces are experimenting with the use of restorative justice 
techniques in the local resolution of complaints.

Good practice: R estorative ju stice  in local resolution
In Thames Valley, there is a well established restorative justice 
regime that is being extended to local resolution, in recognition 
of the fact that the most effective method of resolving conflict is 
one that is informal and as fast as possible. The force has 
pioneered the use of restorative conferencing and has a number 
of trained facilitators with the skills to mediate in any dispute. 
There is also a belief in the use of facilitators to resolve the 
personal issues surrounding full complaints made by members 
of the public against staff, and their use is encouraged wherever 
possible within the complaints process. This mediation provides 
the opportunity for complainants to address their concerns and 
expectations from the process and may indeed assist in bringing 
closure to issues that, despite the disciplinary process, remain 
painful to the aggrieved party.
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3.64 The process of local resolution has proved successful in many 
forces, but there remain some where reluctance to resort to this 
speedy means of resolving the complaint persists. It is accepted that 
some staff are more adept than others at resolving this type of issue, 
and that on occasion complainants are more receptive to informal 
resolution once the heat of the moment has passed and they have 
reflected on the incident more objectively. However, it is also the 
case that supervisors and those who should conduct this process 
lack the training and therefore the confidence to use the tool 
effectively.

3.65

Case study: Variable use o f local resolution
In one metropolitan force, basic command unit (ECU) 
commanders reported variable use and uptake of the local 
resolution policy. They reported that supervisors were applying 
a subjective test as to whether these (lower-level) complaints 
should be recorded in the first place; they agreed that this was 
likely to result in lower recording rates. They also commented 
that there was evidence of enquiry staff not acting swiftly 
enough to record complaints unless they were deemed serious.

The Taylor report discusses the issues around ownership of the 
complaints process. It is suggested that the current process is seen 
as being 'complainant-driven' -  the complainant makes the decision 
as to whether they w ill accept a local resolution or whether they will 
insist on a full disciplinary enquiry. This insistence is sometimes 
unrealistic because it is motivated by the desire to reach an outcome 
that is unlikely in reality, for example the sacking of an officer.

3.66 The complainant-driven approach was intended to instil public 
confidence in the system but it can result in inappropriately harsh 
or long-winded procedures for relatively minor incidents. The 
intention is that the system should remain 'complainant-focused' 
but be more actively managed by the police. It is suggested that 
local police might be able to make the decision as to whether a 
complaint should be resolved locally. This was suggested following 
the Taylor Review but is currently subject to debate. An acceptable 
compromise may be to allow police forces discretion to manage the 
system but to guarantee an avenue of appeal through the IPCC.

3.67 Another barrier to adopting local resolution is the litigious culture 
now common in today's society. Officers and organisations are wary 
of apologising or accepting responsibility for wrongful acts or 
omissions for fear of being the subject of legal action on behalf of
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the complainant. A further barrier is the distrust of the complaints 
and misconduct system by police officers. For many staff, 
apologising unreservedly and accepting the shortcomings of their 
actions presents an understandable fear that it could result in 
formal disciplinary action.

"If you think I'm going to apologise to anyone and run the  
risk of the 9 o'clock inquest or no w in  no fee solicitors then  
you m ust be joking. Anyway, how  do I know w hat I say 
won't be used against me later?"
Police constable

3.68 This fear is often the result of a lack of understanding of the process 
and is exacerbated by regulations that stipulate that, if evidence 
supporting formal disciplinary proceedings should surface at any 
time during a local resolution process, then the formal process will 
commence. This is a major influence on officers declining to meet 
complainants as part of the healing process, or accepting or 
apologising for their actions.

3.69 Officers and staff need to be reminded that local resolution is a 
protected process and that anything said during local resolution of a 
complaint may not be used later in formal disciplinary proceedings. 
Furthermore, officers and staff actually have more protection than 
previously, as once a complainant has signed up to a local resolution 
they cannot revert to a formal investigation, whereas previously, 
under informal resolution processes, the complainant could 
withdraw from the informal resolution at any time and revert to 
formal investigation.

3.70 There is a need to develop a greater sense of a learning culture 
where individuals do not feel threatened; instead, they accept their 
mistakes safe in the knowledge that they will not be subject to 
draconian sanctions but they will be given the opportunity to learn 
and develop as a result of the experience. In the future, this may be 
achieved through a proposed early assessment of the likely outcome 
and a mutual agreement to admission and resolution, for example 
through a written warning and a plan to develop the individual's 
appropriate skills.

3.71 If officers are not in fear of either litigation or job loss, it is likely 
that they w ill be more inclined to engage in the process and meet 
the complainant. This will permit the facilitated exchange of views 
and possibly a restorative justice outcome, where both the officer
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and the member of the public making the complaint w ill emerge 
feeling that they have reached a positive outcome.

Good practice: R estorative ju stice  training
In Dorset, significant effort in training is under way in 
restorative justice techniques, which w ill provide staff at ECU 
level with the knowledge and ability to deal with more 
complaints at a local level. The force has been quick to pick up 
on the benefits of local resolution using restorative techniques, 
citing cases of increased community engagement and 
intelligence flow that have resulted from interactions with the 
public which were initially negative.

3.72 The Institute for Criminal Policy Research at King's College London 
has been funded by the National Lottery Community Fund and the 
IPCC to examine the new arrangements for local resolution of police 
complaints and has been charged with quantifying the extent of this 
change and the variation in the use of local resolution across forces 
in England and Wales.

3.73 The first phase of the research involved an in-depth examination of 
local resolution's predecessor, informal resolution, in six forces, and 
a more general survey across all 43 forces of England and Wales. The 
second phase involved interviewing a large number of complainants 
and officers about their experience of informal resolution. The third 
and final phase of the research started after the IPCC had been in 
place for a year and was designed to assess any changes to the 
organisational arrangements to deal with complaints suitable for 
local resolution and to develop and monitor new ideas for resolving 
complaints locally.

3.74 At the time of writing, analysis is still under way and it is 
anticipated that the final report from this detailed study should be 
in the public domain in summer 2006. Early findings from the 
research, which assess the organisational arrangements for local 
resolution, include the following:
• There is widespread agreement in PSDs that changes brought in 

by the Police Reform Act 2002 have resulted in a simpler, more 
transparent system and are perceived to have improved 
complainant satisfaction.

• Eew forces felt that officer understanding or satisfaction with the 
process had improved since April 2004.

• Eew forces reported any difficulties with the transition from the 
PCA to the IPCC.
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• Some forces noted that they would like further guidance from the 
IPCC on the suitability of local resolution for 'borderline' 
complaints, best practice across forces, and the practicalities of 
conducting local resolutions.

• The practice of 'desktop resolution', where complaints are dealt 
with immediately and not recorded, has continued.

• Divisional officers who provide support and advice to those 
conducting local resolutions were used in half the forces.

• A number of forces stated that they would support mandatory 
local resolution for suitable complaints, thus removing the right 
of the complainant to opt for a full investigation.

3.75 Findings from interviews with complainants and officers who have 
had a complaint resolved locally will be reported in greater detail 
later in 2006.

3.76 It is perhaps no coincidence that the forces that have achieved the 
greatest results and improvements in local complaints management 
issues, such as local resolution, have senior and readily identifiable 
ECU champions. Their responsibilities include training and 
developing supervisors and staff, and monitoring and promotional 
work within ECUs and among external stakeholders, in addition to 
their normal duties. These champions are able to explain and 
demystify the issues surrounding complaints and professional 
standards and prove a valuable conduit between senior management 
and both the workforce and the community.

3.77 This approach to improving standards and professionalism at a 
local level could also prove pivotal in the light of the ongoing work 
that has resulted from the Taylor Review and which will result in 
greater ownership at ECU level of misconduct issues. There may also 
be capacity for ECU champions to advise on other related issues, 
such as the management of UPPs, fairness in the workplace, and 
direction and control complaints.
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Good practice: PSD cham pions
Each police area in Thames Valley Police has a ECU champion, 
usually a chief inspector or inspector. These individuals have 
been very influential in helping to raise awareness of and 
confidence in local resolution. The force now resolves over 50% 
of complaints locally and has very low appeal rates. The 
champions are trained by the PSD. Now that the new IPCC 
guidance on dealing with complaints has been published, there 
is a further opportunity to use the champions to publicise the 
new guidance and spread the message about proportionate 
investigations.

3.78 It is vital that data relating to all these issues is held centrally, as 
there are often common strands of evidence or intelligence regarding 
staff who may require higher levels of support or monitoring for a 
variety of reasons, not least professional standards. Forces such as 
Kent Police, which is mentioned later, have spent time and energy on 
further developing systems such as Centurion in order to facilitate 
improved data collection and the provision of National Intelligence 
Model (NIM) packages and problem profiles relating to ECUs, teams 
and individuals.

Proportionate investigation
3.79 A guiding principle that is increasingly agreed by all stakeholders 

is that any investigation into a complaint or alleged misconduct 
should be proportionate. This may result in a lengthy and complex 
investigation in serious cases, but it can also mean a much 'lighter 
touch' approach that produces a more speedy resolution. Avoiding 
unnecessarily long-winded or heavy-handed investigations has 
benefits in terms of financial cost, but also, perhaps more 
importantly, in terms of reputational cost. Clearly it is in everyone's 
interest, not least the complainant's, to have early closure, provided 
the examination is sufficiently thorough to achieve a fair and just 
resolution.

3.80 The Taylor Review and guidance from the IPCC highlight the need to 
adopt a consistent and proportionate approach to complaint and 
misconduct management. The Taylor Review cited a propensity born 
out by experience within forces for staff taking receipt of complaints 
to 'push matters up the management chain for fear of getting it 
wrong'. Another reason often put forward is that supervisors simply 
do not have the necessary time to take other, more proportionate 
action to resolve the complaint or to simply apologise for the events 
leading to the complaint. The review cited the fact that:
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"It is th is aspect (possibly more than any other issue) that 
leads to claims of a lack of consistency or proportionality 
of treatment."

3.81 The Taylor Review made two recommendations relating to 
proportionality. The first was that conduct matters should be dealt 
with at the lowest possible line-management level, referral to PSDs 
being made only in really serious cases (ie gross misconduct^®).
The second recommendation was that investigations and, where 
appropriate, hearings should be less formal and managed in a 
manner proportionate to the context and nature of the issues at 
stake and in accordance with the ACAS code.

3.82 Since its inception, the IPCC has also been encouraging PSDs to 
adopt a proportional approach to the investigation of complaints, 
largely for similar reasons but with particular reference to the need 
to adopt a complainant-focused approach and to speedily resolve 
complaints at the point of first contact wherever possible. This 
approach is intended to allow PSDs to focus and prioritise resources 
on cases that are more serious or complex, and thus require perhaps 
a greater depth and length of investigation.

3.83 Despite these exhortations, the inspection uncovered regular examples 
of lengthy investigations into relatively minor infringements, 
sometimes lasting years and resulting in little or no action being 
taken against the officers concerned.

Case studies: Delays and d isproportionality
In one southern force, four police officers were suspended for 
a total of six years between them for alleged breaches of data 
protection. All the cases were returned from the Crown 
Prosecution Service (CPS) marked 'no further action'. In a further 
complication, the staff could not be disciplined because, during 
the crime investigation, some of the lOs had written comments 
in the margins of the files that would have prejudiced the 
disciplinary enquiry.

® It should be noted that the work of Taylor technical group B is providing definitions of what will be deemed 
misconduct and what will be gross misconduct. This work should be complete by July 2006.
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In another case, an 18-month investigation followed allegations 
of bullying by an acting sergeant and constable, the 
circumstances being that an officer on light duties working at a 
small rural station was allegedly sworn at and spoken to in a 
manner that breached the code of general conduct. The Police 
Federation protested that this was a minor matter that should 
have been resolved locally by competent management. However, 
the two officers were transferred to new stations and, after 
18 months, were placed before a panel and charged with two 
offences against the code of conduct. The final verdicts were 
'not guilty' and 'no case to answer'. This case was compounded 
by the personal circumstances of the accused officers: one had 
a promotion put on hold and the other was suffering from a 
serious illness.

"The PSD handle far too many low -level complaints. In my 
view, as much as 75% of investigations currently being  
dealt w ith  by PSD could be more appropriately handled at 
a local level."
Police Federation representative

3.84 This practice not only absorbs inordinate amounts of time and effort 
on the part of the PSD staff, but also results in officers, witnesses 
and complainants being left in a state of'suspended animation', as, 
on occasion, officers are suspended from duty for months or even 
years as a result. This hiatus can have extremely debilitating effects 
on individuals and teams and, ultimately, on the service provided, 
whereas speedy resolution, even if not in favour of the complainant 
because there is insufficient evidence to prove the complaint, allows 
all concerned to draw a line under the events and achieve a sense 
of closure.

Case study: Delays
In another example, a sergeant in a rural force was accused of 
neglect of duty. Three years later a hearing date was set and a 
decision taken that it would be a non-legal representation case, 
which means that the likely sanction would be minor, ie less 
than a reduction in rank.
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"In my opinion, PSD leave people suspended for far too long 
and seem  happy to await CPS decision, w hen w e could have 
dism issed the mem ber of staff quite rightly w ell before.
The PSD appear to have a 'mind set' w hich quite often  
compromises the AC AS code. If w e had a better relationship  
w ith  PSD th ese  problems could be overcome; in fact the  
Deputy has already identified that the culture m ust 
change."
Police human resources (HR) professional

3.85 The terms 'fishing expeditions' or 'mission creep' have been used to 
characterise the methods adopted in some PSDs. Typically, this is 
where investigators go above and beyond the remit of the initial 
investigation; while ostensibly looking for evidence to prove the 
original complaint, in effect they are picking up evidence to support 
other, less serious infringements that might not in themselves merit 
formal disciplinary investigation. This can lead to these additional 
issues being progressed through the disciplinary process, while, on 
occasion, the original complaint receives no further action or is 
disproved at tribunal.

3.86 Professional standards investigations have the potential to be even 
more sensitive when they involve black and minority ethnic staff or 
staff from other minority groups. As previously stated, members of 
minority communities outside the police force sometimes have 
reason to mistrust the Service. It follows that officers and staff 
inside the Police Service who are from either visible or non-visible 
minority groups may have the same deep-rooted concerns.

"Sanctions following investigations into officers' 
homophobic behaviour rarely fit the crime and are poorly 
reported in force orders. It would provide greater 
reassurance to staff if the nature of the allegation proved 
was disclosed and it was made clear that the sanction given 
was as a result of homophobic behaviour. What is often the 
case is that gay officers are seen to be disproportionately 
treated, and then  to compound the m atter homophobic 
officers get off lightly. Chief officers could easily show that 
they support their own diversity statem ents by th is very 
simple act.
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"Gay staff w atch very closely the outcom e of either  
investigations against gay staff or w here gay staff have 
heen victim s. Disproportionality at either end reinforces 
the belief that they are treated hadly and do not get a fair 
trial. This may have im plications in the longer term, 
particularly around ETs [employment tribunals]."
Gay police officer

3.87 It is therefore important that forces ensure that actions and 
investigations cannot be misinterpreted by staff within the 
organisation, or by minority groups in the community who may get 
to hear of the case or its outcome. This can be achieved through 
transparent processes and by including, where appropriate, 
guidance from minority groups. In some forces, lAG members have 
been included on Gold groups that decide the strategy in relation to 
investigation and other issues, such as media handling in serious 
cases. This approach is welcome and should perhaps be the norm 
rather than the exception.

Risk-based decision making
3.88 While it is acknowledged that investigations w ill occasionally 

identify other offences against criminal law or the discipline code 
that cannot be ignored, a proportionate approach w ill ensure that 
trivial or minor issues are dealt with at the appropriate level.

Case study: D isproportionate approach
An officer in a medium-sized northern police force was in the 
habit of using a CID car to go to the gym at lunchtime every day 
and then returning to eat his sandwiches at his work station.
This practice was widely known in the office and by his 
supervisors, but, rather than take a management intervention, 
the PSD became involved and covert observations were used to 
catch the officer in the act.

3.89 To avoid disproportionality, it is important to apply NIM principles 
to the process of investigating complaints and, by using the PSD 
control strategy, identify cases that require extra effort, allocate 
resources and set terms of reference for the investigation. Effective 
supervision must then ensure that mission creep does not occur and 
that investigators stick to the investigation plan.
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3.90 Early 'triage'^’ of cases identifies the steps that are likely to be 
necessary and affords a risk-based approach. This should identify 
early on the likely outcome of any investigation, even as far as 
sanction, and should measure this against the cost to the 
organisation in terms of the time and resources needed to gather 
the evidence to bring a case to closure. This process should be 
documented to provide an audit trail for future use, and, as a matter 
of course, should be complainant-focused. The following case studies 
provide examples of where this process is working well.

3.91 One of the issues said by some to be hampering the introduction of 
NIM-based principles in complaints departments is that there are 
problems with Centurion, the database used to hold information. 
Practitioners report it as unreliable and therefore hampering the 
introduction of NIM into complaints processes. There is capacity to 
make use of existing blank data files but this would need national 
attention. A number of force representatives find Centurion unwieldy 
and difficult to operate in support of intelligence-led methods. Other 
forces, however, have found the product useful.

"All police support staff discipline cases are now included, 
monitored and tracked on the central Centurion database 
and all cases involving staff are now  dealt w ith  by the PSD, 
who are now the true guardians of all PSD matters."
Detective superintendent

’ Triage is the process akin to that adopted in A&E departments in hospitals where early assessment is made 
to assess seriousness, resourcing, the best method of resolution, and whether there are opportunities for 
early resolution.
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Good practice: Early a ssessm en t
In Leicestershire, all complaints received by the PSD are 
reviewed at chief inspector level and graded A, B or C according 
to the seriousness of the allegation. Complaints graded C (minor 
in nature) are dealt with by a limited investigation. This, 
together with a suitable report template, ensures a 
proportionate response and allows resources to be focused 
appropriately on more serious allegations.

The force has also introduced a standard letter, which is sent 
by the head of complaints to complainants who have declined to 
have their complaint dealt with by means of local resolution.
The letter explains that local resolution is still assessed as being 
the most suitable means of dealing with their complaint and 
encourages the complainant to re-engage with the process.
The letter is aimed at ensuring that, where appropriate, 
complaints are dealt with in as proportionate and timely a 
manner as possible.

In the MPS, the post of early intervention officer (EIO) has been 
created at Norbury, an operational command unit (OCU) in south 
London. The EIO has responsibility for triaging cases and 
identifying those that appear able to be resolved quickly through 
early intervention. The EIO then fast-tracks these cases and has 
had considerable success in reducing the burden on other lOs, 
as well as in ensuring that these cases are not delayed by joining 
the already high workload of investigators.

In Surrey, to ensure the proportionality and focus of 
investigations, an early assessment is conducted by the head of 
complaints and misconduct when the complaint is received.
A comprehensive investigation plan is then completed by all lOs 
when the complaint has been allocated. These plans are reviewed 
and endorsed by the department head and then remain on file, 
where they are reviewed and updated as additional intelligence or 
information is received. There are also regular and comprehensive 
weekly reviews between the head of complaints and misconduct 
and lOs to address workloads and individual case progress.
All investigations are monitored and tracked for their timeliness 
on a spreadsheet, on which regular weekly updates are entered 
and, if necessary, actions are prioritised towards the end of the 
120-day deadline. ECU commanders are given simplified versions 
of these spreadsheets and are able to update staff who are the 
subject of an investigation of its progress.
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3.92 The examples shown below demonstrate that, with foresight and 
investment, Centurion can become a useful tool, providing data 
covering more aspects of PSD work than were previously available.

Case study: Links b etw een  professional standards elem ents
In Sussex, there are very strong links and early communication 
between all those involved in the handling of civil claims, 
complaints and misconduct, grievances and employment 
tribunals. The co-location of the PSD, civil claims and legal 
services provides a sound basis for a coordinated approach.
In addition, civil claims are recorded on the Centurion database, 
and the employee relations unit is considering the compatibility 
and suitability of recording employment tribunal cases and 
grievances on the same system.

Case study: D evelopm ent o f Centurion
In Kent, the PSD has developed the Centurion facility and has 
incorporated it in T-2', an intelligence database created from 
I-base that also houses secure intelligence and feeds the covert 
policing aspects of the PSD. These developments will allow 
much greater use of the systems and increased interoperability. 
The analytical capacity is being expanded. The PSD monitors all 
direction and control issues within the Centurion database.
A member of staff has been appointed to drive direction and 
control monitoring and collection, together with the development 
of the Kent Policing Standard (KPS). Although the system has only 
recently been introduced, it is already making trend monitoring 
possible and has the potential to allow analysis at area, sector 
and individual levels. There is a clear link between KPS 
development and the need for good oversight of direction and 
control issues, which will provide the force with information on 
how it is delivering against the KPS. This link is improving 
interoperability and is being used in the production of monthly 
tactical assessments, which help make the reactive aspects of 
misconduct and complaints investigations more proactive and 
NIM-based. The longer-term intention is to use this system in 
areas such as grievance, police staff employee discipline, force 
telephony, computer misuse and data protection.

3.93 Investment and expertise are key to these developments -  both have 
been instrumental in making systems better and more user-friendly. 
This good practice has been replicated around the country, notably 
in forces where PSDs are regarded as a mainstream part of the
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organisation and where senior stakeholders are prepared to ensure 
that departments are properly resourced and supported.

Delays in th e  process

"We look to make decisions as quickly as possible, but tim e 
taken increases greatly w hen other parties such as the CPS 
are involved."
Senior police officer in a metropolitan PSD

3.94 The inspection revealed that relations were generally healthy with 
agencies such as the CPS and the IPCC. However, some specific 
concerns were raised by managers and practitioners; a consistent 
theme was unnecessary delays in dealing with police cases, often 
through having to obtain further supporting statements.

3.95 At a strategic level, forces expressed general satisfaction with 
relationships with IPCC regional commissioners, but some concerns 
were expressed over advice from caseworkers. At a strategic level, 
the IPCC supports and encourages a minimalist approach to 
compiling files seeking a dispensation^® of cases, as long as the right 
information is provided and the response is proportionate in the 
circumstances. However, at practitioner level, there are many reports 
of caseworkers returning files for further statements when the 
police officers thought that they had met the IPCC criteria. This 
results in PSD staff being less likely to take a risk-based approach 
if they believe they will still end up having to conduct enquiries 
later on. (See also Chapter 9 on oversight.)

3.96 Delays in progressing case files was a consistent feature of the PCA, 
which preceded the IPCC, and it is disappointing that such delays 
appear to have become the norm again. The IPCC acknowledges that 
there is still much to do internally to deal effectively with the 
current throughput of cases, but highlighted that improvements 
have already been achieved in some areas, such as investigations 
following police use of firearms.

3.97 A chief officer reflected this concern, and quoted the example below:

"A complaint was received at the IPCC call centre in October 
2005 but was not passed on to the force until January 2006. 
Such delays are not uncommon and I have raised this  
formally w ith  the IPCC. It rather rubs w hen in th is case the  
IPCC regional office w as complaining in February [2006] that 
the force was taking too long to deal w ith  the complaint!"

•°A dispensation is an exemption, granted by the IPCC to a force, from the need to take further action or any 
action at all about a complaint.
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3.98 Concerns were also raised by practitioners in a number of areas of 
the country in relation to the time spent by the CPS, especially when 
looking at more serious conduct allegations. This work is normally 
undertaken by special caseworkers within the special crime division. 
The division is split between two bases, located strategically in 
London and York. In addition to handling cases relating to 
corruption and deaths following police contact, they are also 
charged with handling any allegation against a person serving with 
the Police Service where the deputy chief constable considers that 
issues of exceptional complexity or sensitivity are involved. 
Turnaround times vary, but in some cases there have been 
significant delays which give rise for concern.

Case studies: The im pact o f delays
lOs in a Welsh force raised concerns about the length of time 
that cases are with the CPS and the IPCC before a decision is 
made, for example a death in custody case had been with the 
CPS for 12 months. Similar concerns were raised by a force in 
the South West, again following a death in custody; it looked 
likely that there would now be no further action, but the case 
had been running for more than two years.

In a force in the South West, a man died in police custody in 
October 2004 after having been arrested for drunkenness. 
Following a six-month police investigation, a file was submitted 
to the CPS, where it remained pending a decision for a further 10 
months. The case resulted in three police officers and staff being 
suspended on full pay throughout that time and a further three 
staff being placed on non-operational duties. The outcomes of 
this delay had a significant impact on the police force and also 
on the wife of the deceased, who, although she had buried her 
husband, could not move on as the threat of having to appear as 
a witness in a subsequent court case was ever present. The 
eventual decision, some 18 months after the event, was that 
there was insufficient evidence to proceed and therefore no 
criminal proceedings were instituted.

"I have no com plaints w ith  the service delivered hy the  
CPS office dealing w ith  95% of the force's cases. However, 
another CPS team, dealing w ith  5% of special casework, is 
taking m onths to turn round cases."
Head of the PSD in a Midlands force
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"There is a good relationship w ith  the CPS in relation to 
lower-level cases and a protocol has heen drawn up for the  
turnaround of cases w ith in  28 days. However, there is a 
long w ait for advice in relation to cases that go to the  
special casework directorate in [...], eg a death in custody 
case w ith  a num ber of suspended officers is expected to 
take six m onths plus."
Head of the PSD in another Midlands force

3.99 Where there were problems, a common theme seemed to be a lack 
of communication or the lack of any protocols regarding timeliness. 
Examples found in two forces exemplify this.

Case studies: Poor collaboration
In one Midlands force, there was a lack of formal protocol with 
the CPS and there were several examples of timeliness issues 
where complaint files or evidence had been mislaid by the CPS. 
The head of the PSD stated: "Perhaps they are not on top of their 
caseload."

In another force in the south of England, where it was 
acknowledged that the force did not have regular meetings with 
the CPS, there were examples where advice files had been 
forwarded to the CPS, which had overturned recommendations 
to take no further action and had returned files for further 
review and investigation. A PSD manager said: "Perhaps if we 
had better communication things would improve."

3.100 In areas of good working performance, it is evident that forces take 
the time and effort to build meaningful face-to-face relations with 
CPS caseworkers and staff and thereby develop a better mutual 
understanding of each other's needs and limitations.
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G ood p ractice: G ood lia iso n  an d  co lla b o ra tio n
The head of a PSD in Norfolk has met the Chief Crown 
Prosecutor from the CPS in Cambridgeshire and has agreed 
protocols for the submission of files for advice. This process has 
developed positively, with the Chief Crown Prosecutor visiting 
the head of the PSD and key staff to discuss the protocols.
There is a good working relationship with the CPS and regular 
opportunities to raise any concerns about corruption.

In South Yorkshire, the force has in place a performance 
framework, which includes administrative standards for areas 
such as receipt and recording of complaints, files sent to the 
CPS, and investigative standards (for example 120 days, local 
resolutions, proportionate investigations and tribunals). Each 
standard follows the SMART̂ ® principles, timeliness being a key 
factor. Performance information is produced on a monthly basis 
and is addressed at meetings of complaints and discipline lOs 
and at PSD management meetings, both of which are held every 
six weeks. Effective protocols have been established between the 
complaints and discipline department and the CPS in relation to 
the submission of files and pre-charge advice. Advice is provided 
in a timely manner, avoiding unnecessary delays to the 
complainant and other interested parties. To support this 
process there is regular liaison between the heads of the CPS 
and the PSD to review protocols.

3.101 The issue of CPS delays was so consistently raised that HMIC has 
agreed to carry out a joint inspection with HM Crown Prosecution 
Service Inspectorate (HMCPSI). This w ill look at police forces and the 
CPS at a number of sites across the country, in order to establish the 
facts behind these assertions, and will have the intention of seeking 
out and spreading good practice.

R eso lu tion , h ear in gs a n d  sa n c tio n s
Weighing the evidence

3.102 At the conclusion of an investigation, the 10 should provide a report 
to the force (if it is a local or supervised investigation) or to the IPCC 
(in the case of a managed investigation). In a local or supervised 
investigation, the decision on what follows lies with the force. 
However, in a managed or independent investigation, the IPCC 
proposes the course of action. There may then be a discussion, but 
the IPCC has the power to order a disciplinary hearing. There is 
also a responsibility for the police or the IPCC in a managed or 
supervised enquiry to establish whether there is evidence to support

° SMART is an acronym used in planning which means that any plan should be specific, measurable, 
achievable, relevant and time-bound. These criteria help measure whether plans have been achieved or 
where deficiencies lie.
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possible criminal proceedings against the officer or staff under 
investigation. If there is a belief that grounds exist for criminal 
proceedings, then the force should submit the file to the CPS for 
consideration. The IPCC statutory guidance that lays out this 
process clearly states that the matter will be referred only if this 
criterion is met and not as a matter of course.

3.103 There is evidence to suggest that some forces are continuing to 
submit more files than necessary to the CPS for decision, but the 
thematic inspection did not investigate this area in any depth. The 
weighing of evidence and referral to the CPS will be investigated 
further in the planned joint inspection between HMIC and HMCPSI.

3.104 The responsibility for assessing the evidence varies around the 
country and is largely dependent on the size of the force and the 
throughput of complaints. For example, in one medium-sized force 
in the South West, the responsibility falls to the head of the PSD or 
their deputy, who have responsibilities delegated from the chief 
officer. In an adjacent force, however, the responsibility falls to an 
appointed detective chief inspector, who, having assessed the file, 
presents it to an assistant chief constable (ACC) who makes the final 
decision. There are no national guidelines to assist in the 
assessment of evidence, nor is there any national training package, 
and the responsibility for assessing the quality of evidence is based 
on professional experience. There is therefore an inevitable tendency 
for variance in decision making.

3.105 The same is true for participation in tribunals: there is no nationally 
approved training and the emphasis placed on this aspect of police 
procedure varies from force to force. Again, there are inevitable 
differences in terms of adjudication and sanctions.

3.106 A number of forces around the country have sought training from a 
member of Queen's Counsel who provides the benefit of personal 
experience and professional guidance in a modular training package 
designed to meet the needs of the police. Feedback from staff who 
have attended these training events is invariably positive.
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There is the potential for AGPO to identify a national standard 
package, or perhaps for Centrex"’ or the National Policing 
Improvement Agency (NPIA) to fill this void, or to use the 
experience of the training provider to develop a national 
programme delivered regionally to professional standards 
practitioners, superintendents and ACPO. The case for training 
is even more imperative in the light of potential changes to the 
discipline code, which are likely to be implemented in 2007.

The case for a regionalised tribunal panel system
3.107 Smaller forces experience problems in relation to securing the 

availability of senior officers and counsel at suitable times to hold 
hearings. In some cases this means breaking up tribunal hearings 
so they are held over a number of separate days rather than in one 
session. For example, in a small force there may be just one chief 
officer available to chair a panel, and an example cited by the Police 
Federation related to a panel that had been requested to sit on 
several days spread out over several weeks.

3.108 In other cases there is a lack of formal qualifications among chief 
officers; in one force only one out of the four had received any 
training for the role. There is therefore a case for forces to set up 
regional training events to enable training, general awareness and 
networking to take place both informally and formally.

3.109 Indeed, to counter the problems outlined above, there may well be a 
case for setting up a regional cadre of qualified panel members who 
could be called on as required to sit on panels within their region.

3.110 Across the country, a number of lay people, appointed and trained 
by relevant police authorities, exist to assist as panel members. 
Experience is that these lay people, who have the appropriate skills 
and training, are in fact seldom used to sit as panel members in 
disciplinary hearings. There are strong arguments for making 
greater use of this resource, not only as it would free up other panel 
members, who are invariably operational senior police officers.
A second, and perhaps stronger, argument is that the use of 
independent people in tribunal panels would demonstrate greater 
impartiality and, if marketed properly, send out important messages 
that would reassure the public and complainants.

“Centrex -  the Central Police Training and Development Authority.
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Sanctions
3.111 In one recent regional training event there were five mock panels 

hearing the same facts regarding a hypothetical case. It was 
interesting to note that four of the five panels found the case proven 
and one did not, and the sanctions imposed varied from a reprimand 
to fining the officer between three and ten days' pay, significant 
differences in outcome.

3.112 Some would argue that this variation is prejudicial to officers in 
different parts of the country. Alternatively, others would say that 
this level of discretion is healthy and reflects local variations found 
in magistrates' court decisions. It is argued that local forces, like 
local magistrates, have a grasp of local issues and threats -  for 
example, a problem with licensing in a certain town -  and therefore 
decide to weight sanctions accordingly. The same approach may
be appropriate for breaches of data protection or other identified 
problems in a local force area, but such local variations can 
cause anomalies.

Case s tu d y
In the South West, a case of information leakage in an enquiry 
spanned two forces and implicated staff in both. When staff 
went before separate panel hearings, the sanctions imposed for 
identical misconduct were lighter in one force than in the other, 
which then led to a successful appeal.

3.113 In August 2004, recognising the need for corporacy, the MPS issued  
a policy statement on sanctions, which has subsequently been 
distributed through ACPO to all forces. The guidance is currently 
in booklet form and is made available to all superintending ranks 
in the MPS.
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G ood p ractice: S tan d ard  ad v ice
In the MPS, OCU commanders, who manage all local misconduct 
and gross misconduct cases for police staff, voiced considerable 
support for the central police staff discipline advice unit at 
Empress State Building. The advice and guidance provided by 
the unit is invariably accurate, well informed and appropriate, 
ensuring corporacy in sanctions and preventing possible 
subsequent employment tribunal issues. There is a clear policy 
that OCU commanders must contact the advice unit in every case 
where there is a possibility that staff may be dismissed. The unit 
reviews all completed police staff files to ensure that the case 
for gross misconduct is made before hearings take place.

In South Yorkshire Police, they have made use of the MPS 
guidance in relation to sanctions, but in an informative rather 
than a prescriptive manner. South Yorkshire has in place a team  
that supports the disciplinary panels, providing guidance on 
previous sanctions to ensure some level of consistency, although 
each case is always judged on its own merits. This team has 
provided training to all panel members to ensure consistency of 
approach, an example of good practice that has been identified 
by other forces.

3.114 Some believe that this guidance is necessary, but others hold a 
strong view that each case needs to be judged on its own merits.
It should be possible to apply both approaches simultaneously, with 
the guidance informing decision making without being considered 
prescriptive.

G ood p ractice: C on sisten cy  in  sa n c tio n s
Avon and Som erset has managed to maintain consistency of 
findings and sanctions by ensuring that the same ACPO officer 
sits on all panel hearings, supported by two experienced 
superintendents from a small cadre of staff often used for 
hearings. The force is satisfied that it is able to routinely 
address cases in an appropriate and consistent manner.

3.115 Even where sanctions appear to be standard and transparent, there 
can be hidden additional penalties. In one large metropolitan force, 
officers who are subject to low-level disciplinary measures, for 
example a caution, stand to lose significantly -  as much as £3,000 -  
as the policy is that an officer should lose their competency-related 
threshold payments (CRTPs), which are paid to high-performing 
officers at the top of their pay scale, and their special priority
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payments (SPPs), which are paid to officers in certain jobs that are 
either onerous or hard to fill.

3.116 In other forces, the policy is that CRTPs and SPPs should be
reviewed for officers who receive a disciplinary sanction (a written 
warning or a more severe sanction). Some would argue that this 
reflects a greater level of discretion to be used on the part of local 
management, which would not wish to demotivate an otherwise 
high-performing officer for having committed one relatively minor 
oversight or other misconduct. However, these sentiments are not 
those expressed in the Taylor Review, which also highlighted the 
problem and made the case that 'disciplinary sanctions' are matters 
of conduct and not competency and this distinction needs to be 
made clear. The review report went further, reminding the reader 
that:

"Indeed, the Police Negotiating Board docum ent on 
com petence-related threshold payments^' states:
'However, the threat of the removal of th is payment 
m ust not be used by managers as an alternative to 
normal m anagem ent support or appropriate action  
under attendance m anagem ent policies or the  
conduct regulations.'"

C iucf oHlt'crs should review policy i« reiutiou (» disidphtjary 
sanctums mui suhsetiaard payment o f c«rnpata(«a?-ra1at(:d 
threshold pevmants (tiRTPst arul speoiel p rio rity  p<JvjnonJjs tSPPsi, 
ThavshotiUI unsure Had, Ha; prhtdplus uspousatl in ^,haTav1(^^ 
Review nru ref!e<;!ed in this policy' aed that d!s<;iptinary sand ions 
aed the paympni ni'CRTPs end $PPs are kept entiruly separate.

3.117 Currently, there are widely differing standards applied to the 
administration of discipline to police officers and police staff.
This is discussed in more detail in Chapter 6, but the inspection 
confirmed that the differences are becoming even more pronounced 
and visible as police staff are increasingly deployed in operational 
areas and the 'police family' is extended.

‘ Competence-related Threshold Paym ent Scheme, paragraph 28, Police Negotiating Board Federated Ranks 
Committee, 30 September 2002.
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"Investigating com plaints and m isconduct involving police 
staff m em bers is a grey area. Depending on w hether or not 
the situation involves a police officer, the investigation can 
be carried out by the personnel departm ent or the PSD.
Not only do the procedures and potential sanctions differ 
widely, but also there is often a different interpretation of 
the same se t of circumstances."
Member of a PSD focus group in a northern force

Keeping staff and complainants informed
3.118 Throughout the life of the complaint, it is vitally important that 

staff are updated on the progress of the case and eventually the 
result of the investigation. This is normally by letter, but many 
forces have adopted other approaches. The following approach was 
not unusual in terms of maintaining contact with both complainants 
and staff involved.

G ood p r a c tice
In Thames Valley Police, the initial letter sent to complainants 
provides details of the nominated 10. Complainants are 
encouraged to make contact with the 10, whose telephone 
number and address are supplied. On receipt of a complaint, 
the 10 ensures that a letter of introduction is sent, asking the 
complainant to make contact within seven days. Should the 
complainant fail to make contact, a further letter is sent to them. 
The officer who is the subject of the complaint is also made 
aware of the nominated 10, and the regulation 9̂  ̂notice is 
amended to encourage the officer or support staff to make 
contact with the 10 should they have any concerns. The 10 is 
encouraged to maintain contact with both the complainant and 
the subject of the complaint.

In Surrey, PSD staff are also urged to keep in touch with both 
complainants and staff involved in complaints and misconduct 
processes. In the past, some complainants who received letters 
informing them of the result of their complaint perceived 
(wrongly) that more could have been done on their behalf. Policy 
was changed in order to reduce the frustration felt by these 
complainants, and now, as well as a letter, the 10 completes an 
MG 5 form at the end of an enquiry, setting out the steps taken in 
the investigation. This correspondence is sent to the complainant 
and reports suggest that this meets their needs, as complainants 
now have a better idea of the steps taken in their case.

A regulation 9 notice is a formal notification to a police officer that a complaint or allegation has been made 
against them which is being investigated.
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3.119 It w ill be important that the principles of the Victim's Charter^  ̂ are 
taken into account in the complaints process and implemented 
where appropriate.

P reven tion  an d  p ro a c tiv ity

"We have moved to a m anagem ent by punishm ent regime. 
Many say there is a need for the PSD to market w hat they  
do, including disciplinary sanctions. The departm ent needs 
to te ll people w hat staff have done wrong... People w ill 
then  understand w hat is being done and why... This w ill 
put an end to the gossip."
Member of a staff focus group in the south of England

3.120 A key message emphasised by the IPCC and by examinations such 
as the Taylor Review is the need to move to a more developmental 
model of discipline. The stated aim is to highlight opportunities for 
organisational learning and to move away from the traditional 
adversarial positions where both sides may lose sight of the overall 
goal, which must be to improve and learn from the experience.

3.121 One of the best ways of moving to this more mature approach to 
dealing with complaints is to ensure that every opportunity is taken 
to make certain that staff are fully aware of, and understand the 
reason for, changes to policy and procedures. There is also a need
to ensure that staff know what has happened, and why, when there 
are transgressions that lead to disciplinary processes. They do not 
need to know the details of the case, but they do need to know where 
the line is drawn in terms of discipline and understand that, if 
necessary, the organisation will act robustly to address serious 
breaches of discipline.

3.122 If forces fail to undertake internal marketing to raise awareness, 
experience suggests that staff will lack the confidence to take 
positive action during the important early stages of a complaint.
An ineffectual response by staff may exacerbate the original problem 
or lead to further cause for complaint. Many chief officers have 
recognised the need to explain policies to staff, and some have 
engaged personally with their staff through road shows. The benefit 
and impact of personal interface with staff cannot be overestimated, 
but this needs to be reinforced by other organisational messages in 
relation to professional standards.

The 1996 Victim's Charter sets out the standards of service that you or your family can expect from the 
criminal justice agencies if you have been a victim of crime. In April 2006, the Charter was replaced by the 
Victims' Code of Practice. The statutory code builds on the commitments laid out in the Charter, to set 
minimum standards of service that victims and witnesses can expect from criminal justice agencies.
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3.123 Many forces have developed PSD newsletters, which are circulated 
as hard copy or on the force intranet, but it is believed that these 
have mixed success in attracting a wide or sustained readership. 
Others have developed approaches that are perhaps more useful.

G ood p ractice: C om m u n ication  an d  a w a ren ess
In W iltshire, a departmental newsletter is regularly produced 
and published on the force intranet. Force general orders, 
published monthly, contain an outline of breaches of discipline 
that have resulted in written warnings from the superintendent 
or where sanctions have been imposed at misconduct hearings. 
The officers involved are not identified. Standards expected of 
staff are also reinforced through the staff handbook and codes 
of conduct. The PSD has a website that all staff can access and 
that gives current updates, a profile of staff on the PSD, advice 
and FAQs.

In W est M ercia, the PSD has developed an FAQ site as a useful 
point of reference for staff or supervisors who have queries or 
concerns. The site is dynamic and allows staff to pose new  
questions, which are then answered on a 'bulletin board'.

3.124 In terms of moving the agenda from one of punishment and sanction 
to one of learning and development, progress is evident in forces 
such as Greater Manchester, where the ACC is continuing to preside 
over what is described as a 'sea change' in the way the force deals 
with misconduct issues. All officers receiving sanctions from 
misconduct hearings that fall short of dismissal are subject to 
development plans. This strategic move towards individual and 
organisational learning is emphasised in all the force's complaint 
guides and in the force newspaper.

3.125 Internal marketing can also take the form of high-impact poster 
campaigns. Devon and Cornwall Constabulary has used this 
approach, with posters addressing the key strategic threats to the 
organisation that were identified in the threat assessment 
undertaken in 2004/05.

3.126 These posters clearly convey the message, but, interestingly, they 
have caused some resentment among the workforce, who feel they 
are all being treated as if they were guilty. Despite this resentment, 
it is clear that the message has been disseminated effectively, 
because all staff interviewed had seen them. Initiatives such as this 
could be supported by statistical information; this would allow staff 
to understand more clearly the reason behind the campaign and the 
precise nature of the conduct it is seeking to combat.
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Proactive engagement with the community

"Although the force uses independent advisory groups on a 
critical-incident basis, there is a need to have consistent 
and informed input from an lAG w hich aids the  
developm ent of the philosophy of standards and quality  
across the organisation."
Comment by the HMIC inspection team on a large northern force

3.127 The issue of community engagement by PSDs has proved something 
of a challenge for most police forces, but it is very important to 
ensure that community groups, especially those with minority 
backgrounds, are included in consultation.

3.128 Many forces have experimented with customer satisfaction surveys, 
but feedback tends to be variable. For example, one force in the west 
of England received only a 10% response rate to the survey sent out 
to complainants. To the credit of the force, however, it means to learn 
from the experience and consider better marketing for future 
surveys. The issue of marketing is crucial, and the forces that have 
experienced success are those that have been able to engage with 
their target community. The following examples demonstrate how 
this can be achieved.

G ood p ractice: E ngaging w ith  co m m u n itie s
In West Mercia, the force has established a police authority-led 
working group to deal with complaints and surveys. This is 
specifically intended to bring a more proactive approach to 
citizen focus. The group comprises members of the police 
authority, an HR panel, the head of strategy (who reports on 
satisfaction surveys) and the head of the PSD (who reports on 
trends in complaints). The work of the group has been enhanced 
by the appointment of the PSD performance researcher, which 
has enabled more sophisticated analysis of complaints. The PSD 
engages the support of two lAG members on a consultative basis 
when dealing with relevant complaint cases.
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In W iltshire, the diversity excellence model (DEM)* has recently 
been applied to the PSD. The review process, consisting of a 
series of interviews with unit staff, has assessed the quality of 
inputs, outputs and outcomes within the PSD in terms of 
diversity. Twenty people, including external stakeholders and 
members of the race equality advisory group, have undergone 
external training in the DEM assessment process. This 
community interaction has been well received and has led to 
a greater understanding of professional standards matters, 
improved communication links and increased trust and 
confidence in both the PSD and the force.

*The DEM is a European Eoundation for Quality Management 
(EEQM) assessment tool.

In Dorset, a programme of perceptual training, run at the 
Streetwise safety centre, makes full use of members of the 
community from a wide range of backgrounds. Students receive 
practical training on how to deal with issues such as stop and 
search, and receive feedback on how they are perceived by the 
public. This training provides a useful vehicle for the 
development of skills to deal effectively with members of the 
public, thereby reducing the potential for complaints.

C onclusion
Quis custodiet ipsos custodes? -  Who guards the guards?

3.129 The reputation of the police depends on many factors. One of the 
crucial factors is the manner in which the Service is seen to address 
complaints and misconduct, both by the general public and by the 
workforce. The importance of this aspect of police work has perhaps 
been neglected in the past, but recently it has come to the forefront, 
in particular since the inception of the IPCC and the publication of 
the Taylor Review.

3.130 There is a clear need to improve accessibility to the system and to 
re-emphasise the importance of learning lessons to achieve service 
improvement. Marketing and publicity remain key to promote the 
work of these departments, both within forces and externally, to 
build trust and confidence among the public, particularly among 
minority or difficult-to-reach and difficult-to-hear groups.
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3.131 There is evidence that PSDs are now, rightly, mainstream in the 
majority of police forces, but there is no room for complacency.
There is still work to do in relation to greater NIM compliance 
within professional standards, and a need for more robust 
adherence to national standards and guidelines as laid down by the 
IPCC. There is also scope to improve recording practices generally 
and in terms of statutory recording of the ethnicity of complainants. 
The challenges regarding accessibility must continue to be met. 
Complaints and misconduct training for PSD staff, and indeed for 
line management, should also be improved, and, with the likely 
changes to the discipline codes resulting from the Taylor Review, 
the need for a nationally accredited training package is growing.

3.132 This inspection has highlighted much good practice, and, among 
other things, the passion and professionalism of staff at all levels 
within PSDs has been a recurring theme.
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4. A nti-corruption

In trod u ction
4.1 Maintaining public confidence is essential to a service that prides 

itself in policing by consent, and confidence can be all too easily 
undermined both by the corrupt actions of a small minority of 
officers and, more widely, if the Service as a whole is not seen to 
reflect the highest standards of integrity. During the 1990s, a 
succession of scandals established a genuine and widespread 
concern about corruption within the Police Service, and since that 
time the Service has been subject to significant scrutiny.

4.2 In 2002, the Home Office published research on corruption within 
policing^'' and identified the scale of corruption at the time in the 
following terms:

"... while hmited to a small minority of police staff, 
corruption can be found across a range of forces. This 
includes both lai^e and small forces, and those covering both 
urban and rural environments. It also finds corruption across 
a range of police roles, including detective, uniformed and 
support staff, and in both lower and higher ranks of officers."

4.3 It also challenged the increasingly widely held image of corruption 
being practised primarily among groups of colleagues, in particular 
detectives. While such corruption still existed, the predominant 
perpetrators were lone staff members, and the main target was 
sensitive information. In view of the range of individual activities, 
reasons for their actions and desired outcomes, the research 
struggled to settle on a single definition of police corruption.

4.4 The full findings of the research were considered in the work carried 
out by the Association of Chief Police Officers (ACPO) in 2003 in 
formulating guidance to professional standards departments (PSDs), 
A Professional Standards Department: Philosophy, Structure and 
Resource Implications. The authors settled on the following working 
definitions:
• Corruption "is the abuse of one's role or position held in the 

Service for personal gain or gain for others".
• Unethical behaviour "is behaviour that does not conform to the 

Statement of Common Purpose and Standards and/or the code of 
conduct for police and contractual standards set for civil staff'.

‘̂ Police Corruption in  England a n d  Wales: A n  Assessm ent o f  Current Evidence, Police Research Paper 154, Joel 
Miller, 2003. Produced by Research Development and Statistics Directorate, Home Office.
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T h reats to  th e  S erv ice
4.5 The Home Office research of 2002 spent a considerable time 

examining the causes and origins of police corruption. Often, casual 
factors create a serious threat to the organisation. Informal contacts 
are made through working in the local area, social acquaintances or 
membership of clubs, and staff joining the Service bring with them 
a significant number of contacts. These are usually benign, but, 
without good management supervision, they have the potential to 
provide criminals with opportunities to corrupt force employees.

4.6 To the unguarded or unsuspecting member of staff, a request for 
information during a social conversation with an acquaintance at a 
local club may seem innocent, but unwittingly disclosing sensitive 
information may compromise a major covert operation or put the 
safety of staff at risk.

Case study: In form ation  leak age
in  one force an officer was asked by a family friend to obtain the 
home address of his estranged wife from the Police National 
Computer (PNC), on the pretence that he wished to make contact 
with her again. The officer acquiesced and passed on the details 
of the estranged wife's new home. The husband knew that a 
finance company wished to trace her and notified the company, 
which subsequently made contact with her. The estranged wife 
was concerned and curious as to how the finance company had 
discovered her new address, a location she wished to keep 
anonymous, as she had started a new life with another man.

The woman reported the matter to the police and an enquiry 
followed. The officer who leaked the information was traced by 
an audit and subsequently disciplined. The outcome of this case 
was relatively innocuous, but, had the separation been a result 
of violence, the consequences could have been far reaching.

What this demonstrates is that once information is leaked there 
is no longer any control over how it is used. The case shows how 
seemingly casual and harmless requests can have serious 
consequences for the police and the public, not to mention the 
loss of confidence in the Service.

National strategic threat assessment
4.7 The first ever national strategic intelligence assessment of 

corruption within the Police Service was conducted by the 
National Crime Intelligence Service (NCIS) in 2003: Ethical 
Standards within the Police Service: Corruption Involving Collusion
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with Criminals. A principal recommendation of the report was that 
police forces should produce their own threat assessment annually, 
from which NCIS could compile the national assessment. In 2003, 
there was a limited response to this recommendation. However, in 
December 2004, NCIS produced the Summary Report on 12 Police 
Force Corruption Assessments for ACPO's Counter-Corruption 
Advisory Group (ACCAG).

4.8 The importance of compiling annual force threat assessm ents 
cannot be overestimated. These assessm ents inform not only the 
local and regional response to the threat of corruption, but also the 
regional and national threat to the Service. The inspection revealed 
that, while all forces reported having compiled threat assessments 
of their vulnerability to corruption, the standard and timeliness of 
submissions varied significantly. This led to NCIS compiling their 
2005 threat assessmenh'^ from submissions from 29 out of the 43 
police forces. Consequently, this shortfall in the national picture 
meant that judgements and conclusions were formed on the basis 
of incomplete information.

4.9 NCIS identified three primary findings that largely reinforced the 
earlier Home Office research, namely:
• Corrupt behaviour is practised by a small minority of employees.
• It is predominantly haphazard, opportunistic and solitary in 

nature, though there is evidence that organised crime groups 
(OCGs) are targeting police employees to obtain intelligence in 
relation to themselves, informants and police operations.

• The most common and damaging type of corrupt action is the 
unauthorised disclosure of police information. The recipients of 
such disclosure range from the criminal to the curious.

4.10 In May 2005, the annual conference of ACPO's Professional 
Standards Committee (PSC) considered the national threat 
assessment in more detail and highlighted three primary areas of 
focus for the Service:
• information leakage;
• infiltration of the Police Service, exacerbated by the ever- 

expanding 'extended police family'; and
• substance misuse, with all its criminal conduct connotations and 

the additional risk of targeting, coercion or blackmail of staff.

4.11 The inspection found that, with a small number of exceptions, local 
trends reflect the national picture, and control strategies are 
developed to address the risks identified by the national assessment 
and the PSC discussions.

Ethical S tandards w ith in  the Police Service: A n  Update on Corruption Issues, NCIS 2005.
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The threat from organised crime
4.12 While at the local force level the threats from information leakage and 

individual staff misuse of substances are predominant, the identified 
threat from OCGs targeting vulnerable staff is an absolutely crucial 
aspect at the national level. Organised criminals will always find the 
weakest link, and forces that do not use robust measures to address 
corruption are the weak link in the national armoury. As a national 
problem, this requires a holistic approach, and one that needs to 
span the entire professional standards spectrum, from minor 
unprofessional and unethical behaviour through to serious crime.

4.13 Nor should the importance of or danger posed by apparently 
isolated or minor corruption be underestimated. Previous research 
has shown that minor rule breaking can lead to more serious 
transgressions or may be symptomatic of an officer who already has 
a dubious degree of integrity. It is important that all staff, but in 
particular supervisors, remain vigilant. As one head of a PSD said:

"We need to be bold enough to challenge successful officers 
w ho often achieve their success through rule bending, and 
w hich som etim es reveals later that more serious 
corruption is involved."

Case s tu d y
An experienced and well respected detective in a large 
metropolitan police force was renowned for achieving excellent 
results. His arrest and conviction rate was second to none. It was, 
however, well Imown that he had become largely disillusioned with 
senior officers, who he felt knew or cared little about investigating 
serious crime, and that he would often pay scant regard to the 
ethics and values of the organisation. Despite this, he was very 
much left to his own devices, with little intrusive supervision. 
Following information from a source, a covert investigation was 
mounted. It was established that, during unauthorised and 
unrecorded meetings with an informant, the detective was passing 
sensitive information about police operations to a major level 2 
criminal. The relationship between the informant and the detective 
had become very close and wholly inappropriate. During the 
course of the investigation it transpired that the detective's level of 
rule breaking was extensive, for example he was using the police 
vehicle as his own, making regular shopping trips and social visits 
and even teaching a member of his family to drive in it. The 
investigation resulted in the detective's conviction and a term 
of imprisonment.
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4.14 What this case study shows is that apparently isolated instances 
of minor rule breaking can lead to serious corruption when left 
unchecked. It was undoubtedly the case that a number of staff and 
supervisors were aware of at least some aspects of his rule breaking, 
but chose to ignore it.

4.15 It must be the responsibility of all staff, and in particular all 
supervisors, to remain alert to the dangers and to challenge even 
minor rule breaking. However, the implications of the case study are 
even wider, because it highlights the need for threat assessm ents to 
look beyond traditional corruption activities and for indicators of 
other breaches of professional standards or ethics to contribute to a 
strategic analysis. It may be that trends identifiable within 
grievances, civil cases or employment tribunals could help highlight 
more worrying threats. However, if these cases are not properly 
monitored and analysed, such intelligence will be missed.
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A stra teg ic  re sp o n se
National leadership

4.16 Following the high-profile scandals of the 1990s and the HMIC 
thematic report on police integrity (1999), ACPO established a 
presidential task force on corruption. By 2000, the task force had 
evolved into the ACPO PSC. Successive chairs of this committee, 
all chief officers, have helped the Service move from a position  
where only a very few forces possessed any dedicated capability to 
address corruption issues to the current situation where every force 
has a capability and, in virtually every case, this consists of highly 
trained, specialist and dedicated staff.

4.17 Within the work of the PSC, specialist practitioners have been 
commissioned to develop protocols, guidance and advice documents. 
These have drawn on the best available practice, mainly but not 
exclusively from the larger metropolitan forces, and have been both
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well received and highly influential in raising the standard of anti­
corruption capabilities across the Service.

4.18 The PSC annual professional standards conference has become one 
of the most valued, and consequently best attended, of the ACPO 
conferences and has provided an influential forum where critical 
issues can be raised and good practice shared. HMIC continues to 
support both the PSC and the conference in this work.

Local leadership
4.19 The importance of local senior leadership and commitment to 

anti-corruption cannot be overemphasised. Through its involvement 
in advising on and agreeing the specific grading criteria for the 
baseline assessment of professional standards, ACPO set the 
benchmark as:

"A ch ief officer effectively driving forward a strategy to set 
and sustain  professional standards, to learn lessons from  
com plaints and to ensure continuous improvement."

4.20 In its inspection, HMIC therefore expected to find strong levels of 
leadership and commitment to professional standards from the very 
top of the organisation.

Find ings
4.21 There is general evidence of strong and active leadership; for 

example, all forces have a dedicated chief officer lead on 
professional standards, and in most cases this is the deputy chief 
constable (DCC). Heads of PSDs are generally of the rank of chief 
superintendent or superintendent, depending on the size of the 
force, and report directly to the chief officer lead. In most forces, 
a strategic plan is in place, endorsed by the chief officer lead and 
well communicated.

4.22 Generally, chief officer leads and heads of PSDs are passionate about 
standards within the organisation and feel that an improvement in 
professional standards increases the quality of the core policing 
service. There are a number of examples where chief officers and 
heads of PSDs are striving to improve the quality of the core 
policing service.
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G ood p ractice: P ro fession a l s ta n d a rd s b oard
In Dorset, there is a professional standards board chaired by the 
Chief Constable which considers standards across the whole 
organisation. The DCC, who holds the professional standards 
portfolio, also sits on the board. It has become a well 
established forum for setting the strategic direction and, 
through a work matrix, driving improvements in the 
investigation of public complaints, misconduct cases, direction 
and control issues and civil claims.

4.23 As with so many areas of policing, the success of a function can 
be closely related to the degree of commitment and leadership 
displayed by those in command. While a specific tenure of post is 
not suggested, it is important that such leaders do not become stale 
or complacent and that their continued commitment and interest is 
evident in their actions as well as in their words.

Dedicated expertise: analysts, covert teams and training
4.24 The evidence and intelligence-gathering operations that anti­

corruption staff are required to undertake are often complex and 
protracted. To compound this complexity, the targets are invariably 
employed within the organisation and may be conscious of covert 
tactics. Add to this the provisions of the Regulation of Investigatory 
Powers Act 2000 (RIPA), the sensitivities and restrictions 
surrounding the handling of informants, the special skills required 
to carry out covert investigations, such as surveillance, and the fact 
that investigators are dealing not only with criminal law but also 
with discipline regulations and police staff employment contracts, 
and it should come as no surprise that the level of expertise 
required is extremely high.

4.25 This is an area of policing where standard procedures need to be 
followed in considerable detail; the consequences of failing to do 
this can lead to acquittals on technicalities, discredit to the 
department, and a waste of resources and money. This has been 
evidenced in a number of high-profile corruption enquiries.

Find ings
4.26 Staff within anti-corruption units tend to be highly motivated and 

well trained in covert policing measures such as source handling 
and RIPA. They invariably have general covert investigative skills 
that have been obtained elsewhere within the organisation, for 
example in crime or drug squads or intelligence-gathering units.
No force reports having developed or delivered a dedicated training
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programme specifically for anti-corruption work. Generally, new  
recruits to the department shadow the more experienced members 
and learn from them, which can mean that they adopt habitual 
bad practice.

4.27 Levels of covert capacity vary according to the size of the force: the 
larger forces are able to demonstrate adequate levels of internal 
covert resources and do not need to routinely seek mutual aid by 
borrowing resources from other forces. In some cases, larger forces 
have dedicated surveillance teams. The smaller forces generally rely 
on a minimal number of covert staff (often just two or three), seek to 
gather evidence in other ways, and call in mutual aid when larger- 
scale operations are necessary.

4.28 Where skills gaps are identified, staff are sent on relevant courses, 
such as informant handling. There is evidence that officers within 
anti-corruption units have been on recent diversity courses, 
although no courses are totally specific to their role. However, it was 
noted that no nationally accredited training course exists in relation 
to anti-corruption or police misconduct investigations.

4.29 This absence of standard and specific training is a gap that should 
be addressed by ACPO in conjunction with the new National Policing 
Improvement Agency. The current work by AC GAG to run a pilot anti­
corruption training course in 2006 is acknowledged and supported. 
The subsequent evaluation of this course could form the baseline for 
the development of future training programmes.
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sterile operations and accommodation
4.30 Within operational PSDs, the anti-corruption unit needs to be kept 

away from identifiable police buildings. The reason for this is that 
targets w ill work within the organisation and w ill have routine 
access to police databases, buildings and, potentially, colleagues 
working within the unit.

4.31 In the early stages of their development, the majority of anti­
corruption investigations w ill be covert in nature. The failure to 
maintain an appropriate level of security can lead to a risk of
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compromise and, in some cases, a risk to the safety of anti­
corruption staff and of exposing their identity.

4.32 The premises of anti-corruption units either can be totally covert, 
situated well away from any identifiable police premises, even 
adopting an assumed identity, or can be housed within a police 
building but kept separate from other offices. In the latter, 'sterile' 
model, the risk of compromise can be minimised by the use of 
quality access systems and databases with restricted access; 
however, the issue of compromise remains higher owing to the 
proximity of the operation and the risk of leaks through overheard 
conversations or papers left carelessly in communal areas, for 
example at a photocopying machine.

Find ings
4.33 The inspection found that the locations of anti-corruption units are 

generally sterile, even when they are sited within police premises.
At least four forces have either fully covert or private premises 
away from identifiable police buildings. One head of a large anti­
corruption unit stated that the preferred location status for an 
anti-corruption unit is that of 'private premises' -  not covert, but 
protected from the wider Police Service, and yet accessible to those 
wishing to report concerns about corruption.

4.34 There is a body of good practice and security and design advice 
available within the Service, and it would be sensible for the ACPO 
PSC to collate and disseminate this alongside the work now under 
way to update and expand the ACPO guidance on the structure of a 
PSD (see Chapter 2).

The 'protective service' approach
4.35 In 2005, HMI Denis O'Connor and his team conducted a review of 

forces' ability to address what have become known as the 'protective 
services' of policing. The work had a number of critical drivers, not 
least the emergence of a terrorist threat following 9/11 and the 
London bombings, but the main one was the long-standing concern 
about the ability of forces to cope adequately with cross-border 
(level 2) criminality. The concept of protective services is explained 
in full in the HMIC report.^®

4.36 HMIC took as its starting point the discussion raised by the 2004 
Home Office strategy unit report on the nature of policing services 
at different levels. At force, regional and national or international 
level, they suggested that the police protect the public, for example 
by dealing with serious organised crime and terrorism. This is in

®HMIC Closing the Gap thematic report, 2005.
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contrast to local policing, where police work w ith  the public at the 
neighbourhood level to tackle anti-social behaviour, or where the 
police work for the public in dealing with volume crime. By this 
definition, the policing services that fall under the headings 
'working with' and 'working for' are delivered at beat, sector and 
basic command unit level and should be met almost entirely from 
local resources. This is not the case for the provision of protective 
services. In many respects, this is a force and/or regional function, 
which is often conducted without the knowledge of local people 
and requires an assessment of the twin issues of force capability 
and capacity.

4.37 The critical elements of protective services have been divided into 
intelligence (what we know about the matter), prevention (what we 
can do to reduce or prevent harm) and enforcem ent (how we can 
deal effectively with this crime in the criminal courts or achieve 
resolution through other means).

4.38 This language is increasingly common within the Police Service and, 
in particular, it is now closely associated with the National 
Intelligence Model (NIM).

4.39 The protective services that were the focus of HMI O'Connor's work 
and assessment were:
• major crime (homicide);
• serious organised crime and cross-border crime;
• civil contingencies and emergency planning;
• critical incidents;
• public order;
• strategic roads policing; and
• counter-terrorism and extremism.

4.40 There was serious discussion as to whether professional standards 
should have been included as the eighth protective service. Although 
it was decided not to include it, the issues relating to protective 
services were felt to be equally relevant to professional standards, 
and therefore they were adopted in the thematic inspection and 
within the parallel baseline assessment programme. This led to an 
emphasis on:
• enforcement and investigation;
• intelligence;
• prevention; and
• capacity and capability.
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4.41 This approach is particularly relevant to the inspection of 
anti-corruption units, as shown in the figure below.

Figure 5: A n ti-corru p tion  w o rk  in  PSDs

In vestiga tion
4.42 The size and structure of anti-corruption investigation teams vary, 

depending almost entirely on the size of the force and the PSD.
The smaller forces do not usually have dedicated, separate 
anti-corruption investigation teams, and the process adopted 
involves the intelligence team, often simply one detective sergeant 
and a detective constable. This team develops intelligence to the 
point where the operation becomes one of evidence gathering, and 
then passes it on to the complaints investigation team, which takes 
the enquiry forward to its conclusion. In the larger forces, there are 
invariably dedicated anti-corruption investigation teams, which 
means that the investigation remains within a single unit.
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4.43 To illustrate this trend, in Cheshire the professional standards 
intelligence unit (PSIU) takes responsibility for anti-corruption 
measures and covert professional standards operations. The PSIU 
consists of three police officers and an analyst, who report directly 
to the deputy or head of the PSD. There are no dedicated anti­
corruption intelligence teams. In contrast, the Greater Manchester 
Police (GMP) internal investigations unit (anti-corruption) comprises 
a chief inspector, two inspectors, five sergeants, fifteen constables, 
two analysts and a member of administrative staff.

4.44 The key issues in establishing anti-corruption investigation teams are:
• resilience -  having the ability to take on anti-corruption 

investigations from the intelligence-gathering stage through to 
conclusion;

• skills and training -  where resilience exists, having staff who are 
fully trained investigators, not just in traditional criminal 
investigations but with the added skills that are required in the 
field of misconduct; and

• outside tasking -  where there are no dedicated investigators 
within the anti-corruption unit, then the investigation is passed  
from the intelligence team to the complaints investigation team.

4.45 Undoubtedly, the proposed restructuring of police forces will 
produce a situation where all strategic forces w ill have the capacity 
to establish appropriately resourced teams. It will be important, 
however, that the structures subgroup of the PSC produces clear 
guidance in its revised template on the requirements of anti­
corruption investigation teams.

Proportionality in investigation
4.46 In some forces, particularly the larger ones, there is an increasing 

concern about perceived disproportionality in the degree of 
investigative effort directed towards staff from minority ethnic 
backgrounds. These concerns have been compounded by a number of 
high-profile investigations involving minority ethnic staff members 
that have been discontinued or where those under investigation have 
been exonerated. Notwithstanding these cases, there is evidence that 
minority ethnic staff are more likely to be convicted following 
criminal and misconduct investigations.

4.47 In the 2004 Morris Inquiry into the Metropolitan Police Service 
(MPS), the issue was addressed within a recommendation:
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"That [forces] take urgent steps to elim inate the  
discriminatory management practice which has led to a 
disproportionate number of investigations of hlack and 
minority ethnic officers and that [forces] take immediate 
action to engage hlack, minority ethnic and w hite officers 
and staff at all levels in the important practical steps 
required to ensure that hlack and minority ethnic officers 
and staff are not discriminated against on grounds of race."^’

4.48 The issue was also subject to a recommendation in the 2004 
Commission for Racial Equality (CRE) formal investigation into the 
Police Service, which stated that:

"The Home Office and/or Her Majesty's Inspectorate of 
Constabulary should urgently com m ission research across 
the Police Service on the nature and extent of any 
disproportionate impact on ethnic m inority police officers 
that may exist in  the operation of the police disciplinary 
procedure."^®

4.49 In the joint ACPO, Association of Police Authorities and Home Office 
response set out in the race equality programme for the Police 
Service in July 2005, it was agreed that this research should not be 
the responsibility of HMIC but that:

"The Home Office w ill liaise w ith  the MPS regarding 
research com m issioned and being undertaken [now  
extended beyond the MPS] w hich may prove helpful.
The Home Office w ill consider the possibility of further  
research in developing the new  disciplinary process."

Find ings
4.50 There is evidence that this important issue is being addressed. GMP 

has a member of their PSD staff researching disproportionality, 
while Lancashire, the MPS and Northumbria have commissioned or 
are considering commissioning independent academic research into 
the subject. The MPS research is being conducted by the University 
of Cambridge Criminology Department and was due to be reported 
in April 2006. Leicestershire has engaged the Government Office for 
the East Midlands to provide an independent review in this area.

’̂ Morris Inquiry, recommendation 7a.
°̂CRE report, recommendation 69, paragraph 6.64.

116 Raising the standard

MOD200016913



For Distribution to CPs

Anti-comiption ;

ACPt) Use Homo OfOco shotHU onamx' Hsift Hisrcj isi u 
c<K}rcUnaiod jtpprtjaoh f« th<> on/joinj,* roŝ coroh i»f« th<j 
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Covert, technical and surveillance intelligence-gathering techniques
4.51 Covert, technical and surveillance intelligence-gathering techniques 

are particularly important to anti-corruption activity as the target 
w ill work within the organisation and there is every chance that 
they will be on their guard to avoid being observed or detected. Even 
if the target is not particularly difficult to monitor, the risks of 
compromising the operation must be minimised in order to protect 
any sources of relevant intelligence, for example colleagues of the 
suspect who may have reported their suspicions.

4.52 A good anti-corruption unit should have access to all the tactics that 
any other covert unit would have; at its highest level, corruption is a 
very serious criminal offence that strikes at the very heart of 
policing and the integrity of the Service.

4.53 Resources such as surveillance teams, financial investigators, 
technical support teams and undercover operatives are increasingly 
necessary in anti-corruption investigations.

Find ings
4.54 Yet again, as a rule of thumb, the larger forces have good levels of 

dedicated covert facilities and the smaller forces rely mainly on 
informal arrangements with neighbouring forces. To illustrate this, 
in West Midlands the anti-corruption unit consists of 22 members of 
staff, mainly police officers and experienced detectives with a range 
of proactive intelligence and covert policing investigative skills; in 
North Yorkshire, the anti-corruption unit consists of only three 
members of staff. The North Yorkshire team, small as it is, possesses 
excellent covert intelligence-gathering skills, and it is able to use 
surveillance teams from a neighbouring force when more extensive 
resources are needed.

4.55 These informal arrangements generally work well but they rely 
heavily on personal relationships and mutual goodwill between 
force representatives. Some good examples of more formal 
collaborations are evident, for instance in the Eastern Region a 
formal protocol exists between forces for the sharing of resources 
for covert operations. In the South West, at the time of the
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inspection, a similar regional protocol between the PSDs was being 
drafted. In Lancashire, while the anti-corruption unit does not have 
its own dedicated surveillance team, it has demonstrated an 
imaginative use of external agencies.

Executive authority and lawful business monitoring
4.56 The concept of 'executive authority' was developed by ACPO to 

provide a formal framework for the valid authorisation and 
deployment of covert investigation techniques (including the 
interception and monitoring of telephone conversations both to and 
from forces) in the context of internal police disciplinary 
investigations involving potential misconduct of a serious nature.

4.57 Executive authority sits outside any legislative framework and the 
legitimacy of this tactic has been questioned. It is the view of some 
senior police officers that the legitimate use of the executive 
authority procedure is questionable in the light of Article 8 of the 
European Convention on Human Rights, the Human Rights Act 1998 
and the Data Protection Act 1998 and this view is widely held in 
professional standards circles.

"How can a departm ent that is there to ensure the
integrity of policing adopt a tactic that is so questionable?
It ju st doesn't make sense."
Senior police officer, head of an anti-corruption unit

4.58 If the use of executive authority is such a questionable tactic then 
there is a risk that individual authorising officers w ill be exposed 
to civil actions, and there remains a strong likelihood that material 
obtained through such covert investigations will be inadmissible in 
any subsequent disciplinary or civil proceedings. It may be for these 
reasons that staff associations, including the Police Federation and 
the Superintendents' Association, are opposed to its use.

4.59 The RIPA review in 2005 acknowledged the Home Office view that 
the use of covert tactics, such as those governed by RIPA, for non­
criminal matters was disproportionate, and that the inclusion of 
misconduct as grounds for authorisation lowered the threshold 
too far. The Home Office currently contends that well-designed 
workplace monitoring (known as 'lawful business monitoring') and 
staff welfare policies should negate the need for executive 
authorisations.

4.60 Lawful business m onitoring is the recording of transactions, 
conversations and other communications which take place within
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the business environment on equipment owned by the particular 
police force in which the transaction takes place. It may be used to 
cover telephone calls made to and from  an organisation and can be 
a useful tool to help secure consistency in the way that calls are 
handled and to improve public confidence.

4.61 Forces can lawfully record and retain such transactions, not only for 
quality assurance and policy compliance but also for breaches of 
conduct by staff. Ideally, any business monitoring policy should be 
formed in consultation with trade unions and staff associations, 
and must be communicated to staff as well as to external persons 
engaging with the force in accordance with the provisions set
out below.

4.62 HMIC's call-handling thematic inspection. First Contact, published 
in 2005, found that a number of forces were recording individual 
telephone callers on non-emergency lines for policing purposes 
without alerting them to the fact. This is in breach of the fair 
processing principle of the Data Protection Act 1998, and the 
Information Commissioner recommends that callers to and from the 
organisation should be made aware that their call is being recorded 
for policing purposes. Ideally, this can be done by having a recorded 
message at the beginning of the call or having the police member of 
staff who answers the call inform the caller that calls are recorded 
and may be monitored. Police forces may also consider providing 
fair processing information by other means (eg placing a warning 
in the employment contract of staff joining the organisation and 
advertising the fact on websites, in the telephone directories, or
by any other practicable means).

Find ings
4.63 Despite the above widespread reservations, a number of forces are 

still using executive authority, while others, including the MPS, are 
strongly opposed to it. An example of its use is to gather evidence 
on ex-staff, who, having retired on enhanced ill-health pensions, 
subsequently engage in physically demanding activities, contrary 
to their declared illness.

4.64 It is the firm view of HMIC that forces should not be using executive 
authority under any circumstances.
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4.65 With regard to lawful business monitoring, there also remains a 
significant degree of inconsistency across the Service. For lawful 
interception to be allowed under the regulations there is a 
requirement that the interception must be intended solely for 
recording communications relevant to the business and the force 
must have made all reasonable efforts to inform every person who 
may use the system that communications may be intercepted. Forces 
also need to ensure that they are applying the principles of the 
Telecommunications (Lawful Business Practice) (Interception of 
Communications) Regulations 2000, and the supporting guidance 
issued by the Information Commissioner's office.^®
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Anti-corruption: the role of the Independent Police Complaints 
Commission

4.66 The referral of serious police corruption offences from police forces 
to the Independent Police Complaints Commission (IPCC) is 
mandatory. Once an offence is referred, the IPCC decides whether 
to investigate it independently or supervise or manage the enquiry. 
The point at which referrals should be made to the IPCC has 
recently been set as the point in the operation when police resources 
start being used. This protocol was very new at the time of the 
inspection, and consequently there is no evidence to establish how 
it is working in practice. This is a new approach for PSDs, but early 
referral to the IPCC has many advantages. These include providing 
an early opportunity to comment on the proposed size and scale of 
the investigation, thereby enabling PSDs to deflect later criticism, 
particularly in cases that are likely to attract high levels of scrutiny. 
At the time of writing, no police corruption investigation has yet 
been independently investigated by the IPCC.

°The 'Lawful business practice regulations' are contained within the Employment Practices Data Protection 
Code published in June 2005, pages 58-62 refer.
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G ood p ractice: MPS-IPCC referra ls
The MPS anti-corruption command holds meetings every two 
weeks with an IPCC commissioner, at which they review all 
current investigations of corruption. This ensures that the IPCC 
is fully informed of all cases under investigation at any time 
and can decide on the most appropriate mode of investigation. 
An advantage of this process is that it provides the force with 
an element of independence in anti-corruption investigations 
and a check on both the direction and proportionality of the 
investigation.

Links with independent advisory groups
4.67 Independent advisory groups (lAGs) provide a good sounding board 

and a quality check on police anti-corruption activity. Although such 
consultation is by no means mandatory, in certain circumstances, 
particularly when dealing with sensitive issues such as referrals, it is 
considered wise. What better assurance could the community have 
than that a PSD has not only carried out an early referral to the IPCC 
but has also consulted with the lAG to gauge community views?

Find ings
4.68 The inspection found examples where considerable value has been 

added by lAGs when they have highlighted other methods of 
investigation that the police could consider in order to avoid undue 
criticism.

4.69 When consulting lAGs, there is no need to identify individuals and 
it is possible to anonymise the evidence in order to maintain
the integrity of the investigation. The MPS regularly refers 
investigations to an lAG if the subject is a staff member from 
a minority ethnic background. The force is aware of the 
disproportionality issue mentioned earlier and uses such referrals 
to quality check their decision-making process.

In te lligen ce
The use of the National Intelligence Model and strategic threat 
assessments

4.70 In A Professional Standards Department: Guidance on the 
Philosophy, Structure and Resource Implications, ACPO states:
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"... when dealing w ith these threats from corruption, the 
intelligence function should he the starting point; the 
success of any investigations mounted will he governed hy 
the quality of the intelligence available. This requires that 
a sophisticated and systematic approach he taken to ensure 
the continual flow of quality intelligence needed for 
driving the department's activity."

4.71 It goes on to say that:

"... for these reasons, the investigation of professional 
standards matters must he based on intelligence-led  
policing and must be consistent w ith the National 
Intelligence Model."

4.72 NIM is now the process adopted by the police throughout England 
and Wales to manage intelligence, prioritise resources, identify 
threats and develop control measures aimed at addressing them.
As NIM is now embedded for the handling of crime, the expectation 
is that it should be equally well established in anti-corruption 
activity. This should include the preparation and use of strategic 
threat assessments, the definition of the main tasks and roles within 
the intelligence function, and the establishment of an appropriate 
intelligence database.

4.73 The expected NIM structures and flows of intelligence are set out in 
the ACPO guidance (see Figure 6 opposite).

Findings
NIM processes

4.74 Ah forces should have compiled a strategic threat assessment; however, 
by May 2005 only 29 of the 43 forces had submitted these to NCIS.
The implications of this are that judgements and conclusions have 
been made on the basis of incomplete information, both nationally and, 
potentially, locally. In view of the importance of intelligence at both 
local and national levels, this finding was a disappointment.

4.75 All forces claim to have applied the principles of NIM in their PSDs, 
but this is often only in relation to the anti-corruption or integrity 
elements of their operations. In small forces, although anti­
corruption units are NIM-compliant, often the 'labels' used are not 
all the same as those in the national model. It is also not unusual
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for the outcomes of tactical tasking and coordinating meetings to 
go unrecorded. As one head of a PSD in a small force said:

"NIM is the wholly appropriate model for intelligence 
handling but within a small force, where we may only be 
receiving two or three pieces of intelligence per week, it 
is almost impossible to be totally compliant."

Figure 6: Information flows and functions w ithin NIM from the ACPO guidance 
on PSDs
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4.76 The quote above and general findings in relation to intelligence
handling in small forces demonstrate the problems of using a model 
that was designed to handle large amounts of intelligence using high 
levels of resources. It is certainly the case that one size does not fit all.
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Case study
In West Yorkshire, the application of NIM within the PSD has 
been adapted to accommodate performance management. The 
departmental performance manager is incorporated within 
the intelligence cell, and the force 'Task It' action management 
system is used to allocate work within the department and in 
divisions. Problems are identified relating to individuals, groups 
of individuals, events or circumstances. NIM is being used to 
create a preventive and organisational learning and development 
environment. The database used for intelligence gathering is 
Clue 2, which has the confidence of staff and is fit for purpose.

4.77 The availability of appropriate IT is another area where anti­
corruption units would benefit from a standard regional or national 
approach. The restructuring of police forces should assist in driving 
such standardisation.

Case study
In Norfolk, activity within the PSD is wholly governed by NIM 
processes, an approach that is typical of Norfolk Constabulary 
as a whole. There is a strategic assessment and control strategy 
issued annually and revised every six months. In addition, there 
are monthly tactical assessments that drive the departmental 
level 1 activity. The detective chief inspector (DCI) and an analyst 
attend level 2 tasking and coordinating meetings, which, along 
with the source management unit, provide streams of work and 
intelligence for the PSD.

4.78 All PSDs in the Eastern Region have contributed to a regional 
strategic threat assessment.

4.79 Gaps in intelligence will often be identified that cannot be filled 
either by analysis or by the collation of existing material. It therefore 
falls to field intelligence officers (FIOs) to fill in the gaps. FIOs need 
to have the skills to be able to handle people who can provide 
information, some of which will be confidential, as well as a good 
understanding of the legislation governing the use of intrusive 
surveillance techniques. Part of their work will require them to have 
technical capabilities, even if resources dictate that this aspect of 
their work has to be of a limited nature. In particular, FIOs should be 
able to use available equipment and techniques to undertake lawful 
business monitoring.
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S taff skills

4.80 All PSDs should have staff with diverse skills, including financial 
investigators. Financial investigation is an effective way of gathering 
intelligence and can be used proactively to dispel or confirm other 
concerns. It is not just applicable in a reactive way, as part of the 
response to a specific case. An increasing number of forces have 
recognised this and are appointing dedicated financial investigators 
within their anti-corruption intelligence units.

4.81 It was pleasing to note that the majority of forces have capability 
in this area and have appointed FIOs within anti-corruption units. 
The high standard of skills and experience shown by FIOs in anti­
corruption units is an area of strength. Most FIOs have developed 
their skills in other areas of intelligence gathering and have 
undergone general training in intelligence-gathering methods.

4.82 Despite more widespread use of FIOs, there is still no national 
accredited course for anti-corruption for them. This is a gap that 
should be addressed by the PSC through ACCAG and the planned 
anti-corruption pilot course (see recommendation 6).

Gathering intelligence

4.83 A significant source of intelligence can be the structured use of 
confidential reporting lines, as previously discussed in Chapter 3 
(paragraphs 3.43 to 3.46). Fewer than one-third of forces have fully 
independent arrangements in place. Many chief officers and heads 
of PSDs consider that the costs are quite high and they feel that 
their staff have sufficient confidence in their own internal 
arrangements. Some forces are simply not convinced of the value of 
commercially available reporting lines and want to see an 
independent evaluation before committing funds.

4.84 In January 2006, an officer in the MPS produced a research paper on 
confidential reporting lines. It was reported that, by early 2006, 14 
forces will operate external confidential reporting systems and that 
there are several providers. At the time of writing, one provider 
dominated the market. There is a cost implication in appointing 
external providers, which varies depending on the provider and the 
service option.

4.85 According to the MPS research, 78% of forces reported receiving no 
more than 50 reports within a 12-month period. Four forces reported 
receiving between 100 and 150 reports, and one reported receiving 
between 200 and 300 reports per year. The researcher believed that
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his research showed that the use of external reporting systems 
would increase the number of reports.

Good practice: Setting up confidential reporting
In Leicestershire, support networks were involved in the 
tendering process for the new confidential reporting line. The 
networks were included in an inspection visit to the call centre 
and were also involved in the interview process, and they were 
able to ask questions of company representatives during a 
presentation to the force. This helped increase confidence in the 
reporting line.

4.86 Some forces have developed confidential e-mail reporting to 
supplement other confidential arrangements. In general, the 
effectiveness of confidential reporting lines depends on how well 
marketed they are.
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Prevention
4.87 All too often, the Police Service, while excellent at reacting to crises, 

is less adept at preventive work, if only because it dedicates all 
available resources to fire-fighting. Preventive activity requires the 
capacity and capability to carry it out, and is a key factor in how the 
police approaches protective services. It is, therefore, an equally 
vital element in addressing professional standards.

4.88 There is a need to make the Service more resilient to the threat of 
breaches of professional standards, from both within and outside 
the Service. This can be achieved by adopting the highest standards 
of professionalism and creating a working environment in which all 
staff can report breaches of professional standards with confidence.

4.89 Organisationally, there are four key areas of preventive activity that 
relate specifically to the anti-corruption activities of PSDs:
• operational security;
• information security;
• data protection and freedom of information; and
• vetting.

O p e ra tio n a l s e c u rity

4.90 The role of the operational security manager (OPSY) is to implement 
and promulgate best practice in relation to intelligence handling and 
operational security; to provide advice and guidance to support 
operational managers; and to undertake independent reviews and 
audits of the operational use of intelligence and operational security 
arrangements. The desired outcome is to ensure the integrity and 
quality of intelligence use within the force.

Findings
4.91 Despite the importance of this role, very few forces have established 

a dedicated OPSY post.
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Good practice: Use of OPSYs
In Kent, the inspection teams found that an OPSY has been 
appointed whose role it is to oversee security and intelligence 
obtained by covert means. Half of his time is spent advising and 
guiding the Kent teams, and half spent conducting intrusive 
supervision to protect source handlers and systems from 
corruption. Kent was one of the first forces in the country to 
adopt this approach.

At the time of the inspection, Dorset has just appointed an 
OPSY, and Humberside Police employs an OPSY within the force 
intelligence cell. The post-holder reports directly to the DCC.

Hertfordshire, South Wales and Nottinghamshire have also 
received funding for OPSYs.

4.92 An increasing number of forces have now recognised that the issue 
of operational security is vital within a Service where one of the 
greatest threats stems from information leakage. It is of concern that 
the introduction of OPSYs is somewhat ad hoc; there is clearly scope 
for a more formal audit and evaluation of any security threat that 
may be posed by the absence of the OPSY role in so many forces.

ClHof <>rnc<jr:i slspukl review their operaliotud securiiy 
arrangRtneuis to guarantoe tlajl measurRS aro it: plaRO to r r s u f o  

tiio intogrdv'<)»ti eoandeRtialitv oi'scRfsifive iRforfualion and (hat 
opera tioaal scearifv ta thorougidy mai(3t<iirtod.

In fo rm a tio n  s e c u rity

4.93 The proliferation of networked computer databases, accessible by 
large numbers of staff across force boundaries, has left forces 
increasingly vulnerable to the risks of unauthorised access and 
disclosure. So too has the growth in mobile computing. Disclosure 
of information can be used to alert criminals to methods of 
enforcement, allow them to identify investigating officers and 
informants, compromise surveillance (both human and technical) 
and identify criminal rivals. Force information security systems, 
policies and procedures must be developed to meet these 
vulnerabilities, and to keep pace with technological change.

4.94 An effective information systems security regime includes measures 
to address:
• security of mobile computing equipment;
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• controls on the use of peripheral devices (eg disk drives and 
CD-ROMS);

• protection from viruses;
• radio and telephone security;
• secure internal and external e-mail systems;
• blocking unauthorised browsing of computer records;
• reporting security incidents;
• protective marking of computer assets;
• workstation security;
• data protection compliance; and
• systems audits.

4.95 Any programme of security management must be based on an 
assumption that the vast majority of staff are honest and loyal and 
need access to systems in order to enable the force to achieve its 
objectives. At the same time, the programme must send a clear 
message to the very small number of dishonest staff that their 
corrupt actions will be exposed and dealt with. In respect of security 
management within forces, the baseline assessment sets out the 
following criteria in order to achieve an E xcellent grade:

"The force's information service is led by a suitably 
qualified professional chief information officer who 
is a member of the ACPO team and has responsibility 
for information management and information and 
communications technology, including data quality, 
information security, data protection and freedom 
of information."

Findings
4.96 All forces have a security management policy in place, although few 

have systematic and structured IT auditing processes. Many forces 
employ full-time information security managers, some of whom are 
located within force PSDs.
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Good practice: Information security
In Cheshire, the DCC, who has the professional standards 
portfolio, also chairs the force information security group, 
demonstrating a high level of commitment to the issue. The force 
also employs a full-time security information officer.

In Dorset, there is a clear security management regime with a 
compliance unit, which comprises an information security 
officer, a vetting officer, data protection and freedom of 
information officers and a civil litigation unit, all answerable 
to the head of the PSD.

In Merseyside, information security issues are a major focus 
for the PSD, which has a dedicated compliance manager who 
regularly audits and checks all IT systems for misuse or 
suspicious patterns of activity.

Hampshire has introduced 'chip and pin' technology (embedded 
in ID cards) for access to computer systems and to some 
buildings. This is a good example of security management.

4.97 As part of its intranet abuse investigation, one particular force 
offered an amnesty to all staff and urged them to delete any 
inappropriate material held on the system. To the surprise of the 
force, this resulted in the freeing up of some 40% of available space 
on the force hard drive. In another force, an audit was conducted of 
access to systems by checking the passwords of staff and comparing 
them with up-to-date details of posts and required access. It was 
discovered that some 30% of those with current access no longer had 
any legitimate reason to use the system.

4.98 In view of local assessments and the national strategic threat 
assessment, which highlight the risks to the Service from 
information leakage, the lack of adequate audit facilities should 
be addressed by each force as a matter of urgency.

Police N a tio n a l C o m p u ter a u d its  a n d  m o n ito rin g

4.99 The PNC is currently the only truly national IT database. HMIC 
audits police forces on their use and management of the PNC, 
carries out inspections using comprehensive inspection protocols, 
and interviews staff who have a responsibility for the PNC, input 
data, or use the PNC as part of their duties.
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4.100 There are two main areas of the PNC inspection that involve force 
PSDs:
• how the force audits PNC reports as required by the 1998 ACPO 

D a ta  P ro te c tio n  A u d it M a n u a l (DPAM);'‘“ and
• how the force monitors PNC usage to reduce the risk 

of system misuse.

Audit of force Police National Com puter reports
4.101 The majority of forces inspected comply with the DPAM; however, 

some do not. Some forces carry out their own audits and produce a 
report with recommendations; however, there is limited take-up of 
these recommendations and many are not actioned, so the 
effectiveness of the audit is diluted and the risks remain.

4.102 Good practice is when the force complies with the DPAM and the 
PNC strategic group (or similar) creates an action plan. This plan 
should include the recommendations contained in the audit report 
and achievable timescales for achieving them.

Transaction m onitoring
4.103 Transaction monitoring is a process outlined in the DPAM that 

forces should use to determine the legitimacy of PNC transactions 
carried out by operators. The DPAM states that a minimum of three 
checks per day should be carried out, and the sample size should be 
representative of the overall number of transactions completed by 
the force. Each force carries out transaction monitoring differently.

4.104 Good practice is when:
• the transaction monitoring is carried out by data protection staff 

or PSDs to ensure independence;
• a realistic number of transactions are checked each day, depending 

on the size of the force;
• a robust procedure is in place to complete the task, including a 

structure for reporting possible misuse;
• there is proactive monitoring of and research into PNC transactions;
• monitoring is intelligence-led; and
• all staff are fully aware of the reasons for transaction monitoring.

°The DPAM is currently being reviewed by the National Centre for Policing Excellence.
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Findings
4.105 To illustrate the potential benefits of transaction monitoring, in

Leicestershire a routine check was carried out which found that an 
enquirer was on annual leave on the day an enquiry was made.
An investigation followed which revealed PNC misuse and resulted 
in the successful prosecution and imprisonment of an ex-inspector, 
an ex-sergeant and a serving sergeant.

Good practice
West Yorkshire conducted an audit of existing IT users against 
current postings and identified large numbers of individuals 
with access to systems that they no longer required. As a result, 
the IT department decided to provide enhanced user control 
through a new human resources (HR) system. The introduction 
of this system was aimed at managing the key strategic threats 
of disclosure of information and computer misuse.

D a ta  p ro te c tio n

4.106 An effective information systems security regime must include full 
compliance with the provisions of the Data Protection Act and 
dedicated data protection staff, such as a force data protection 
officer, either within the PSD or with good lines of communication to 
it. The specific grading criteria for the 2005 PSD baseline assessment 
set out a requirement that:

"A security strategy should be in place, w ith clear 
responsibility for IT, data protection and personnel vetting 
-  if not within PSD then sound structures and processes 
which link these functions."

Findings
4.107 The inspection found that all forces have data protection measures 

and dedicated data protection officers in place. Some officers sit 
within PSDs, others are located elsewhere within the force. However, 
the management of data protection issues is by no means standard. 
Invariably, freedom of information is linked to data protection, with 
responsibilities for these two statutory requirements sitting together.
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Good practice: Coordinated data protection
In Avon and Somerset, a corporate information management 
department (CIMD) brings together all aspects of information 
management, including vetting, information security, data 
protection, freedom of information, disclosure and compliance 
audits. It is well resourced with experienced, skilled and 
qualified staff. The CIMD structure and processes provide a 
model for the sort of arrangements all forces have to introduce 
in 2006 under the Management of Police Information code of 
practice.

In GMP, there is a force security committee chaired by the 
assistant chief constable and attended by the vetting officer and 
IT security and data protection staff, as well as a representative 
from the internal investigation unit (anti-corruption). This 
security committee feeds into the Profession Standards 
Committee. Interestingly, one UNISON representative said that 
in his experience data protection breaches represent the most 
prevalent breaches of discipline among his members.

4.108 Forces identified information leakage as a major threat to the 
integrity of the Service in their strategic threat assessments, yet IT 
audit is haphazard and inconsistent. This inconsistency is probably 
due to the piecemeal nature in which systems have been introduced 
over recent years, with primacy given to systems meeting user needs, 
and audit often only being considered as an afterthought.

4.109 In addition, for some time the Police Information Assurance Board,
a subcommittee of the ACPO information management business area, 
has been trying to get forces to conduct central notification of 
ongoing security incidents. The board has consistently failed to 
achieve its goal, with forces often arguing that notification must 
wait until any legal proceedings have taken place.
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Chief officers should review audit arrangements currently in 
place in respect of IT systems and put in place measures to 
ensure that all internal systems are both capable of audit and 
audited in order to prevent unauthorised access and information 
leakage.

In addition, a member of the AGPO team should be a suitably 
qualified professional chief information officer, taking 
responsibility for information management and information and 
communications technology, which includes data quality, 
information security, data protection and freedom of information.

Vetting and staff vulnerabilities
S ta f f  v e ttin g

4.110 Police officers are given extraordinary powers over citizens, and 
officers (and police staff) have access to highly sensitive 
information. The public quite rightly expects police officers and 
staff to be of good character, and the failure to properly vet staff 
will leave a force extremely vulnerable.

4.111 The 1999 HMIC thematic report on integrity highlighted that an 
enhanced vetting process should be introduced to consider lifestyle 
and financial vulnerabilities. The subsequent ACPO N a tio n a l V etting 

Policy f o r  th e  Police C o m m u n ity  was duly produced and ratified by 
the Chief Constables' Council in April 2004.

4.112 The ACPO vetting policy is designed to establish uniformity in 
vetting procedures and to introduce a consistent approach to 
vetting, which will allow members of the police community to 
transfer to or operate in different forces with a minimum of 
duplication of vetting.

4.113 The purpose of vetting is to help maintain a level of protection for 
police assets. It forms part of a wider security programme, alongside 
functions such as information security, physical security and the 
Government Protective Marking Scheme. The ACPO policy sets out 
that forces should appoint a force vetting officer (FVO) to coordinate 
and control all vetting processes within their force area. The 
importance of this role is reinforced in ACPO's A P ro fessio n al 

S ta n d a r d s  D e p a rtm en t:  G u id a n c e  on Philosophy, S tru c tu re  a n d  

R eso u rce  Im p lic a tio n s , although it does not give guidance as to 
where this role should sit within the organisation.
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4.114 Vetting is a complex process, and in this report we can give only a 
brief overview that sets out the national picture and our findings 
during the inspection. More details appear in the ACPO N a tio n a l 

V etting Policy f o r  th e  Police C o m m u n ity  (albeit this is a restricted 
document). This is an area where the Service is vulnerable, and 
there have been a number of examples of inappropriate staff 
appointments that have emphasised that vulnerability.

Levels o f  v e ttin g

4.115 There are various levels of vetting currently conducted by forces, 
including national security vetting, such as the basic check, counter­
terrorist check (CTC), security check and developed vetting, and 
force-level vetting, such as recruitment vetting and non-police 
personnel vetting. These types of vetting vary depending on the level 
to which the candidate requires clearance.

4.116 Once successfully cleared, the candidate is provided with access up 
to and including the level to which they have been authorised. For 
example, CTC checks are carried out to prevent those who may have 
connections with terrorist organisations, or who may be vulnerable 
to pressure from such organisations, from gaining access to certain 
people, premises or information that could be exploited to further 
the aims of a terrorist organisation. CTCs should be carried out on 
all police officers, members of the Special Constabulary and police 
community support officers. It should also be carried out on police 
staff and non-police personnel whose work involves close proximity 
to public figures who have been assessed as being at particular risk 
from terrorist attack, or who have access to premises, information or 
material assessed as being of value to terrorists.

R e c ru itm e n t v e ttin g  issues

4.117 The requirements for police officer recruitment are set out in Home 
Office Circular 54/2003. There are no national guidelines for police 
staff recruitment, although the national policy states that the 
criteria for police officers should be extended to police staff because 
of the diverse nature of the work they now undertake. This would, 
for example, involve the introduction of financial checks for police 
staff, which is a very simple procedure.

4.118 The ACPO PSC has a national vetting working group that formulates 
and advises on national policy. Members include senior police 
practitioners and representatives from the Police Federation, HMIC, the 
Cabinet Office, UlNriSON and the Home Office. The group is currently 
chaired by a detective chief superintendent from the MPS. A number of 
detailed vetting issues are currently being debated at a national level, 
and the summaries below give a flavour of the current topics.
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Residency
4.119 Home Office circulars state that police forces can accept EU 

applicants as long as checks abroad are carried out, but in many 
EU countries this cannot be done. It sets out that national security 
checks can be carried out as long as someone has resided for three 
years out of the last five in countries where checks can be made. 
However, ACPO vetting policy introduced three years' residency in 
the United Kingdom as a minimum period. In effect, current policy 
means that forces can reject a United Kingdom applicant with a 
caution from three years and a day ago, but they can accept a war 
criminal from a country where checks are not possible.

Advisory Group for National R ecru iting  Standards
4.120 The first opportunity to sift out unsuitable applicants to the Service 

comes at the recruitment stage. The Home Office-run group that 
oversees recruitment standards is therefore in a critical position.
It makes recommendations for ministerial approval for Home Office 
circulars and consists almost entirely of representatives from HR 
and staff associations. It is pleasing to note the recent addition to 
this group of a representative from the National Vetting Working 
Group (NVWG), which should provide a balance to the decision­
making process.

4.121 Much progress has been made by the NVWG in relation to the 
development of vetting within the police community; however, there 
are many practical implementation issues that the advisory group 
will need to consider and advise on during the coming months and 
years if national consistency in vetting is to be achieved. It is 
important to note that the work of this group should be seen as 
ongoing and not as complete now that the national vetting policy 
has been published.

W arrantor vetting database
4.122 The MPS has commissioned a vetting database named Warrantor, 

which is owned by a company called Logsys. This database 
originated in the Defence Vetting Agency and, while it is not tailored 
to police vetting purposes, MPS staff speak highly of it as a suitable 
vetting data management tool. This is not the only vetting database 
available and other companies are offering alternatives. At least two 
forces have examined Warrantor and have chosen not to proceed 
with it, while other forces are considering adopting either Warrantor 
or one of the alternatives available on the market. This raises an 
issue that often occurs within the public sector: without national 
standards and guidance, forces go their own ways and purchase 
different systems that are incompatible with each other and with
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existing systems. It is not clear at this stage if Warrantor offers a 
national solution that may be compatible with any future national 
police intelligence database.

In view of the forthcoming force restructuring, before any further 
police funds are spent purchasing vetting databases that may 
prove to be incompatible, the ACPO PSC should carry out a review 
of vetting databases. Any review should take into account the 
feasibility of a national product.

A sso cia tio n  o f  C hief Police O fficers' su rv e y  on  n a tio n a l  v e ttin g  

p o licy  f o r  th e  po lice  c o m m u n ity

4.123 In January 2005, following research into all forces in England and 
Wales, ACPO published a summary of forces' implementation plans 
in response to the N a tio n a l V etting Policy f o r  th e  Police C o m m u n ity  

which had been published in April 2004. The document gave an 
overview of vetting activity on a force-by-force basis, drawing out 
central themes, and was a valuable exercise. The findings were that, 
at that time, force vetting functions were at varying stages of 
development compared with national policy. A total of 12 issues were 
raised for the NVWG to consider.

4.124 There is a view among practitioners that ACPO should now consider 
repeating this survey to update the national picture in relation to 
this vital area of anti-corruption work.

Findings
4.125 HMIC's findings are similar to those of the ACPO vetting survey, 

in that forces are at differing stages of development in terms of 
compliance with ACPO guidance. A number of forces have yet to 
appoint an FVO whose role and job description meet the 
requirements set out in the guidance. Also, many have not 
restructured to centralise the vetting function.

4.126 Once again, the larger forces appear to be more advanced than the 
smaller ones. For example, in GMP the force has appointed an FVO 
who is well qualified and skilled. He is very active on the national 
scene and is a key member of ACPO's NVWG. Conversely, in one 
small force basic vetting and counter-terrorism checks are carried 
out by the HR department using local staff, while higher levels of 
vetting are referred to Special Branch. Because of the high costs 
involved, a decision has been taken not to extend vetting in the force 
or to establish a dedicated vetting post or team.
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4.127 In 29 forces, the FVO is located within the PSD. However, not all of 
these officers, who have been appointed relatively recently, have 
developed a central vetting function. All FVOs interviewed 
acknowledge the importance of centralised vetting, but there are 
differences in opinion as to where this function should sit.

"The majority of my work now is w ith HR. I think there 
remains somewhat of a stigma being associated with PSD, 
which puts up barriers during vetting interviews. In my 
view, the solution lies w ith vetting units being 
independent of PSDs and HR and having direct line 
reporting to the chief officer lead of professional 
standards."
FVO in a force moving to centralised vetting

4.128 There are convincing arguments for vetting to be situated within 
PSDs as part of a broader security management strategy, as set out 
in the suggested model in Figure 2 in Chapter 2 of this report. 
However, more important than the location of vetting is that forces 
fully comply with ACPO guidance and, as a matter of some urgency, 
move towards a centralised vetting function under the leadership of 
a suitably qualified FVO.

Case study: The need for a national database
In one force, the DCC with the professional standards portfolio 
acknowledged the inability of forces to monitor, track and search 
for corrupt staff, transferees and recruits over force boundaries. 
He admitted that in recent years the thrust to recruit staff has 
overtaken the need for robust vetting procedures. He said:

"The re su lt is th a t  th e re  a re  n o w  a  n u m b e r  o f  in d iv id u a ls  

w ith in  th is  fo rc e  a n d  p o ssib ly  o th e r  fo rc e s  w ho a re  e ith e r  

c o rru p t o r  corruptib le."

He indicated the need for a regional or national vetting database 
where key data on applicants and staff can be stored and 
accessed by relevant stakeholders.

4.129 HMIC agrees with the proposal outlined in the case study above and 
suggests that it should be included in the national review.

4.130 There were some examples of good vetting arrangements, as shown 
in the examples opposite.
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Good practice: Vetting arrangements
In Devon and Cornwall, as well as in a number of other forces, 
the practice has evolved of conducting vetting interviews with 
applicants if there are concerns over their history. Such interviews 
sit outside the Police and Criminal Evidence Act 1984 or standard 
job interviews, are conducted by a detective officer, are voluntary, 
and are aimed at satisfying the vetting officer that the applicant 
is a fit and proper person to join the force.

Within the MPS vetting unit, a dedicated force liaison unit has 
been established. This unit deals exclusively with officers 
applying to transfer in from other forces. Despite this, staff 
expressed concern that they experience difficulties with other 
forces that are reluctant to share information. This, coupled with 
a lack of prompt responses to other enquiries and previous 
employment details, is leading to delays in appointment. The legal 
transfer of such information between forces should be timely and 
thorough and HMIC can see no legitimate reason for the failure of 
forces to cooperate.

In Sussex, the force is some 95% compliant with ACPO's security 
and vetting policy. A detailed matrix exists for the identification 
of vulnerable staff, and a good and timely system of monitoring 
and aftercare arrangements is in place for these staff. This 
system of identification and monitoring is seen as an area of 
potential good practice.

4.131 The inspection also identified quite a number of disturbing 
examples where vetting processes have failed. Research 
commissioned by the NVWG revealed over 40 such vetting failures 
among police officers, police staff and non-police personnel with 
access to police premises. Of course, this must be put in the context 
of a total number of police employees throughout England and 
Wales in excess of 170,000. However, the potential damage that can 
be caused by just one failure should not be underestimated.

4.132 ACPO's N a tio n a l V etting Policy f o r  th e  Police C om m unity , published 
in April 2004, provides forces with comprehensive guidance to 
enable them to set up sound vetting processes, and therefore 
establish robust systems to ensure that the risks posed by this area 
of vulnerability are kept to a minimum. However, progressing from 
the situation that existed in April 2004 will require extra resources 
and finance restructuring. Given that the areas of information 
leakage and criminal infiltration have been identified as key threats, 
forces should move to full compliance with ACPO's policy on vetting 
as a matter of urgency.
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S u b sta n c e  m isu se  policies

4.133 The threat to the Service from drug misuse has been highlighted in 
the NCIS national strategic threat assessment as one of the three 
major risks facing forces. Police recruits are appointed locally from 
the community. It ought not to come as a surprise that, as drug 
misuse becomes more widespread in our society, a proportion of 
police officers will have been exposed, or are exposed, to that risk.

4.134 On 7 November 2005, the Police (Amendment) Regulations 2005 came 
into force. The regulations enable forces to conduct drug testing on 
police officers on appointment, during their probationary period, 
and at other times when there is cause to suspect the use of 
controlled drugs. Before the introduction of this legislation, drug 
testing was mainly voluntary, with the exception of provisions set 
out in the Road Traffic Act 1988, the Misuse of Drugs Act 1971, or 
any other statutory provision relating to substance misuse.
Guidance to forces was in place nationally through ACPO's 
S u b sta n c e  M isuse by Police Personnel: Policy a n d  G u id an ce, 

which was ratified by the Chief Constables' Council in October 2000. 
That policy was put in place to ensure that all staff are made aware 
of their responsibilities regarding alcohol and drug-related 
problems, and makes it clear that staff suffering alcohol or drug- 
related problems are encouraged to seek help, in confidence, at an 
early stage, and staff who have an alcohol or drug-related problem 
that is affecting their work will be dealt with sympathetically, fairly 
and consistently.

4.135 Following the guidance issued in 2000, screening for drug misuse 
was permitted under certain circumstances: for pre-employment 
screening, internal appointments to high-risk posts and post-holders 
subject to regular medicals. The policy acknowledged the need for a 
change in legislation to clarify the position on random and 'with 
cause' screening. As set out above, the legislation regarding lawful 
screening came into force in November 2005, during the period of 
the inspection.

140 Raising the standard

MOD200016937



For Distribution to CPs

Anti-com iption ;

4.136 In view of the 2005 legislation, an updated guidance document 
from ACPO, S u b sta n c e  M isuse a n d  Testing: Policy a n d  G u id a n c e  

D o cu m en t, is currently out for consultation and aims to bring the 
existing policy up to date.

Findings
4.137 The inspection took place during a transitional period in the area of 

drug screening. Forces were caught between their existing policies, 
which, if they existed, were at varying stages of development, and 
the updated ACPO guidance, which had been prepared but was 
circulated only after the legislation came into force in November.

4.138 It was not uncommon to find no policies in place for drug testing.
A number of forces state that they are actively working towards 
developing policies, possibly prompted by the new legislation.
The issue of drug policies was discussed at the meeting of the 
Eastern Region anti-corruption heads in September 2005; as a result, 
policies from around the region have been circulated to help forces 
decide on their own stance.

Good practice: Drug testing
In Devon and Cornwall, much research has taken place into 
'with cause' testing and policy was well developed in order to go 
live as soon as legislation was in place. A national drug testing 
company has been commissioned to conduct testing and 
analysis, and research has taken place with the Football 
Association, London Underground and the Armed Forces, as well 
as with other police forces. In addition, the anti-drugs message 
is marketed very well in the force, with posters and regular 
presentations to new and existing staff.

In Nottinghamshire, drug and alcohol misuse by police officers 
was identified as a risk in the 2004 strategic threat assessment. 
As a result, the force has put in place pre-employment drug 
testing for all newly recruited personnel as part of their medical 
examination.
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In view of the recent legislation and the threat posed to the 
Service by drug misuse, forces should now be treating the area 
of drug testing as a professional standards priority. They should 
have fully human-rights compliant and integrated policies in 
place no later than January 2007.

Service c o n fid e n ce

4.139 A useful anti-corruption measure is the 'service confidence' 
procedure. This procedure is designed to address the issue of the 
Police Service losing confidence in a particular individual to perform 
his or her current role or specific duties. It should only be used in 
circumstances where there is evidence to suspect corruption but the 
source is sensitive and cannot be used. There is a concern that some 
forces use service confidence inappropriately to deal with staff who 
are difficult to handle. The procedures should not be invoked on the 
basis of mere rumour or innuendo; they are intended for use where 
serious concerns are raised.

4.140 The procedure was first introduced by the MPS. The policy enables 
managers to restrict the duties of an individual who is believed to 
pose a threat to the integrity of the force when the available 
evidence falls short of that required for criminal or disciplinary 
proceedings. This shortage of evidence would usually involve 
uncorroborated or other sensitive information (for example from a 
source or technical information). Service confidence should be used 
only for this narrow remit of cases, where there is little doubt of 
guilt but the available evidence is so sensitive that it cannot be 
produced in criminal or misconduct proceedings.

4.141 ACPO guidance on service confidence procedures is set out within 
ACCAG guidance for investigators. The guidance warns of the 
consequences for forces that use the procedures inappropriately.

Findings
4.142 The inspection found that a number of forces, particularly the 

smaller ones, have no service confidence procedures in place; others 
are still in the process of developing procedures.

4.143 The MPS is well developed in the area of service confidence. Where 
supervisors no longer have absolute confidence in an individual's 
integrity, and there is a verifiable reason for this, the service 
confidence procedure is instigated and the officer can be monitored 
until confidence in them is restored. The process adopted is that.
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where information or intelligence becomes available which raises 
concerns about an individual's integrity, the DCI from the MPS 
directorate of professional standards intelligence development 
group makes an assessment and, where appropriate, a 
recommendation that implementation of the procedure should 
be considered.

4.144 At the time of the inspection, the MPS was refining service 
confidence to make it more transparent and to involve all 
appropriate parties, including legal representatives, the HR 
department and the officer who is the subject of the process.

4.145 One DCI from an anti-corruption department said:

"Service confidence should only be used for the most 
serious cases and not used as a tactical option to replace 
management intervention, which is often the case."

Good practice: Service confidence
Gwent, North Wales and Cheshire all use the service confidence 
procedure. In Cheshire, service confidence issues are addressed 
within the PSD. Vulnerability interviews are undertaken with 
officers and staff if intelligence suggests that they are 
personally at risk or potentially posing a threat to the 
organisation. Staff associations and unions are fully consulted 
during this process.

In South Yorkshire, the head of the PSD holds regular meetings 
with the head of HR to ensure that all staff are given appropriate 
levels of training in the purpose and use of the service confidence 
procedure. Through this arrangement, the head of the PSD has 
influenced the development of service confidence procedures 
produced and managed by the HR department.

4.146 Service confidence is a sensitive issue, and a number of forces 
experience reservations and objections from staff associations when 
attempting to introduce it.

4.147 The damage and reputation to the Service that can be caused by the 
small number of corrupt officers is extensive. This is an area of 
management where responsibility falls between PSDs, which manage 
the intelligence and evidence-gathering process that leads to service 
confidence procedures being triggered, and HR and local managers, 
who must administer the procedures. Therefore, identified good 
practice is for all stakeholders to be involved in arriving at a
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successful outcome. In addition, regular reviews need to be 
undertaken of the subjects of service confidence procedures to 
satisfy both the subject and stakeholders that continued restrictions 
are necessary.

All forces should have a service confidence policy in place by 
January 2007.

Capacity and capability
4.148 In 2005, HMI Denis O'Connor carried out an inspection of forces' 

capacity and capability to address level 2 issues relating to the 
seven protective services. The findings were that forces with over
4,000 officers, or 6,000 staff in total, tend to achieve the required 
standard to address protective services. Unlike the smaller forces 
assessed, they demonstrate good reactive capability and a clear 
measure of proactive capability.

4.149 This work has now led to the present phase of restructuring the 
current 43-force model into what have become known as 'strategic 
forces'. Such forces will be larger in size but a smaller number of 
forces will exist. ACPO, police authorities and the Home Office are 
currently debating possible amalgamations, and, although the 
precise arrangements will not be known for some time, the desire 
for and momentum behind such a change means that it is likely to 
happen in the medium term (three to five years).

4.150 During the preparatory phase of this work, consideration was given 
to professional standards, which, at that time, fell just outside the 
definition of a protective service. Since then, and as a result of the 
inspection, professional standards has been labelled by some 
(including the ACPO PSC subgroup looking at the future of 
professional standards within strategic forces) as the eighth 
protective service.

F in d in g s

4.151 In common with the work of Denis O'Connor, the professional 
standards inspection found that larger forces tend to have better 
anti-corruption capacity than smaller forces. To tackle level 2 
criminality, smaller forces require effective collaboration, but this 
generally relies on informal contacts and occasional regional 
meetings. There is rarely any formal transfer of intelligence, or 
IT systems that are incapable of transferring data across force
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boundaries. These issues may be addressed by the forthcoming 
force restructuring.

4.152 A few examples of strong inter-force and inter-regional collaboration 
were in evidence. For example, the Eastern Region has compiled a 
regional strategic threat assessment as well as conducting a 
feasibility study into the establishment of an Eastern Region 
anti-corruption command. Other examples of collaborative activity 
include a good practice conference hosted by Cambridgeshire 
Constabulary, regional agreement on substance misuse policies
in the North West, and a regional joint investigation protocol in 
the South West.

4.153 Anti-corruption is an area of policing that lends itself to the concept 
of regionalisation, for example the new model of strategic forces.
Not only is this due to links with HM Revenue and Customs, the 
Department for Work and Pensions, the security services, the 
National Crime Squad and NCIS, but it is also about collaboration 
between forces to share resources, intelligence and expertise.
The inspection found that some forces have good links with 
neighbouring forces, as well as with partner law enforcement 
agencies, but this is not universal.

4.154 As can be seen, there are some good examples of level 2 
collaboration taking place, and in many cases working well; 
however, these examples are mainly informal and rely on personal 
relationships and ACPO regional meetings. The future of 
collaboration probably lies with the new regional structures, which 
should see forces that are large enough to address these issues 
adequately. That said, it will not happen on its own, and HMIC 
welcomes the initiative taken by ACPO to establish a PSC subgroup 
to ensure that PSDs have structures and arrangements in place well 
before the new forces are created.

Conclusion
4.155 The Service has made significant progress since 1999 in tackling 

corruption through the establishment of highly professional anti­
corruption units within PSDs. These units have generally embedded 
NIM principles although a number of forces would benefit from
a more active use of strategic threat assessments. It is also 
important service-wide that all forces contribute to the national 
threat assessment.

4.156 Every force needs to examine its procedures to combat 
vulnerabilities, not least their vetting process and systems for
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information and IT security. It is also key to continued development 
that all staff engaged in anti-corruption work are appropriately 
trained and that those taking sensitive and difficult decisions, 
such as use of covert techniques, have due regard to the relevant 
legislation.

4.157 There is little doubt that professional standards, and in particular 
anti-corruption activities, fit squarely within the description of a 
protective service. As such, it will benefit significantly from the 
move to strategic forces, but to reap the full benefit, it will be 
important to consolidate all existing good practice and standardise 
forces' approaches.
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5. Unsatisfactory performance, grievance, 
employment tribunals and civil actions

Introduction
5.1 Chapter 2 identified the elements of the work of professional 

standards departments (PSDs). This chapter focuses on those 
elements of this work which, in the case of the inspections, 
presented the greatest diversity as to where and how individual 
forces dealt with them. The following four elements cover the 
majority of the non-'conduct' sources of complaint or concern:

• Unsatisfactory performance procedures (UPPs) are a vehicle for 
managing unsatisfactory performance by police officers, and 
equivalent procedures are in place to manage unsatisfactory 
performance among members of police staff. Both these processes 
are designed to be corrective in nature, rather than punitive; 
however, they do ultimately provide for staff to be dismissed 
should their performance fail to improve.

• Grievance procedures (most recently described as 'fairness at 
work procedures"”) provide for the resolution of conflict within 
the workplace. The overriding aim of grievance procedures is to 
produce a speedy and effective resolution to workplace disputes, 
at the lowest possible managerial level, and not to establish blame 
or provide punishment.

• Employment tribunals (ETs) are judicial bodies established to 
resolve workplace disputes. The law covering ETs is now complex, 
and case law plays a substantial part in the interpretation of the 
various statutes applied by ETs. ETs hear claims about matters 
relating to employment law, such as unfair dismissal, equal pay 
and workplace discrimination.

• Civil actions come in many guises, from actions arising from road 
traffic collisions to claims arising from allegations of assault. 
They can be made by staff and members of the public alike. Any 
organisation having to deal with a civil action would be wise to 
obtain professional legal advice, because of the complex case law 
involved.

5.2 Analysis of any or all of these elements can provide a significant 
insight into the health of a force. The above elements are 
inextricably linked to the wider professional standards and 
misconduct arena and have significant implications for maintaining 
the public's confidence in the Service -  particularly among minority 
ethnic communities and other minority groups.

‘ Home Office Circular 028/2004.
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5.3 For these reasons the importance of these elements in relation to 
professional standards -  in the widest sense of the term -  and to one 
another is explored in this chapter.

Unsatisfactory performance procedures
5.4 In order to manage unsatisfactory performance, the Service has 

UPPs for police officers, and equivalent procedures are in place to 
manage unsatisfactory performance among police staff (referred to 
below as capability procedures to distinguish them from UPPs).

5.5 UPPs are regulated under the Police (Efficiency) Regulations 1999, 
and the Home Office has issued relevant guidance. The 1999 
regulations are comprehensive and clearly outline the process to
be followed, together with timescales; and the Home Office guidance 
is equally detailed.

5.6 Capability procedures are regulated by the Employment Act 2002, 
and the Advisory, Conciliation and Arbitration Service (ACAS) has 
issued a code of practice to guide employers, workers and their 
representatives.

5.7 UPPs and capability procedures are designed to manage 
unsatisfactory performance and are intended to be corrective in 
nature rather than punitive. Although the procedures are designed 
to be corrective, they do ultimately provide for the dismissal of 
members of staff who fail to improve their performance within a 
specified timeframe.

W hat sh o u ld  'good ' po lice  p e rfo rm a n c e  in  th is  a re a  look like?

5.8 UPPs and capability procedures benefit from comprehensive and 
clearly defined regulations, together with detailed guidance and 
codes of practice.

5.9 'Good' performance will see forces able to demonstrate that they are 
using UPPs and capability procedures effectively to deal with staff 
who are underperforming. 'Effectively' in this context means that 
managers are confident enough in the procedures to use them
to manage unsatisfactory performance and that they do so 
when appropriate.

5.10 Good performance will require that managers have the confidence 
to use the procedures, which can only be secured if they have had 
sufficient training to use them effectively. Whether managers are 
confident in using the procedures will to some extent depend on
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whether or not they feel they can rely on the support of their own 
supervisors.

5.11 Good performance will require forces to have mechanisms in place 
to capture and share organisational learning across the force and 
the Service.

5.12 Good performance from a Service-wide perspective would see 
appropriate mechanisms in place for one organisation recording 
and analysing data to identify national patterns and trends.

5.13 Good performance will therefore entail:
• processes that are used effectively to manage poor performance;
• processes that are widely understood by all staff;
• processes that are backed by appropriate support mechanisms 

for supervisors and staff;
• processes that are underpinned by comprehensive training to 

ensure that supervisors have the requisite knowledge to navigate 
them with confidence;

• systems in place to capture organisational learning and to share 
this learning force-wide and Service-wide; and

• systems in place accurately to record and analyse UPPs and 
capability procedures''^ so as to identify patterns and trends.

H ow  go o d  is c u rr e n t  p o lice  p e rfo rm a n c e ?

5.14 It is disappointing to note that very few, if any, forces were able to 
demonstrate that they are using UPPs effectively to deal with poor 
performance. HMIC did find isolated cases where the procedures 
have been used to good effect; however, these are few and far 
between, and even where they exist they do not represent a force­
wide picture.

5.15 In fact there is a widespread lack of confidence in UPPs and the 
procedures are not fully understood by many front-line supervisors. 
In particular, their relationship with misconduct procedures is often 
misunderstood.

5.16 There appear to be two main reasons for this lack of confidence in 
the system. Firstly, training in relation to UPPs is poor and in some 
areas non-existent. Secondly, there is a widely held view that UPPs 
are too complicated, unwieldy and impractical to use effectively.
The result has been that on occasion supervisors try to use the 
misconduct procedures inappropriately in preference to UPPs:

F̂orces must also ensure that any data collection system in place accurately records ethnicity, in line with 
section 95 of the Criminal Justice Act 1991 and the Race Relations (Amendment) Act 2000.
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"... for UPPs to be imposed there must be a regime in place 
where PDRs [performance development reviews] are 
completed, issues are pointed out to staff in advance, 
action plans completed, etc. This, given the demands placed 
upon operational supervisors, is not the case and there is a 
tendency for supervisors to go for discipline instead.
The Police Federation wins both ways, because if the latter 
option is considered in trivial cases it will argue effectively 
that the conduct should have been addressed through UPP, 
and if UPPs is attempted it will be easily able to prove that 
the regime mentioned above has not been followed. There 
is a need to ensure that supervisors fully understand the 
processes and that there is adequate provision to support 
them through it."
Police Federation spokesperson

5.17 The most significant factor contributing to the lack of confidence in 
UPPs is a lack of training and support for front-line supervisors. 
Although UPPs are currently being reviewed by the Home Office -  
together with HMIC -  forces urgently need to review their training 
and support mechanisms for front-line supervisors.

5.18 Because of the severe lack of confidence in the system, it is unlikely 
that the current crisis can be overcome without an urgent Service­
wide review. Fortunately, the Home Office, together with HMIC, the 
Police Federation, ACAS and others, has already begun to carry out 
a review. Whether the problem is the process itself, or the fact 
that forces have failed to deliver it with the appropriate level of 
resources and training to ensure its success, is a moot point:

"It is too difficult, time-consuming and complex; just do 
the discipline route."
Superintendent/area commander

"... there are, however, problems across the force. The 
issues are around infrastructure, lack of policy, training 
or understanding around its implementation, and a 
concomitant loss of confidence among line supervision 
in the implementation of UPPs."
Police officer

5.19 Whatever the reason for the failure of UPPs, the effect has been that 
forces do not have an effective system for dealing with poor 
performance -  or certainly not one that their staff have confidence 
in. It is essential that forces have a mechanism for dealing with poor
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performance, and HMIC believes that this situation needs to be 
rectified as soon as possible and that the Home Office research work 
is both timely and welcome.

5.20 Few forces have robust systems in place to ensure that 
organisational learning from UPPs is captured and shared both 
force-wide and Service-wide. Furthermore few forces have 
mechanisms in place to collate data in relation to UPPs and some 
forces are failing to comply with their statutory requirements to 
record staff ethnicity data in misconduct procedures.

5.21 There is currently no single body responsible for collecting and 
analysing data in relation to UPPs in order to identify patterns and 
trends from a national perspective, and there is currently no 
national forum for sharing organisational learning across the 
Service. The merit of analysing Service-wide data should be 
investigated and if it is deemed to be of value then the Association 
of Chief Police Officers (ACPO), the Association of Police Authorities 
(APA), HMIC and the Independent Police Complaints Commission 
(IPCC) should agree which agency is to take the lead.

5.22 In contrast to the problems experienced in using UPPs to manage 
unsatisfactory performance among police officers, forces did not 
report the same difficulties with capability procedures for police 
staff. Practitioners had several theories for this, but the main two 
appear to be cultural issues (ie managers are more willing to tackle 
police staff capability than police officers) and procedural issues (ie 
police staff capability procedures tend to be easier to use). 
Unfortunately this means that there is a disparity in the way that 
the Service manages police staff and police officers.

5.23 Although there are examples of forces using different ways to 
improve the use of UPPs, it is clear that no one force could 
demonstrate that it had effectively solved all the problems 
associated with the procedures.
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Good practice: Mentoring schem e
In Gloucestershire, the head of the PSD and the head of human 
resources (HR) are developing a system of mentoring staff whose 
standards of behaviour fall below that required by the 
Constabulary. The Constabulary has six mentors trainers and 
12 trained mentors in place. It was anticipated that a further 
50 would be trained by the end of November 2005. While this 
system was in the conceptual stages during the inspection, it 
is clear that, if successfully introduced, it has the potential to 
be seen as good practice for others to follow.

Key f in d in g s

5.24 There is little evidence of any force in England or Wales using UPPs 
effectively to deal with poor performance. Staff generally believe 
that UPPs are too complicated, unwieldy and impractical to use, and 
thus there is little confidence in the system. As a result, managers 
on occasion inappropriately try to use misconduct procedures in 
preference to UPPs. Training for staff in UPPs is poor and in some 
forces non-existent, and this is a major cause of the lack of 
confidence in the process. There is a disparity in the way that police 
officers and police staff are managed in relation to unsatisfactory 
performance.

5.25 This report follows those produced by Bill Taylor, Sir William Morris 
and the Commission for Racial Equality (CRE). It reinforces in 
particular the findings of the Taylor report in relation to UPPs. Since 
the publication of these reports HMIC has been actively engaged 
with the Home Office via various 'technical groups',''  ̂ looking at the 
whole issue of misconduct and performance procedures. The 
findings of these technical groups are keenly awaited, not least to 
bring an end to the disparity in the way that the performance of 
police officers and police staff is managed.

5.26 This work should lead to the implementation of a process that all 
staff can have confidence in and one that managers feel they can 
use easily and effectively to manage unsatisfactory performance. 
What is clear is that whatever process is developed will need to be 
supported by adequate training and managerial support if it is to 
be successful.

T̂echnical groups are working groups made up of various stakeholders.
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G rievance a n d  fa irn ess  a t w o rk  p ro ced u res
5.27 ACAS'  ̂ describes grievances as follows:

"Grievances are concern s, problem s or com plaints th a t  
em ployees raise w ith  th e ir  em ployers. Grievance 
procedures are u sed  hy em ployers to deal w ith  em ployees' 
grievances. Grievance procedures a llow  em ployers to  deal 
w ith  grievances fairly, co n sisten tly  and speedily. Em ployers 
m u st have procedures available to  em ployees so th a t th e ir  
grievances can he properly considered. If a grievance  
cannot he se tt le d  inform ally, th e  em ployee should  raise it  
form ally w ith  m anagem ent. There is  a sta tu tory  grievance  
procedure th a t em ployees m u st invoke if  th ey  w ish  
su b seq u en tly  to u se  th e  grievance as th e  basis of certa in  
applications to  an  em ploym ent tribunal.'"''^

5.28 The Home Office issued  guidance to police forces in connection w ith  
grievance procedures in 1993 and 2004. The latter, titled  Fairness at 
Work Procedure (FAW),'‘® was drafted in consultation w ith the main  
stakeholders via ACPO's equality subcom m ittee.

5.29 FAW sets out an updated format for dealing w ith grievances:

"This docum ent [FAW] provides th e  basis for a procedure  
applying in  all forces for th e  reso lu tion  of conflict w ith in  
th e  w orkplace. The overriding aim  is  to  produce a speedy  
and effective reso lu tion  to  a w orkplace d isp u te  at th e  
lo w est p ossib le  m anagem ent level and n ot to  estab lish  
blam e or provide p u n ish m en t. An em ploym ent tribun al is  a 
dam aging and costly  experience for all p arties  and th e  aim  
of all involved in  a w orkplace grievance m u st be to  resolve  
com plaints at th e  ear liest opportunity."

What should 'good' police performance in  this area look like?
5.30 Grievance procedures have been used in the Service for over ten  

years, and the Home Office's 2004 FAW guidance is comprehensive 
and is supported by a w ealth of corporate knowledge and experience 
in dealing w ith grievance issues.

5.31 For grievance procedures to be effective and for forces to be able to 
dem onstrate 'good' performance in th is area, sta ff w ill need to have 
confidence in the procedures. To m aintain confidence and thus a 
good performance forces w ill need to be able to dem onstrate that

^ ACAS code of practice, Discipline a n d  Grievance Procedures, page 23, paragraphs 63-68.
°̂The statutory dismissal, discipline and grievance procedures are set out in the Employment Act 2002. However, 
this law does not affect police officers as they are not considered employees under the Act.

^®Home Office Circular 028/2004.
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grievances are dealt w ith fairly, w ithout apportioning blame.
Forces w ill also need to be able to show that grievances are dealt 
w ith quickly and confidentially (where possible), and this w ill 
usually mean at the low est m anagerial level.

5.32 Two other factors that may affect confidence in the system  are: 
firstly, whether or not senior managers are seen to support members 
of sta ff who raise grievances; and secondly, whether or not the 
organisation is seen to want to learn from its m istakes (as th is w ill 
dem onstrate that it is com m itted to trying to improve the working 
conditions of its staff).

5.33 Grievance procedures can provide useful m anagement information  
and may contain opportunities for organisational learning. An 
organisation that is com m itted to m aintaining the confidence o f its 
sta ff w ill therefore want to ensure that the lessons learnt from one 
grievance procedure are shared throughout the organisation to 
prevent sim ilar circum stances arising again. To achieve this, the 
organisation w ill need to have system s in place to capture and share 
organisational learning.

5.34 In addition to lessons that may be learnt from individual grievances, 
lessons may also be learnt from the analysis of grievances across 
the force (or indeed the Service). Therefore good performance w ill 
see system s in place to record data on the number and nature of 
grievances, together w ith a system  for carefully analysing that data 
and sharing the findings across the force and across the Service, 
w ith learning points clearly identified.

5.35 By their very nature grievances may stem  from m isconduct, and it 
is therefore important that robust system s are in place so that 
m isconduct w ithin grievances is identified and reported and 
investigated appropriately.

5.36 The m ost recent guidance from the Home Office, its 2004 FAW, 
recommends that forces use trained m ediators or facilitators to 
improve the way that grievances are handled. A good performance 
would see forces embracing this useful recom m endation to 
professionalise their approach to dealing w ith workplace disputes.

5.37 Good performance w ill therefore entail:
• a system  that sta ff have confidence in;
• evidence of strong support from senior managers for sta ff who 

raise grievances;
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• evidence that grievances are handled at the low est appropriate 
m anagerial level and in a tim ely manner;

• clear system s in place accurately to record and analyse the number 
and nature of grievances so as to identify patterns and trends,

• evidence of organisational learning being captured and shared 
throughout the force and the Service;

• evidence of robust system s to ensure that m isconduct issues  
w ithin grievances are identified, reported and investigated  
appropriately; and

• evidence of trained m ediators being used in line w ith  the latest 
guidance issued  by the Home Office in 2004.

How good is current police performance?
5.38 During the baseline assessm ent process (and them atic research) in 

2005, it emerged that there is a lack of confidence in the system  
among some staff, in particular among those from m inority groups:

"We have concern s about th e  u se  o f th e  grievance  
procedure in  th a t w e  are not able to  recom m end its  u se  for 
fear of v ictim isation  -  strong effective lin e  m anagem ent is  
required to  en su re  th is  does n ot occur."
Staff association representative

5.39 Several police forces acknowledged this lack of confidence and were 
of the view  that the time was right to look at grievance procedures 
again in an effort to try to improve the situation:

"... there is, how ever, reluctance in  som e quarters to  raise  
m atters such  as bullying and hom ophobia and a lack of 
confidence in  th e  grievance procedure for fear of 
victim isation. The force acknow ledges th at th e  fa irness at 
work policy and procedure should  be am ended and  
re-invigorated. This work has started  and n ew  ACPO 
guidance is  eagerly aw aited. The sta ff support groups have 
an im portant part to  play in  w orking w ith  th e  diversity u n it  
to  improve existing policy and increase confidence in  th e  
procedures."
Head of a PSD

5.40 Grievance procedures are however working w ell in a number of 
forces and the lack of confidence is not therefore w idespread  
throughout the Service. Examples o f good practice were found and 
are detailed below.

’ Forces must also ensure that any data collection system that is in place accurately records ethnicity in line 
with section 95 of the Criminal Justice Act 1991 and the Race Relations (Amendment) Act 2000.
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5.41 Generally speaking there is good support among senior m anagement 
for sta ff involved in grievance cases. However, in many cases a 
difficult balancing act is needed, senior managers having to be 
careful not to be seen to be 'taking sides':

"... th e  m anagem ent of th e  grievance procedure w as  
recently  transferred  to  th e  HR departm ent to  b etter  reflect  
th e  in ten tio n  of conflict resolu tion . The grievance procedure  
is based on th e  ACAS m odel and is supported by a database  
for recording cases, w h ich  also records data for 
proportionality and m onitoring purposes. During th is  period  
th ere  have been  14 grievance procedures com m enced, tw o  
of w h ich  have not been  form alised. The force has a num ber  
of advocates and grievance handlers, but th ere  appear to  be 
problem s m arketing th e  procedure and a negative  
perception am ong sta ff  w h ich  is restr ictin g  its  application."
ACPO lead

5.42 Overall the collection and analysis o f data in relation to grievance 
procedures remains haphazard across the Service, as is the 
collection of data in relation to the ethnicity of those involved in the 
system , contrary to statutory requirements.''® This is disappointing -  
not just because this is being allowed to occur in the face of a lack 
of confidence in the system  among some m inority groups, but also 
because it is a m issed  opportunity to provide a valuable m eans of 
analysing patterns and trends across the Service that may be useful 
in informing future strategy and policy.

5.43 The extent of organisational learning from grievances varies from  
force to force. In particular, where grievance procedures are dealt 
w ith com pletely independently of PSDs, there is a danger that 
organisational learning could be lost unless formal comm unication  
links exist between departments.

5.44 No single body is currently responsible for collecting and analysing  
data in relation to grievances so as to identify national patterns and 
trends, and currently there is no national forum for sharing  
organisational learning across the Service. The merit of analysing  
Service-wide data should be investigated and, if it is deemed to be 
of value, then ACPO, the APA, HMIC and the IPCC should agree which  
agency is to take the lead.

5.45 A large number of forces rely on informal procedures to identify and 
report m isconduct that is highlighted in grievance cases. Where this  
is the case, forces should place these procedures on a formal footing  
to ensure that m isconduct issues are highlighted appropriately.

°See section 95 of the Criminal Justice Act 1991 and the Race Relations (Amendment) Act 2000.
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5.46 The Home Office 2004 FAW guidance suggests that forces adopt a 
system  of facilitators or m ediators to help them deal effectively w ith  
grievance cases. Although a number of forces have taken up this  
suggestion, many have not. All forces should ensure that they have 
updated their grievance procedures in line w ith the latest Home 
Office guidance and that they have in place appropriately trained  
facilitators or m ediators to a ssist w ith  grievance cases.

"The force has id en tified  th a t a sign ifican t num ber of 
in vestiga tion s are generated  follow ing a lack of confidence  
in  th e  grievance procedure. In order to  address th is , th e  
force is developing a m ed iation  capability, quality  assured  
by ACAS, as a fir st step  in  reso lv ing  problems."
HR manager

5.47 All forces need to update their grievance procedures in line w ith the 
recent guidance issued  by the Home Office, in particular in relation  
to facilitators and mediators.

G ood p r a c tice
Several forces could be cited as exam ples of good practice.
In particular, D erbyshire and Kent stood out for their use 
of mediators as per the FAW guidance issued  in 2004:

"Derbyshire Constabulary has in troduced a dispute resolution 
process. A to ta l o f  24 police s ta ff  and police officers have been 
tra ined and accredited as mediators via the Open College 
Network and have been awarded a Certificate in  M ediation  
Practice. A ny issue can be p u t fo rw a rd  fo r  m ediation, eg 
disputes between s ta ff  and m ino r instances o f  bullying or 
harassment, etc. The process is managed by the HR department, 
and access does not have to be through the o ffic ia l grievance 
procedure. There are m any examples o f  this process being used 
very effectively to resolve issues between s ta ff"  HR manager

"Kent has 52 workplace fairness/grievance advisers and  
19 workplace mediators. The details o f  the fo rm er are available 
to all employees through the force intranet. The mediators 
undertake fo u r  tra in ing  days per year, and the force is looking to 
expand the scheme in  the New Year w ith  workplace investigators 
fo r  all Police Support Employee matters. This system is well 
established and w idely used. This is good practice which could 
be adopted nationally." Lead staff officer
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Key fin d in g s
5.48 Many forces use grievance procedures effectively but there continues 

to be a lack of confidence in the system  among some staff, in 
particular those from some m inority groups. Many forces do not 
have system s in place accurately to record and analyse the number 
and nature of grievances in order to identify patterns and trends.
No one organisation has responsibility  for overseeing grievance 
procedures or collating and analysing data to identify national 
patterns and trends. Many forces have yet to update their grievance 
procedures in line w ith the latest guidance issued  by the Home 
Office in 2004, in particular in relation to adopting facilitators
and m ediators.

5.49 The report into the Police Service by the CRE in 2005 suggested that 
take-up o f the new FAW procedures by forces was patchy and that 
the procedures were too flexible. The CRE concluded that the Home 
Office should introduce a "nationally agreed grievance procedure'"'® 
and that the procedure should be inspected by HMIC.“ The time is 
right for the Home Office to determine a nationally agreed grievance 
and fairness at work procedure to standardise the handling of 
grievances and to aid organisational learning across the Service.

Recoium ciitdatiott 12

Tlsc Home Oil'ico shotdd doiermtnoi) nafionahv ogpecd grisvauco

E m p loym en t tr ib u n a ls  a n d  c iv il a c tio n s
5.50 ETs®' deal w ith claim s o f unfair d ism issal and other m atters, such as 

discrim ination cases and equal pay claim s. ETs are important for a 
number of reasons, o f which perhaps the m ost significant is cost -  
both in financial terms and in terms o f their potential for damage to 
the reputation o f the Service and to employee relations.

5.51 The financial cost o f employment tribunals to the Police Service was 
last calculated by the Police Federation in 2003.

Police em ploym ent tribun als (England and Wales)
• 131 em ploym ent tribun als in  2003
• E stim ated  cost: £117,000 each
• Total cost: £15.3 m illion
Source: Police Federation of England and Waleŝ ^

°̂CRE report, recommendation 80, paragraph 6.192.
°°CRE report, recommendation 83, paragraph 6.236.

Previously known as industrial tribunals, the name was changed to employment tribunals by the Employment 
Rights (Dispute Resolution) Act 1998.
Police Review , 4 June 2004.
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5.52 ETs are alm ost always damaging experiences for all parties 
concerned, and for th is reason the aim of all workplace grievance 
procedures m ust be to resolve com plaints at the earliest opportunity 
and to prevent the need for m atters to progress to an ET.

5.53 Civil actions are closely aligned to ETs. Although they differ from  
ETs in their scope in many ways, some of the m echanism s that 
organisations need to have in place to ensure that civil actions are 
dealt w ith  appropriately are the same for ETs and therefore both are 
considered in this chapter.

Legislation and guidance po ten tia lly  affecting employment 
tribuna ls and c iv il actions

5.54 In 2003 a number of stakeholders (including the Home Office, ACPO, 
HMIC and sta ff representative organisations) produced a report 
entitled Learning the Lessons: Recommendations fo r  Reducing 
Employment Tribunal Cases Involving the Police Service. The report 
contains a number of important recom m endations and is considered  
by HMIC to be essentia l reading for anyone working in the ET field. 
The CRE endorsed the recom m endations in the 'Learning the 
Lessons' section in its own report and recommended them to all 
stakeholders.“

5.55 Under Schedule 3, paragraph 10 of the Police Reform Act 2002, police  
authorities and chief officers are directed to ensure that conduct 
m atters arising from civil claim s, or other proceedings, are 
identified and recorded.

5.56 Under the Race Relations (Amendment) Act 2000,“ police authorities 
have a statutory duty to secure "an efficient and effective police 
force" and to:
• prepare and publish a race equality scheme; and
• m onitor employment procedures and practices.

5.57 Police authorities should play an active role in overseeing grievance 
procedures and ETs. In pursuance of th is, in 2004 the APA produced 
People Matters: Tackling D iscrim ination : Police A u tho rity  Oversight 
and Scrutiny o f Grievance Procedures and Employment Tribunals: 
APA Guidance. This document clearly outlines what the APA sees 
as its responsibilities in relation to the effective m onitoring of 
employment procedures, including ETs and grievance.

CRE report, recommendation 90, paragraph 6.304.
Further guidance can be found in the APA's publication Race Relations (Am endm ent) A c t 2000: A n  APA Guide 
fo r  Police A uthorities and the CRE's S ta tu to ry  Code o f  Practice on the D uty to Promote Race Equality.
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5.58 In that document it is stated that police authorities should ensure 
that appropriate m echanism s are in place so that:
• high-profile or significant cases'̂ '̂  are brought to police authorities' 

attention at an early stage;
• police authorities are able to satisfy them selves that steps are taken 

in all cases to find early resolution, eg through mediation; and
• the force has trained and skilled mediators or has access to them.

What should 'good' police performance in  this area look like?
5.59 Much of what has been said above in relation to UPPs and grievance 

procedures can also be said for ETs and civil actions.

5.60 Good performance w ill therefore include the follow ing features:
• There should be evidence that police forces and police authorities 

have robust system s in place to ensure that accurate data is 
collected and analysed in relation to the nature, number and type 
of ETs and civil actions, to enable patterns and trends to be 
established so as to inform future policy and strategy.*^®

• There should be evidence that lessons learnt from ETs and civil 
actions are being shared across the force and the Service.

• Eormal system s should be present to ensure that m isconduct 
issues w ithin  ETs and civil actions are highlighted and reported 
appropriately.

• There should be evidence that police authorities are actively 
engaged in m onitoring cases of sign ificant interest, to ensure 
that there is clear oversight of the procedures to discharge their 
statutory duty to "secure an efficient and effective police force".

• Where ETs and civil actions are dealt w ith outside PSDs, 
appropriate com m unication links should be in place to ensure that 
organisational and professional standards issues are considered  
in conjunction w ith  PSDs and that m isconduct is identified.

How good is current police performance?
5.61 There is currently no single body responsible for collecting and 

analysing data in relation to ETs and civil actions so as to identify  
national patterns and trends, and currently there is no national 
forum for sharing organisational learning across the Service. HMIC 
is of the view  that the merit of analysing Service-wide data should  
be investigated and that, if it is deemed to be o f value, then ACPO, 
the APA, HMIC and the IPCC should agree which agency is to take 
the lead.

°° "Significant" is not given an interpretation; rather, police authorities are asked to agree the definition locally 
with their home force.
Forces must also ensure that any data collection system in place accurately records ethnicity in line with 
section 95 of the Criminal Justice Act 1991 and the Race Relations (Amendment) Act 2000.
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5.62 Few forces are able to dem onstrate that they have robust system s 
in place for collating and analysing data or for ensuring that 
organisational learning is being effectively comm unicated across 
their force area, and this m eans that the Service may be failing to 
share the lessons learnt from ETs and civil actions. This situation  
urgently needs rectifying to prevent avoidable ETs and civil actions 
in the future, and forces need to ensure that they have formal 
system s in place to cascade lessons learnt across the force and
the Service.

5.63 There is a significant degree of variation as to the extent o f police 
authority oversight and m onitoring of ETs and civil actions. As a 
result, some forces do not benefit from independent scrutiny of their 
handling of ETs and civil actions. The APA may want to satisfy  itse lf  
that there is consistency among police authorities in relation to this  
key oversight role.

5.64 While m ost forces have informal arrangements in place to ensure 
that m isconduct issues are identified and reported appropriately, 
few  have established formal m echanism s. This is too important an 
area to leave to informal arrangements and forces need to ensure 
that they have formal arrangements in place so that m isconduct is 
identified and reported.

5.65 This inspection did, however, highlight some areas o f good practice, 
as described below.

G ood p r a c tice
G w ent Police has a debriefing after the conclusion of all ETs, 
and a standard form -  sim ilar to that used for com plaints, civil 
claim s, etc -  has been introduced as a tool to help identify  
conduct issues. An ACPO officer has to approve subsequent 
action plans.
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Sussex  Police's head of employee relations unit w ithin the 
force's HR department oversees issues arising from ETs and the 
grievance procedure. In respect of ETs, the current process is 
that any conduct issues are identified and are forwarded to PSD 
for action or are retained w ithin  the unit if  the matter refers to a 
member of police staff. The HR department gives a report on ETs 
to the Sussex Police Authority com plaints comm ittee for 
scrutiny. The employee relations unit m onitors the grievance 
procedure. Each form com pleted at stage one'̂ ’ of the process is 
reviewed, and if  m isconduct is identified a process identical to 
those outlined for ETs is undertaken.

Key fin d in g s
5.66 No one organisation is charged w ith  collecting and analysing data to 

identify patterns and trends in relation to ETs and civil actions 
nationally and the Service has no national forum for sharing 
organisational learning Service-wide. Although many forces have 
informal m echanism s in place for ensuring that m isconduct issues  
are identified and reported appropriately, few  have formal 
m echanism s. The engagem ent and oversight of police authorities 
regarding ETs and civil actions varies across the Service. Where ETs 
and civil actions are dealt w ith com pletely separately from PSDs, 
there is a danger that, in the absence of appropriate formal 
com m unication links, m isconduct issues w ill not be identified, 
reported and investigated appropriately.

5.67 It is vitally  important that appropriate m echanism s are in place so 
that ETs and civil actions involving m isconduct are highlighted and 
investigated and that organisational learning takes place both  
locally and nationally. Eailure to ensure that this happens could have 
disastrous consequences for the reputation of the Service, not to 
m ention significant costs in damages.

C onclusion
5.68 Analysis of UPPs, grievance procedures, ETs and civil actions can 

provide a useful insight into the health of an organisation. Careful 
analysis is also critical to organisational learning and to preventing 
the same problems arising again in the future.

5.69 There are potential linkages between the different procedures w ithin  
the um brella o f 'professional standards'. Eor example, a grievance 
may stem  from m isconduct, and this may need to be identified, 
reported and investigated appropriately. This is perhaps best 
illustrated by way o f a case study.

’ Grievance is a procedure that consists of three stages of escalation.
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Case stu d y
In a large m etropolitan police force, Sergeant 'A' allegedly  
treated a fem ale police constable on his shift less favourably 
than male officers by denying her regular postings on the 
station van. It was alleged that this was because he believed  
the officer to be physically incapable of routinely dealing w ith  
violent prisoners. Offended by this and feeling victim ised, the 
constable instigated the grievance procedure in an attempt to 
resolve the situation.

This case was ultim ately dealt w ith and resolved satisfactorily  
via the grievance route. However, in sim ilar circum stances 
elsewhere in the country the supervisor dealing w ith the 
grievance m ight have felt that the behaviour was such as to 
warrant the instigation of m isconduct proceedings or a UPP -  
ie the behaviour was w ilfu lly  discrim inatory (misconduct) or 
was a result of a lack of understanding (UPP).

Should the grievance process fail, for whatever reason, this 
could lead to the officer seeking redress at an ET, and this could 
have significant cost im plications for the force in terms of staff  
disengagem ent, financial costs and reputation.

5.70 Such a situation as described in the box above may be damaging 
enough in itself. However, perhaps of greater threat to the Service is 
that unless it learns from the case and puts m echanism s in place to 
prevent it happening again, this scenario may be played out several 
more tim es.

5.71 There is a lack of understanding Service-wide of the various 
procedures and their relationship to one another (especially on the 
part of front-line supervisors). This lack of understanding and a lack 
of training and m anagerial support appear to be the m ain barriers 
to improving performance in th is area.

5.72 The absence o f one Service-wide organisational structure for PSDs is 
a further barrier to improving performance. At present some forces 
have PSDs that deal w ith all the different procedures under one roof; 
others have an array of other structures, w ith different departments 
being responsible for different parts o f the process and linked to one 
another via many different m eans.
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5.73 This variation in PSD structures m eans that there is no national 
consistency, and the lack o f standardisation inhibits organisational 
learning, owing to the confusion it causes over the individual areas 
of responsibility.

5.74 Where the different processes are split across different departments, 
the inspection showed that it is essentia l that m echanism s are in 
place to ensure that inform ation is shared and that organisational 
learning takes place.

5.75 The inspection did, however, highlight areas of good practice (as 
shown below), where it was obvious that the forces concerned were 
fully conscious o f the need for robust links between the different 
procedures and the need to ensure that appropriate m echanism s are 
in place for organisational learning to take place. The fact remains, 
however, that there is little evidence that organisational learning is 
being shared across the Service.

G ood p ractice: H ertfordsh ire
M onthly m eetings between the head of legal services and the 
head of the PSD ensure that H ertfordshire C onstabulary is 
aware of any conduct m atters that may arise from ETs and civil 
litigations. All grievances that reach stage 3 o f the process are 
heard by chief officers. The HR department m onitors and 
identifies trends in grievances and disciplinary issues. Matters 
arising are brought to the attention of relevant managers and 
the HR senior m anagement team  for consideration and action  
as appropriate. If a grievance is related to an employment issue, 
it is reported to the legal services department, and any conduct 
m atters w ill be identified and feedback provided to the 
appropriate supervisors, follow ing a report to the Executive.
If there are any conduct m atters falling w ithin the remit o f the 
PSD, then these w ill be reported for appropriate action, usually  
at the request of the head of the legal services department. The 
same applies to conduct m atters stem ming from ETs. A legal 
services file review sheet is com pleted for every case received 
by the legal services department.
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G ood p ractice: C heshire
M onthly m eetings between the chief officer lead, the force's 
solicitor and the head of the PSD ensure that issues that cross 
over different areas of business are identified and addressed.
In line w ith obligations under the Race Relations (Amendment)
Act 2000, the legal department is tasked w ith ensuring that 
ethnicity details are recorded in all the cases it deals with.
The grievance process is m anaged through the HR department 
and the diversity unit. Any m atters of m isconduct arising out of 
such actions are directed to the head of the PSD.

5.76 The absence o f one lead agency to oversee, collate and analyse data 
on all the procedures has led to confusion and a lack of statistical 
analysis to identify patterns and trends across the Service. Whoever 
ultim ately takes responsibility, it is clear that th is is an area that 
needs to be addressed, w ith one body being given overall 
responsibility. The Home Office already collates statistics in relation  
to ETs and it may be that it is the right body to monitor statistics  
across all three procedures.
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6. Police staff

In trod u ction
6.1 HMIC's inspection highlighted a number of key differences between  

police sta ff and police officers in the area of m isconduct and 
discipline arrangements. Such differences lead to inconsistency  
between these two distinct groups. At a national level, discipline  
arrangements for police officers are set centrally in police 
regulations, whereas those for police sta ff remain local and differ 
throughout England and Wales.

6.2 The Police Reform Act 2002 gave chief officers the authority to grant 
certain powers to police staff, but no consideration has been given to 
any additional checks and balances that ought to accompany such  
increases in powers. These and many other anom alies in discipline  
arrangements are detailed in this chapter, together w ith some 
proposals as to the way forward.

Key term s
6.3 The Police Service in England and Wales has two separate categories 

of employee: police officers and police staff. Members of the Special 
Constabulary have a status and role w ithin the Service but, as 
volunteers, are not considered to be employees.

Police officers
6.4 The office of constable dates back to m edieval tim es, but the origin  

of the current constabularies lies in the introduction o f the 'new  
police' through legislation  enacted betw een 1829 and 1856. Police 
officers are unique in terms of their sworn or attested status, which  
vests in them  powers not held by the general public, such as powers 
of arrest, search and seizure. Another key difference relates to the 
employment status of officers. The 'Office of Constable' is a Crown 
status, and that m eans that officers do not have the legal status of 
employees. That said, employment law is increasingly being applied  
to them, either in fact or in principle. The status brings w ith  it a 
number of benefits for officers, but the benefits are balanced by 
restrictions, such as having no right to strike and not being 
perm itted to overtly dem onstrate any political affiliation.

Special Constabulary
6.5 The Police Act 1964 established  the Special Constabulary in its 

current form. Each force has its own Special Constabulary, 
com prising volunteers who norm ally commit at least four hours a 
week to working w ith regular police officers. They wear sim ilar 
uniform s and have the same powers, albeit only in the force in which
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they are appointed and nearby forces. They do not hold national 
powers, and their voluntary status m eans they are not considered  
employees. Members o f the Special Constabulary are subject to the 
same regulations as police officers and police sta ff in respect of 
com plaints and m isconduct.

Police s ta ff
6.6 Police sta ff are personnel employed by the local police authority and 

do not have the sworn status of a constable, but direction and 
control is delegated to chief officers. The term 'police staff' was 
adopted across the Service in 2003. Before that tim e various 
descriptions had prevailed, including 'civilians' and 'support staff'. 
Terms and conditions of employment for police sta ff are negotiated  
nationally and set locally, and their status is no different from that 
of any other person in general employment. Relevant employment 
legislation  applies to police staff, and apart from being employed 
w ithin the police force they have, w ith a few  exceptions, no extra 
status or powers.

Police com m unity support officers
6.7 Perhaps the m ost notable change to police sta ff roles in recent years 

has been the introduction of the police comm unity support officer 
(peso), made possib le by the Police Reform Act 2002. Significant in 
terms of both their role and numbers, PCSOs are police staff  
employed by the police authority under the direction and control of 
the Chief Constable. Their function is to provide an accessib le and 
fam iliar presence in the comm unity to help reassure the general 
public and reduce crime and disorder. There is scope for PCSOs to 
have lim ited powers: to detain suspects, stop vehicles and issue  
fixed penalty notices. Not all PCSOs have these powers. They patrol 
on foot and in uniform in an effort to reduce the fear of crime and 
promote public confidence. PCSOs aim to build strong community 
ties w ith local residents and provide intelligence for officers.

6.8 Although the PCSOs are a relatively new concept, by 30 September 
2005 their number in England and Wales had grown to 6,324. Not 
surprisingly, the M etropolitan Police Service (MPS) has the highest 
number of PCSOs, w ith  2,053 officers (4.4% of the overall strength). 
The low est number was in Hampshire Constabulary, w ith 23 PCSOs 
(0.4%). The Government intends that the total number of PCSOs 
should reach 24,000 by March 2008. Acceleration in the growth in 
the number of PCSOs was given added im petus in th is year's budget, 
when the Chancellor announced that by April 2007 the number of 
PCSOs should be 16,000. This w ill result in the significant growth of 
the police sta ff elem ent of the overall Service strength and may see
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police sta ff accounting for around 40% of the Police Service, 
although this projected figure remains speculative.

The 'm ixed economy'
6.9 Increasingly, police organisations are experim enting w ith  a more 

diverse and flexible m ix of personnel. In addition to fully employed 
officers and police staff, some functions, such as custody provision, 
are being contracted out to private sector providers. In addition, 
m ost forces also employ retired police officers and other personnel 
on short-term  contracts to help in periods of exceptional demand, 
such as major criminal investigations and critical incidents. This 
m ix of personnel is variously referred to as the 'extended police 
family', the 'mixed economy' of policing and 'workforce 
m odernisation'.

Police Advisory Board fo r  England and Wales
6.10 The Police Advisory Board for England and Wales (PABEW) is the 

national advisory body for pay and terms and conditions of 
employment for police officers in England and Wales. It consists of 
representatives of the Home Office, police authorities, the Association  
of Chief Police Officers (ACPO), the Police Eederation of England and 
Wales, the Police Superintendents' Association of England and Wales 
and the Chief Police Officers' Staff Association. HMIC sits on the 
PABEW as special advisers. The board advises on pay and conditions 
of employment as well as allowances. The Government sets 
regulations on the basis of advice from the PABEW. Once regulations 
are set, police forces are bound by law to adhere to them.

6.11 PABEW, together w ith sim ilar boards in Northern Ireland and 
Scotland, advises the Police N egotiating Board (PNB), which provides 
the national negotiating m achinery for conditions of service for the 
Police Service in the United Kingdom. These boards provide a m eans 
for enabling the representatives of serving police officers, and those  
engaged in the governance and m anagement o f the Police Service,
to bring their expertise to bear on practical issues o f police 
m odernisation that affect the conditions of service and working 
lives of individual officers.

Police S ta ff Council
6.12 The Police Staff Council is the national collective bargaining 

m achinery for all police sta ff (ie non-police officers) in England and 
Wales. Unlike the PNB, the Police Staff Council has no statutory  
status but, w ith only one or two exceptions, all police forces in 
England and Wales have incorporated the PSC Handbook o f  Terms 
and Conditions into the contracts of their police staff. These terms
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and conditions are therefore contractually binding and legally  
enforceable for those police forces.

D eve lop m en t o f p o lic e  s ta f f  w ith in  th e  Service
6.13 During the last ten years, the Service has faced significant increases 

in the numbers of police staff, as w ell as the police reform agenda. 
Home Office data for all police forces in England and Wales show  
that at 30 September 2005 there were 71,252 police sta ff (excluding 
PCSOs), which represented 32.8% of the Service's strength. This 
compares w ith 51,096 police sta ff in 1995, representing 29% of the 
then Service's strength. When PCSOs are included, the proportion of 
police sta ff increases to 35.7%.

6.14 The force w ith the highest proportion of police staff is Surrey Police, 
w ith 41%, and the low est is City of London Police at 24.8%. The 
profile of police staff has altered in some forces, as decisions have 
been made to outsource some functions to private sector contractors. 
The MPS, for example, embraced this practice and has fewer police 
staff now than it had in 1995, a situation also affected by boundary 
changes in 2000, when Essex, Hertfordshire and Surrey forces took 
over areas that were previously the responsibility of the MPS.

6.15 Apart from the traditional police support functions of adm inistration  
and finance provisions, the typical modern-day roles of police staff 
are:
• PCSOs;
• crime and police com plaints investigators;
• scenes o f crime examiners;
• front counter staff;
• command and control and call centre operatives;
• custody sta ff and escort officers;
• traffic wardens;
• coroner's officers;
• property officers; and
• tape interview  transcribers.

M odern ising  th e  P olice  S erv ice
6.16 Such has been the growth of the importance of police sta ff that in 

July 2004 HMIC published its M odernising the Police Service report, 
a them atic inspection of workforce m odernisation and the role, 
m anagement and deployment of police sta ff in the Police Service of 
England and Wales. That report made a total o f 28 recom m endations 
aimed at prompting the Service to adopt a considered, planned and 
fair approach to establish ing the optimum m ix o f sta ff and skills
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required to deliver policing in the 21st century and helping ensure 
the professionalism  of the Service as a whole.

6.17 The report highlighted that for too long the Service has dealt w ith  
officers and police sta ff in separate 'silos', as if  som ehow they were 
not part o f the same organisation. Pointing to the future, the report 
concluded that a more consistent national approach w as needed if  
workforce m odernisation was to be successfu lly  progressed, and it 
stressed  that current force structures and hierarchies are acting as 
barriers to change. Other changes advocated by the report that w ill 
have an impact on police discipline included the need to adopt a 
more flexible approach to the delegation of police powers.

6.18 M odernising the Police Service described how pay, conditions of 
service, discipline and many other employm ent arrangements are 
negotiated separately for police officers and police staff. The report 
acknowledged that some structural changes have taken place, such  
as the enhanced involvem ent of the Home Office in the Police Staff 
Council. The report said:

"... s ign ifican t and profound change is  required to  fu lly  
in tegrate  and to  develop flexib le w orking. This involves  
stren g th en in g  th e  role of th e  Police S taff Council (PSC), 
w ith  th e  long term  aspiration  o f reform ing th e  Police 
N egotiating Board (PNB) and th e  PSC to  provide one  
um brella  body resp onsib le  for th e  fu ll range of officer and  
police s ta ff  term s and con d ition s and o th er  arrangem ents. 
It is th is  issu e  w h ich  is at th e  heart of th e  d isp arities in  
police officer/police s ta ff  discipline."

6.19 In pointing to a m odel police force of the future, the report 
advocated that:

"In addition  to  standards encapsu lating  sy stem s, 
technology, perform ance and delivery, th e  Service w ill have 
a com prehensive code o f e th ics, incorporating expectation s  
in  resp ect of professional standards and in teg r ity  and  
applicable to  every m em ber of th e  Service."

6.20 Some of the issues highlighted in M odernising the Police Service 
concerned w ith police sta ff discipline are mirrored in the present 
them atic report, which may indicate that the Service is moving 
slow ly in this area o f reform. Reform of disciplinary arrangements 
for police sta ff is urgently required if  the Service is to m eet modern- 
day challenges. Such challenges w ill be brought into focus as the
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planned and substantial increases in the number o f PCSOs that were 
set out to forces in a recent government directive m aterialise.

D isc ip lin e  p ro ced u res for p o lic e  s ta ff
6.21 The discipline procedures applying to police sta ff are largely the 

same as those that apply to any other employee w ithin the private 
sector. Procedures are based on the code of practice of the 
Arbitration and Conciliation Advisory Service (ACAS). Employers 
contem plating d ism issal -  including d ism issal on grounds of 
capability, conduct, redundancy, non-renewal of a fixed-term  
contract and, in some cases, retirement and industrial action -  m ust 
follow  the set contractual procedure, and failure to do so w ill make 
any dism issal autom atically unfair. The procedure adopted m ust 
comply w ith relevant employment legislation.

6.22 There are generally two levels of m isconduct in respect o f private 
sector and police sta ff discipline: m isconduct for the lesser  
wrongdoings and gross m isconduct for the more serious 
transgressions. An example o f gross m isconduct m ight involve theft 
from an employer or drug m isuse in the workplace. For these  
exam ples an employee could expect instant d ism issal. M isconduct 
m ight involve inappropriate behaviour towards another staff  
member, for which the employee m ight expect a written warning.

6.23 Reference to a code of conduct for police sta ff exists w ithin  the 
Police Staff Council handbook, but th is is only a brief entry and does 
not contain any detail. Forces have developed their own local codes 
of conduct, w hich are incorporated into sta ff contracts. The Service 
has historically shied away from adopting a national code of ethics 
for police staff. The emergence of professional standards 
departments w ithin forces and the establishm ent of the Independent 
Police Complaints Commission (IPCC) have gone a long way to 
providing a structure w ithin w hich to address integrity failings.

6.24 There is now an acknowledged need to complem ent these advances 
by introducing a code of ethics, against which the professional 
standards o f a ll sta ff can be judged. A proposed code o f professional 
standards (COPS) for police sta ff is currently under development
by the trade union side of the Police Staff Council. A number of 
drivers for the development of COPS have already been m entioned, 
including M odernising the Police Service, view s expressed by the 
IPCC and the recent Taylor Review of police discipline.
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6.25 Despite the provisions of the Police Reform Act, the likely growth 
of the number of PC 80s patrolling our streets and oversight by the 
IPCC into police sta ff com plaints, it remains an issue that there is 
no standard code of ethics or conduct for police staff. Local 
arrangements and codes of conduct w ritten into contracts of 
employment differ throughout England and Wales. It can be argued 
that the Police Reform Act did not go all the way to com pleting the 
reform process, because, although it gave chief officers the authority  
to create new police sta ff roles w ith powers, it failed to identify the 
need for a national system  of discipline for police staff.

"We deal far m ore robustly  w ith  police s ta ff  th an  w e  do 
w ith  police officers."
Senior HR manager in a large police force

6.26 The police sta ff discipline system  can, if handled correctly, be swift, 
efficient and just. For example, if evidence o f wrongdoing is clear -  
for instance, criminal conduct, which would be classed  as gross 
m isconduct, either internally or outside the workplace, the process 
is likely to be relatively rapid

6.27 A subgroup of PABEW, known as the Taylor*̂ ® group, is currently 
working to reform the police discipline system , w ith the intention  
of bringing it more into line w ith that of the private sector, w ith the 
ACAS m odel and w ith  the system  that forces currently use in respect 
of police staff. HMIC w holly supports the work of the Taylor group 
and considers that the group's aims, if  achieved, w ill go a long way 
to addressing some of the current inconsistencies betw een the 
discipline system s for police officers and police staff.

N ation a l is su e s  a n d  drivers for ch an ge
6.28 The com plaints and m isconduct landscape has been subject to 

significant scrutiny and change in the past few  years, and the 
elem ent relating to police sta ff has not escaped the spotlight.
The particular issues and drivers for change in this field, however, 
include:
• the impact of the Police Reform Act 2002;
• inconsistencies in dealing w ith police officers and police staff;
• a lack of specia list investigation skills and training;
• disproportionality in investigations and outcomes; and
• anom alies in representation for staff.

°°The Taylor Review of police discipline arrangements was sponsored by the Home Office and took place in 2004. 
The review made a number of recommendations aimed at modernising police discipline procedures.
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Im pact o f  the Police Reform Act 2002
6.29 The Police Reform Act 2002 (PRA) led to changes that meant that 

police sta ff could support their sworn colleagues by undertaking 
important front-line roles. Examples include PCSOs, detention  
officers, escort officers and investigators. The Act also gave chief 
officers the power to accredit individuals not employed by the Police 
Service, such as neighbourhood wardens and private security staff, 
raising the profile of other public sector and private sector 
involvem ent in 'policing'.

6.30 The PRA also introduced changes that combined the recording and 
investigative processes for com plaints against police sta ff and that 
were (where appropriate) subject to professional standards 
investigations and oversight by the IPCC for the first time.

6.31 Adding an independent elem ent to the investigation of police staff  
com plaints has improved the system  and provided extra protection  
for those sta ff members who are the subject of investigations. In 
addition to this protection, the new system  is likely to add 
transparency to the process and to increase public confidence. This 
is particularly important because o f the planned increase in the 
number of PCSOs, who interact w ith members o f the public on a 
daily basis and have access to police data and new lim ited police 
powers. Police sta ff are just as susceptible to corruption as police 
officers; it is therefore important that m easures are in place to 
address such risks.

Inconsistencies in  dealing w ith  police officers and police s ta ff
6.32 Inconsistencies between police officers and police sta ff in terms of 

how they are dealt w ith emerge through two m ain routes: the built- 
in differences that are nationally generic and that are the product of 
very different legislative structures, terms of employment and 
allocated roles; and those differences that are a result of local 
policies and practices.

6.33 The generic differences are illustrated in the following table.
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D ifferences b e tw een  police officers and police s ta ff  in  term s of 
disciplinary procedures

Police officers Police s ta ff

; Standard; sysfsin; flnoughdut;;;;;;;;;; n ̂ 
England and Wales for all Home 
Office forces (also for some non­
Home Office forces), set out in 
regulations underpinned by IPGC 
s ta t.u toi7 g u i d a nee

;;;;;Gontra;cts;;Qf;einployinent;set;;;;;;;;;;n  ̂
locally but must comply with 
relevant employment legislation. 
Gan differ throughput;England;;;;;;;;; 

;;;;and;Wales;;;;;;;;;;;;;;;;;n̂

Standard code of discipline 
; throughput; Engiaiid and i/^ ies; for;;;;; 
all Home Office forces (also for 
some non-Home Office forces) set 
by police regulation, underpinned 
by IPCC statutory guidance

No standard code of discipline, 
but use of locally agreed 

;;;; standards; in compliance;with ;;;;;;;;;;; 
relevant employment legislation

; The; range; of; eaiictioiis; ;is; ;sta;n;d;ard;;;;; 
and set out in regulations''*

Sanctions are not in regulations 
and differ nationally

Ouasi-judicial process, resembling 
criminal investigation and 
tribunal

;;;; Hise; of the; AGAS; process;;; n ̂ 
sometime involves tape-recorded

;;Dnt6Ivi6WS;;;;;;;;;;;;;;;;;;;t

;During; interview, inferences can
;be(drawh;frGm(silence(((((((((((((((^

;;;;No inferences;can be;drawn from;;; 
silence

Right to legal representation ;;;; No right; to legal; rep re sentation ;;;;;;

Specific appeals process Several internal appeals 
;tmechanisms with final;appeal;111 

to an employment tribunal

Staff associations (Police 
; Eedieratioir;; Superintendient s;' 
Association, Chief Police Officers' 
Staff Association) have hi,s;h

Many trade unions have small 
memberships and hence relatively 
little influence

membership and influence

Pay and conditions of service, 
including discipline, are 
;negotiated; and;set centrally ;;;;;;

Pay and conditions of service, 
including discipline, are 
;negotiated; nationally and set 
locally

6.34 Many of the differences listed  in the table are currently  under 
review w ithin  the work of relevant policing stakeholder groups, and 
in response to the Taylor Review.

6.35 To give an example of differences in local policies and practices, in 
one force m em bers of the professional standards departm ent (PSD) 
give presentations to new recruits and at sergeant and inspector

°° Sanctions differ for members of the Special Constabulary, as they do not receive any remuneration for their 
employment.
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courses. The same level o f energy is not applied in respect of new  
or existing police staff, who were found to lack awareness of 
professional standards. By contrast, in another force of a sim ilar 
size, PSD staff give inputs to force supervisors -  both police officers 
and police staff. In the latter force, revised guidance on dealing w ith  
com plaints has been com pleted and handbooks produced for all 
supervisors -  including police staff.

Lack o f  specialist investigation skills and tra in ing
6.36 Changes to the investigation o f m isconduct among police sta ff were 

introduced w ith the creation of the IPCC in April 2004. Before that, 
managers and human resources departments adm inistered the entire 
process. Investigations have now become the remit of PSDs (overseen 
by the IPCC), which investigate the alleged m isconduct or criminal 
allegation and at conclusion pass the matter on to HR departments 
to handle the m isconduct aspect. This is the case even when the 
allegation amounts to crim inal conduct, as police sta ff can be 
dism issed  instantly for crim inal offences w ith no avenue of appeal 
prior to a crim inal trial.

6.37 A recurring theme is that sta ff w ithin PSDs are not trained in 
handling police sta ff m isconduct and have little understanding of 
employment law relevant to police staff. This leads to some staff  
resorting to the model o f investigation they feel m ost comfortable 
with, which inevitably involves crim inal-style, adversarial tape- 
recorded interview s, som etim es in custody suite interview  rooms. 
Staff say they feel intim idated and crim inalised by this level of 
scrutiny and the associated tape-recorded interview s in interview  
rooms. One police sta ff member in a sm all force said:

"Imagine how  sta ff  fee l, being taken  to  a custody in terv iew  
room  w ith  crim in als presen t, th e n  being subject to  a tape- 
recorded in terv iew  by tw o police officers and finally  being  
to ld  th a t th e  evidence w ill be considered  and th ey  w ould  
be inform ed of th e  n ext stage. They only see  th is  sort of 
th in g  on It is q u ite  outrageous."

6.38 Although tape-recorded interview s can be intim idating and formal, 
they do offer those involved a level o f protection they otherwise  
would not have. The m odel of interview adopted for police sta ff and 
in the private sector is less formal; for example, it does not usually  
involve tape-recorded interview s and is usually  referred to as a 
'meeting' rather than an interview. It involves an exchange of view s 
and an explanation by the member of sta ff under investigation.
The argument against tape-recoding interview s is that it stifles
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discussion  in an environment where the objective is to achieve 
learning, both organisational and individual.

6.39 Some forces had prepared w ell for the creation of the IPCC and had 
either trained their sta ff in employment law or transferred staff  
from HR departments who were skilled in and fam iliar w ith the 
investigation of police sta ff members. Where this has happened, the 
process seem s to work w ell, w ith much less conflict between PSDs 
and representatives of police sta ff trade unions.

G ood p ractice: sk illed  p o lic e  s ta f f  in v estig a to rs  w ith in  
th e  PSD
Before April 2004, m isconduct matters involving police staff in 
Avon and Som erset were dealt w ith by an individual working in 
the HR department. After the regulatory change that brought 
police staff w ithin the formal complaints procedure, this 
individual moved across to the PSD. He brought w ith him a wealth  
of experience in handling m isconduct matters and tribunals. 
Initially he dealt only w ith complaints against police staff but is 
now involved in investigating police complaints and misconduct, 
as well as civil claims. This has helped the PSD to manage 
effectively the tensions and constraints arising from the different 
discipline procedures for police staff and police officers.

D isproportiona lity  in  investigations and outcomes
6.40 As stated above, there can be a tendency for investigating officers to 

revert to a 'crim inal-style' interview  and investigation. Forces vary 
in how they m anage the process o f interview ing police staff, w ith  
some defaulting to the crim inal model.

Case study: O ppressive in v estig a tio n  tec h n iq u es
It was reported that a member of police staff w as invited into the 
PSD "for a chat" and once in the room w as given a formal caution, 
interviewed on tape and told that the allegation concerned the 
leakage of information to another member of police sta ff under 
investigation for criminal matters. The staff member claim ed that 
he w as subjected to a three-hour adversarial interview under 
caution over the allegation that he had attempted to pervert the 
course of justice. He stated from the start that the allegation was 
quite outrageous, and that the interview had been a "sledge 
hammer to crack a nut" and would never have happened in the 
private sector. The final result was that there was no case to 
answer, and no further action w as taken.
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6.41 Another issue that affects the style and progress o f an investigation  
is that two departments may handle the same investigation at 
different stages. This can lead to delays and confusion. For example, 
PSDs investigate to a conclusion and then hand the matter over to 
the HR department to take the m isconduct aspect forward. This may 
mean a finding of m isconduct or gross m isconduct, resulting in 
words or advice and/or an action plan to achieve individual 
learning. The difficulty arises in that the two departments often  
operate in 'silos' and lack a joined-up approach. Even where the PSD 
may have dealt w ith an investigation quickly and efficiently, delays 
often occurred w ithin HR departments.

6.42 In an interview  one head o f a PSD said:

"Although m y s ta ff  and I are q u ite  clear about th e  
d isparities, m em bers of th e  public find it d ifficu lt to  
understand."

6.43 A basic command unit (ECU) commander in another force summed 
up inconsistencies in the treatm ent of police officers and police 
sta ff thus:

"There seem s to  be considerable d isparity  in  th e  m anner of 
in vestigation  of police s ta ff  com plaints. Surely th ere  is  a 
n eed , in  th e  ligh t of Taylor and M orris, to  bring th e se  und er  
one departm ental control. This may not n ecessar ily  m ean  
sign ifican t s ta ff  grow th  or indeed  m oves, as long as th e  
com m ander has access to  appropriate qualified  advisers."

6.44 A number of exam ples of sim ilar disparities in treatm ent arose 
during the HMIC inspection, and the follow ing case studies 
illustrate the anom alies in operating two different discipline  
system s.
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Case study: The p a ss in g  on  o f  o ffen sive  e-m a ils
The circum stances of this case are that an offensive e-m ail was 
passed  from a police officer to a member of police staff, who in 
turn passed  it on to another police officer. The matter 
contravened the police discipline code, and the police officer was 
dealt w ith sw iftly  and proportionately by m eans of a formal 
written warning, w ithout resort to a tribunal. In respect of the 
police sta ff member, employment law is such that, to achieve the 
same result, prescribed procedures needed to be followed. This 
resulted in excessive further delays. Part o f the reason for these  
additional delays was that once the investigation w as complete 
the investigating team  handed over the results to the HR 
department for them  to progress the case. HR did not display  
the same levels of tim eliness that the PSD had and placed any 
further activity on hold. Eventually, and after some considerable 
time, the sta ff member w as dealt w ith by way o f a warning. This 
delay was unnecessary and resulted in distress to the individual.

Case study: D isp ro p o rtio n a te  p o lic e  s ta f f  in v estig a tio n s , 
su sp e n s io n  an d  in te r v iew
In one large police force a member of police sta ff (a scenes of 
crime officer) was the subject o f an in-depth discipline  
investigation. The allegation was one o f neglect (the 
circum stances being that in carrying out the exam ination of a 
motor vehicle crime scene the sta ff member had m issed  a piece 
of vital and incrim inating evidence). The individual was 
suspended for six m onths and was eventually interviewed under 
the Police and Criminal Evidence Act 1984. Throughout the 
investigation, UNISON representatives insisted  that th is was 
an om ission amounting to lack of competence not conduct. 
Despite th is, the investigation continued and resulted in the 
reinstatem ent of the sta ff member w ith a verbal warning only. 
As the UNISON representative described this situation: "This 
was a clear case o f  absolute overkill. The issue could have been 
resolved in  a very short and more cost-effective way through  
capability  procedures."

6.45 The HMIC also found disparities in outcom es and delays in the
process o f investigating police staff. As the two discipline system s  
differ, along w ith outcom es, it was no surprise to find a number of 
exam ples of these disparities.
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Case study: D isp arity  o f o u tc o m e s  -  e x c ess  a lco h o l
It may be som ewhat confusing that two disparate system s can 
operate when quite often the roles are so similar. In one case in 
the National Crime Squad, a member of police sta ff and a police 
officer were convicted of excess alcohol w ithin a very short time 
of one another. The police officer was dism issed  while the staff  
member was retained. Annex N of the Home Office's guidance on 
police discipline sets out advice to forces in relation to police 
officers convicted o f excess alcohol. This guidance makes it clear 
that the sanction should be based on an assum ption that any 
officer found guilty should be dism issed. No such guidance 
exists in relation to police staff, and some may find this unfair. 
Annex N is intended to reflect the unique role of the police 
officer as w ell as public expectation.

Anomalies in  representation fo r  s ta ff
6.46 The trade union UNISON,™ which represents the majority o f police 

sta ff in England and Wales, is concerned that nationally there is a 
low level of consultation between PSDs and UNISON representatives. 
They report that although PSDs seem  routinely to consult w ith
the Police Federation and the Superintendents' Association, they  
often om it to include police sta ff trade unions. One UNISON 
representative said: "They don 't feel the need to ta lk  to us."

6.47 Examples exist of police sta ff being interviewed on tape in police 
custody suite interview  rooms during investigations into 
m isconduct. These could have been challenged had representatives 
been consulted earlier in the process. There are also exam ples of 
lack of consultation between PSDs and trade union representatives. 
Although the relationship between the Police Federation and the 
Superintendents' A ssociation is generally good, often the trade 
unions are left out of the consultation process or are brought in 
later, alm ost as an afterthought. This lack o f consultation is a 
recurring theme; and in light of the new arrangements for PSDs
to investigate police sta ff members, it is a weakness that forces 
should address.

“Other trade unions with an interest in police staff include the Public and Commercial Services Union (PCS) and 
the General, Municipal and Boilermakers' Union (GMB). There are also a number of others.
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Case study: Lack o f  c o n su lta tio n
In one rural force visited , the inspection sta ff were shown the 
newly w ritten professional standards strategic plan. This was a 
thorough and wide-ranging document covering all aspects of 
the business, including the handling of police sta ff discipline. 
The UNISON representative reported that there had been no 
consultation w ith the union throughout the entire process, 
despite involvem ent of the police sta ff association. This was put 
to the head of the PSD, who acknowledged the om ission and 
made arrangements to remedy it.

6.48 The findings are not all negative, however. Some forces have very 
good working relationships w ith  their UNISON branch 
representatives.

G ood p ractice: W iltsh ire m em o ra n d u m  o f  u n d ersta n d in g
In W iltshire, the local branch of UNISON, the Police Federation 
and the PSD have agreed a memorandum of understanding  
regarding the role and function of the PSD. This works well.

6.49 Police sta ff disciplinary investigative processes are in need of 
standardisation throughout the Service. This is a matter that is 
possib ly  best resolved nationally through a new and updated version  
of PSD guidance -  w hich is a recom m endation set out in Chapter 2 
of this report.

The w a y  forw ard
6.50 The Taylor Review of police discipline arrangements makes 

recom m endations aimed at bringing the two system s -  police 
officers and police sta ff -  into alignment. Work by the PABEW 
subgroup is currently ongoing, aimed at reform of police regulation. 
The intention is to closely reflect arrangements in use in the private 
sector but to retain a regulatory framework. At the same tim e, the 
trade union side of the Police Staff Council is contributing to the 
development of a code of ethics for all police sta ff that can be 
adopted nationally by forces. This inspection supports the work of 
these groups, which should see an improvement and a move towards 
greater parity. In order to improve public confidence and achieve 
consistency throughout the Service, a national set of standards to 
which all police sta ff should adhere is needed. This inspection  
supports the development of a national code of ethics for police 
staff; this should be set by the Police Staff Council and incorporated
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in the employment contracts of all police sta ff throughout forces 
in England and Wales.

6.51 Owing to the absence in statute o f the Police Staff Council and of 
relevant national legislation  to govern police sta ff pay and 
conditions of service, inconsistencies exist throughout England and 
Wales and betw een police officers and police staff. The tim e may 
be right to consider putting the Police Staff Council on a statutory  
footing and to incorporate it w ithin the PABEW. In the interim, those  
forces currently not subscribing to the Council should do so in order 
to improve consistency throughout the Service.

C onclusion
6.52 It may seem  to some observers rather unusual that w ithin one 

organisation two very different system s operate to investigate  
wrongdoing by staff. In many forces PSD staff do not p ossess the 
necessary skills to m anage the police sta ff m isconduct procedure 
effectively. Often the PSD and HR departments deal w ith different 
parts of the police sta ff discipline process, and this can lead to delay 
and confusion. This matter w as highlighted in the HMIC thematic 
report M odernising the Police Service in 2004, and yet the necessary  
changes have not so far been made.

6.53 The issues and drivers for change highlighted above all require a 
concerted effort to ensure progress towards a more consistent and 
fair system  for police staff. Achieving the required change w ill be a 
major challenge for the Service, police authorities and the Home 
Office. Police sta ff trade unions m ust not be left out of the 
consultation and investigative process, and police sta ff should not 
be interviewed inappropriately, through the use of techniques that 
some say are oppressive and disproportionate.

6.54 Outcomes and sanctions are in need o f alignm ent, and although  
work is ongoing nationally to achieve this by amending police 
regulations, a sustained effort is needed to bring system s closer 
to those of the private and police sta ff sectors.
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7. Welfare and support of staff

In trod u ction
7.1 The disciplined nature of the Police Service requires police officers 

and police s ta ff to adhere to the high standards expected of those 
who hold public office. All police employees are increasingly 
vulnerable to becoming the subject of com plaints or disciplinary 
procedures following confrontational situations or exposure to 
corrupting influences.

7.2 The Service and police authorities have a duty of care to the ir staff: 
they m ust ensure th a t those subject to disciplinary processes are 
given appropriate and qualified support and th a t the ir rights are 
protected. However, they m ust also ensure th a t due processes are 
perform ed, and are seen to be perform ed, in as tran sp aren t a m ethod 
as possible.

7.3 Significant developments have occurred in all police forces in 
relation to welfare arrangem ents for police officers and s ta ff in 
recent years. These are the resu lt of experience and a realisation 
th a t s ta ff in key posts require support, as do those who, for personal 
or professional reasons, are under unusual and debilitating levels
of pressure, which can resu lt in stress-related  illness. These two 
categories of s ta ff can be found in the professional s tandards 
arena, both  on the investigative side, where aspects of the role are 
particu larly  dem anding and challenging, and at the other end of the 
spectrum , where s ta ff are the subject of investigations or involved 
in disciplinary proceedings.

P ro fessio n a l sta n d a rd s  d e p a r tm en t s ta ff
7.4 The investigation of colleagues brings w ith  it unique pressures 

and requires the support and understanding  of line and senior 
managem ent. Overall, welfare arrangem ents for s ta ff involved in 
these investigative processes are generally good. There are, however, 
exam ples where th is is not the case.

"W elfare -  w ell it 's  th e re  if n eeded  bu t... it 's  un likely  it  
w ould  be picked up  if  i t  w as needed."
Professional standards department (PSD) staff in a Midlands force referring to the fact 
that support was not proactively marketed

7.5 This comment illu stra tes the need for proactivity  and the fact tha t 
it is not enough to have policies in place -  they m ust have buy-in 
from  the s ta ff who are expected to use welfare arrangem ents. There 
is a need for proactivity  and m arketing and for the creation of a
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sp irit of openness and tru st, where s ta ff feel safe to say they 
need support.

G ood p ractice: P ositive  im p a c t o f s ta f f  ro ta tio n
In the M etropo litan  Police Service (MPS), the turnover of staff 
in PSDs tends to be high. At f irs t glance, th is m ight appear to 
reflect the dem anding nature of the role; in fact, many staff 
leave the departm ent on prom otion. This m eans th a t the 
investm ent in term s of tra in ing  and development is paid  back 
w hen they leave as m anagers who understand  PSD processes.

7.6 There are exam ples of rein tegration packages for s ta ff returning to 
general policing from covert roles th a t take into consideration their 
welfare as well as the ir training.

G ood p ractice: W elfare p o licy
In Dyfed-Powys, the force has introduced a policy and 
supporting docum ent entitled  R e c ru itm e n t, Care a n d  
R ein teg ra tio n  o f  Police O fficers in  the  PSD. This guidance 
docum ent includes s ta ff welfare considerations and the policy 
has been adopted as p a rt of the w ider force recruitm ent and 
selection procedures. The policy has been widely circulated. The 
head of the PSD routinely conducts welfare checks of s ta ff who 
have returned  to general policing duties to ensure th a t this 
process is working effectively.

7.7 There were, however, some forces where these considerations were 
not so evident and where s ta ff who had  been away from  m ainstream  
policing for some years had  justified  concerns about the prospect of 
returning w ithout any preparation.

S ta ff a s th e  su b ject o f in v estig a tio n s
7.8 The Service can do much to move tow ards the position espoused 

in the Taylor Review and by the Independent Police Complaints 
Commission (IPCC), addressing the need to have an effective 
m isconduct procedure w ithout the negative quasi-judicial and 
adversarial natu re seen in m any investigations today.
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Case study: D isc losu re
In one example in the South West, a pre-interview  disclosure 
notice was issued to an officer who was the subject of a 
m isconduct procedure w ith  no crim inal overtones. The notice 
was one norm ally used in custody centres for interviewing 
detainees, and at its head the w ord 'SUSPECT' had  been crossed 
out and the word 'OFFICER' inserted.

7.9 In other cases identified during the course of the inspection, 
m em bers of police s ta ff com plained th a t they were being issued 
w ith  regulation 9 notices bu t th a t they were not subject to the 
police discipline code. Apart from finding the content and nature of 
the form distressing, they felt th a t it had  no validity in term s of 
notification under the Advisory, Conciliation and A rbitration Service 
(ACAS) principles. Clearly, forces should ensure th a t the forms they 
use are both  fit for purpose and convey a professional image.

7.10 The serving of regulation 9 notices can be a significant and 
potentially  traum atic event, especially for those who either are new 
to the Service or, as was found in the inspection, are members of 
police s ta ff in forces th a t have adopted sim ilar practices for staff 
and officers.

"R egulation  9 no tices have a ten d en cy  to  have lim ited  
d e ta il regard ing  th e  allegation . This h as  led  to  in s ta n ces  
w here  rep re sen ta tiv e s  an d  officers have fe lt th e  need  to  
seek  clarification . W ith th e  adven t of th e  IPCC, police s ta ff  
m em bers w ere  provided w ith  in fo rm ation  on reg u la tio n  9 
form s, w hich  c rea ted  confusion."
Police Federation representative

7.11 Experience has also shown th a t some forces have a propensity  for 
issuing regulation 9 notices in an unfocused manner, for example to 
entire team s of officers where it is clear th a t only one officer is the 
subject of the enquiry. This devalues the ir use and m eaning and 
harm s the credibility  of the PSD at force level. Clearly, a balance 
needs to be struck.

7.12 There is a need for proportionate use of regulation 9 forms and for 
effective com m unication to ensure th a t those who need to know have 
the appropriate inform ation in a timely fashion. There were 
exam ples of forces where these procedures are in place.
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G ood p ractice: S ta ff a sso c ia tio n  su p p ort
In Surrey, police officers who are the subject of investigations 
are supported by the Police Federation and the Police 
Superintendents' Association through representation and 
'friending'. In addition, all departm ent heads and basic command 
un it (ECU) commanders are given information, shared by the PSD, 
on all com plaints and m isconduct cases so tha t they have access 
to inform ation for the purposes of welfare provision. Regulation 9 
notices are issued at command level. For more critical cases, the 
PSD proactively works w ith the Federation, the Superintendents' 
Association and UNISON, and w ith the Black Police Association if 
one of their members is involved. Welfare is the responsibility of 
the division or departm ent, bu t direction can be given in critical 
cases through Gold groups. Supervisors are agreed and reviewed 
by the deputy chief constable and a welfare officer provides 
support from the ECU or departm ent. If police staff are suspended 
or investigated for m isconduct, the provision of welfare is through 
the HR m anager on the ECU or in the departm ent.

In D orset, as soon as an investigation becomes overt, a copy of 
the regulation 9 notice or equivalent police s ta ff notice is sent to 
the welfare departm ent, which provides support. In addition, a 
copy goes to the Federation and, if required, UNISON 
representatives. It is force policy th a t the line m anagers are 
responsible for providing support to officers who are the subject 
of investigations, and com mand team s also play an im portant 
role. Once suspended, an officer is provided w ith  a nom inated 
support officer, usually  the support m anager whose 
responsibility  it is to provide regular contact and support 
throughout the process.

C htaf offfcerK slto u k l revitnv at! form s o so d  m m fsootu lacl, 
prootjadm ga a a d  u oK atisfactorv  pcrfortuatjotj proofMitjras io  
fuisurf* Unit th f^ 'a re  f i t  Inr p»r|K}s>c, rtontain a ll  thf* o e c e s sa r y  
HthirmaUotJ, and c o n jp ly  w h h  n n p lo y m o n t  tfigisiaU nn an d  pn iioo
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7.13 For the m ajority of police staff, the receipt of a regulation 9 notice 
or equivalent, though unpleasant, w ill not be a cause for significant 
concern; in m ost cases, th is w ill require only casual m onitoring by 
line supervision. However, there needs to be an appreciation th a t 
effective structu res and support m echanism s are necessary for those 
who may need greater levels of support. It is therefore im portant 
th a t there are clear and tran sp aren t processes in place w ith  lines of 
accountability, ease of access and nam ed people w ith  responsibility  
for welfare needs. If these processes and system s are in place, the 
organisation w ill stand  a greater chance of picking up infrequent 
bu t potentially  significant cases th a t m ight otherw ise be overlooked.

7.14 In one M idlands force, there was a lack of clarity  in term s of 
ow nership and the Federation indicated th a t it was not involved 
in the routine m onitoring of suspended officers:

"A m em ber of s ta ff  h as  b een  ta sk ed  w ith  looking a t w elfare  
issues. The Federation  feels le ft ou t on a lim b regard ing  
w elfare  of su sp en d ed  officers as th e  com m and team  does 
hom e v isits. W hile th e re  are  cu rre n tly  no live issues, th e  
s tru c tu re  regard ing  su p p o rt for su sp en d ed  officers needs 
so rting . This is a p erso n n e l fun c tio n  b u t th ey  feel u n d e r­
reso u rced  to  respond."
Head of the PSD

7.15 In another force, s ta ff reported:

"W elfare of su sp en d ed  s ta ff  is th e  responsib ility  of 
divisional com m anders. Some s ta ff  com plain  th a t  th ey  are 
n o t co n tac ted  an d  th e  sy stem  does n o t seem  to  w ork well."

7.16 In other forces, lessons have been learn t in the afterm ath  of 
sometimes tragic events.
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G ood p ractice: P ro a ctiv ity  an d  su p p ort
In one southern  force, following the tragic loss of life when an 
officer m urdered members of his family and then com m itted 
suicide, it was found th a t various p arts  of the organisation held 
valuable bu t disconnected pieces of the jigsaw  which, if pu t 
together earlier, m ight have avoided or at least reduced the loss 
of life th a t followed.

Learning from  th is sad event has resulted  in the form ation of a 
"proactive scanning group". A regular m eeting is held w ith  key 
players, including the ass is tan t chief constable (ACC) (Personnel 
and Training), the head of the PSD, the domestic violence 
coordinator, and representatives from  legal services, absence 
m anagem ent, welfare and HR. Only two sets of m inutes are 
recorded: one for the ACC and the other for legal services.
Officers and s ta ff who are the subject of concern can be flagged 
up and appropriate m easures set in place to ensure th a t they are 
given the support they need.

In Cum bria, the force has recently reviewed its arrangem ents.
The procedure for suspension includes notifying the Police 
Federation and the occupational health  unit. I t has recently been 
agreed w ith  the Federation th a t it will receive copies of all 
regulation 9 notices unless an individual declines consent. The 
'friends' netw ork is available to police officers, and welfare 
services are autom atically provided to all officers and s ta ff who 
are subject to suspension and/or investigation. A specific welfare 
officer is designated to each individual in these circum stances. 
Local s ta ff associations play an active role in supporting officers 
and staff, through the form al 'friends' scheme and informally. 
Access is provided for all officers and s ta ff to the services of the 
force m edical officer, confidential counsellors and a retained 
consulting psychologist.

7.17 It is im portan t th a t there is regular and effective com m unication 
between key departm ents th a t are in a position  to highlight, or who 
may have intelligence relating to, individuals who may be at risk 
either during professional standards enquiries or as a resu lt of other 
issues relating to health  and welfare.

Provid ing  a 'friend' to  th e  a c c u sed
7.18 It is s tandard  practice for police officers who are the subject of a 

com plaint or other official allegation to be given a 'friend ', usually 
courtesy of the ir respective union or s ta ff association. The friend's 
role is to provide advice and support at w hat w ill undoubtedly be a
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w orrying time. The friend is appointed regardless of the need for 
qualified legal representation, and is not an alternative. A friend 
helps an individual th rough w hat can be a very complex process and 
ensures, as best they can, th a t the ir case is dealt w ith  fairly and is 
not disadvantaged by ignorance of the system s or processes. They 
also play a key role in ensuring th a t force or organisational welfare 
representatives are in touch w ith  and provide support to the 
m em ber of s ta ff who is the subject of the allegations.

7.19 There are four separate system s for friending w ith in  the Police 
Service. Which system  is used depends largely on the rank or sta tus 
of the accused. The system s relate to the friending of:
• chief officers;
• superintending ranks;
• federated ranks; and
• police staff.

7.20 In many forces, these system s are coordinated and work well 
together. In others, however, they are d isparate, w ith  differing levels 
of support and even a degree of m utual tension or com petition.

G ood p ractice: C ooperation  o f  fr ien d in g  arran gem en ts
In Sou th  Y orkshire the relationship typifies th a t of many forces: 
"The Police Federation and Superintendents' Association take an 
active p a rt in support m echanism s for all police s ta ff subject to 
overt investigations. There is extensive use of Police Federation 
and superin tendent friends and suspended officers are provided 
w ith  a key d istric t or departm ent support officer to keep them  
personally  inform ed about developments in the force, ensure 
links w ith  the policing family and m onitor welfare."

7.21 In highlighting the potential for greater cooperation among 
those bodies involved in the friending process, it is im portant 
to understand  how the differences in the overall context of each 
system  have evolved.

F riend ing  fo r  c h ie f  o fficers
7.22 The s ta ff association for police chief officers is the Chief Police 

Officers' Staff Association (CPOSA). Until recently, CPOSA only 
represented sworn officers, bu t it has now changed its constitu tion 
to allow non-sw orn s ta ff who are mem bers of the Association of 
Chief Police Officers (ACPO) to join. V irtually all police chief officers 
and a num ber of police s ta ff chief officers are members. One of the 
m ain services offered by CPOSA is a legal expenses insurance
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scheme. This has been taken up by the vast m ajority of its members 
and is currently  open to police s ta ff mem bers of ACPO who are not 
mem bers of CPOSA. Like the Superintendents' Association, CPOSA 
m aintains a panel of friends on a voluntary basis.

7.23 While the panel of friends assists  members who are the subject of 
m isconduct allegations, far greater reliance is placed on the legal 
advice available through the legal expenses insurance scheme. One 
reason for th is is th a t any allegation against a chief officer is 
usually  serious in both  personal and public in terest term s. Another 
reason is one of practicality: w ith  no full-tim e officials, CPOSA can 
not rely simply on friends, who may be d istan t from the officer in 
difficulty and who carry significant workloads.

7.24 There are currently  about 250 ACPO mem bers in the country and 
com plaints against them  are relatively uncommon. CPOSA friends 
work in tandem  w ith  the legal representatives and the ir costs are 
covered in the same way as those for Superintendents' Association 
friends, ie by the friend 's force. Unlike the Superintendents' 
Association, CPOSA has expressed a reluctance to form alise 
arrangem ents whereby the costs fall to the force th a t the officer who 
is the subject of com plaints comes from. It is thought more practical 
to keep to the curren t arrangem ents as they provide more flexibility 
and friending is not a task  th a t is frequently  required.

7.25 CPOSA friends have expressed concern th a t the infrequency of 
com plaints against chief officers leaves police authorities and their 
executive officers lacking fam iliarity  w ith  the process, which can 
sometimes lead to them  adopting a d isproportionate approach when 
an allegation is made, moving stra igh t to an investigation ra ther 
than  asking for an in itia l report from  the officer. Such a report may 
remove the need to go further. A case is made la ter in th is docum ent 
for be tte r tra in ing  for police authority  mem bers and officers. If  this 
is adopted it m ight increase the confidence and aw areness of s ta ff 
involved in these decision-making processes.

F riend ing  fo r  su p e r in te n d in g  ranks
7.26 The Police Superintendents' Association of England and Wales 

(PSAEW) Panel of Eriends was set up in the 1990s, in recognition 
of the need to give overt support to senior police officers in the 
wake of an increasing num ber of com plaints levelled against 
superin tendents and chief superin tendents. The rationale was to 
provide a sim ilar service to th a t estab lished  by the Police Eederation 
friends for federated ranks, ie those from  constable to chief 
inspector level.
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7.27 There are currently 98 PSAEW friends across England and Wales. 
They are all volunteers, appointed and m anaged by a central 
coordinator who ensures im partiality  and th a t no conflicts of in terest 
prevail. This means th a t friends are appointed from forces different 
to those who are subjects of crim inal investigations, com plaints, 
employment tribunals or other formal review procedures, such as 
complex inquests. The exception is the MPS, as the size of the 
organisation m eans th a t in ternal appointees can usually be selected 
w ithout conflict.

7.28 In the mid-1990s there were ju s t 12 superin tendents under 
investigation and in need of friending, from  over 1,700 officers of 
superintending rank nationally. By 2001, after Sheehy's 'slim m ing 
down' of m anagerial ranks, there were around 1,300 officers of 
superintending rank, of whom 206 were the subject of investigations. 
While th is num ber has since subsided (to around 180 in late 2005) it 
still represents a significant workload for friends.

7.29 Eriends are m ainly superintendents and chief superintendents who 
often have experience of working w ithin the w orld of professional 
standards or other specialist experience, such as firearm s, public 
order or ECU command. As volunteers, the time they give to their 
roles is significantly over and above their norm al duties. They are 
available alm ost 24 hours a day to support those under investigation, 
which imposes considerably on w hat m ight otherw ise be considered 
off-duty time, and contributes to already dem anding jobs in term s of 
travelling, counselling and research.

7.30 Being a friend explicitly outlaw s any knowing collusion to assist 
officers who may be guilty of offending behaviour. The friend 's role 
is to work w ith  them  to pro tect the ir professional and personal 
in terests in an objective, inform ed manner. These ground rules are 
set out in the train ing  given at the commencement of any friending, 
to engender the sp irit of m utual tru st. Eriends provide invaluable 
advice and guidance and act as a link to representing solicitors in 
the case of possible crim inal proceedings. In addition to legal 
support, the m ost valuable assets offered by friends are their 
independence, empathy, tim e and availability to officers who may 
require a range of support and welfare interventions (though clearly 
the Superintendents' Association local branch and relevant force 
welfare departm ent should reta in  responsibility  for the officer 
concerned).
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7.31 Officers are required  to contact the PSAEW as soon as possible 
when they th ink they may be vulnerable to a com plaint, employment 
tribunal, crim inal allegation or feel 'a t risk ' for any other reason. 
They are then  placed on an 'a t risk ' register and, w hen the register's 
coordinator thinks it appropriate, the wheels are pu t in m otion to 
appoint a suitable friend.

7.32 There has been an ongoing debate over the question of who should 
cover the cost of friending at superin tendent level. The costs 
currently  fall to the force providing the friend and therefore not to 
the force responsible for the officer who is the subject of com plaint 
or discipline. As no force has a specific budget for th is  purpose, 
monies tend to be gleaned from departm ental budgets, and 
sometimes from  the PSAEW, locally or nationally. This situation
is seen as anom alous, considering th a t Eederation friends are 
supported  from w ithin  the ir own force areas and in the vast 
m ajority of cases they do not cross boundaries.

7.33 Despite attem pts to achieve a resolution to th is m atter, the debate 
appears to have reached stalem ate. A view th a t does, however, 
a ttrac t a lot of support, is th a t the cost of the friending should fall 
to the force th a t the officer who is the subject of the discipline 
process comes from.

7.34 HMIC believes th a t chief police officers should agree to apply the 
same standards to the PSAEW Panel of Eriends in term s of funding 
provision as exists for federated officers, and police forces should 
bear the cost of supporting the ir officers who are the subject of 
disciplinary proceedings by providing friends.

7.35 The following case studies illustrate  the length of time and depth of 
involvement th a t friends are likely to encounter. These cases are, as 
m entioned, undertaken over and above the norm al duties of panel 
friends.
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Case stu d y
Following the in troduction of speculative drugs testing, an 
officer was, among others, subjected to a random  drugs te st 
where sam ples of hair were taken for analysis. The officer, who 
had  an im peccable service record, thought no more of the event 
un til served w ith  a regulation 9 notice, indicating he had  tested  
positive for traces of cannabis. The trace of the drug allegedly 
found was m inute. The officer was subjected to a tape-recorded 
interview  where he denied any involvement in drugs and the 
force indicated there would be no fu rther action taken.

An appointed friend w ent to great lengths to provide support 
and offer advice on possible options to prove the case flawed, 
including finding data  on drugs found in tap  w ater sam ples and 
testing  the b rand  of hair shampoo used. In the end, independent 
analysis of the resu lts was secured, using the forensic science 
service laboratories. This analysis cast doubt on the reliability  
of the resu lt of the original sample. It also transp ired  there 
had  been no control sample taken and th a t there was a strong 
likelihood of contam ination from  another sample in the 
original laboratory.

The issue w ent further, as the officer, justifiably, w anted to be 
form ally exonerated by the force concerned. A lengthy period 
of negotiation was entered into and the friend again offered 
support and guidance. Eventually an apology was made for the 
incident and the officer was assured  th a t all records relating to 
the incident had  been destroyed. A review of the force's policy 
was also im m ediately im plem ented.
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Case s tu d y
A m em ber of the public made a com plaint regarding his 
trea tm ent following a crim inal allegation. The com plaint was 
investigated by the force's PSD and was found to be w ithout 
m erit. The com plainant then  lodged a com plaint against the 
officer who conducted the investigation. This com plaint was 
investigated and was also found to be w ithout merit.

During th is tim e a new m anager took over the PSD. The 
com plainant entered into correspondence w ith  the new manager, 
eventually making a com plaint against him , alleging a 
conspiracy w ith  the force solicitor to protect the officers 
concerned in the original incident from  disciplinary action.
The com plaint was recorded by the force in May 2004. The IPCC 
declined to supervise it. The officer was served w ith  a regulation 
9 notice. He contacted the Superintendents' Association some 
five m onths later, having become fru stra ted  by the process, and 
a friend was appointed.

The investigation and decision-making process took until 
October 2005 to come to a conclusion th a t the com plaint was 
w ithout m erit. The com plainant then  appealed to the IPCC, who 
dism issed the appeal.

The case highlighted the need for clear roles for chief officers 
responsible for overseeing investigations, in accordance w ith 
regulations, and the need to apply tim eliness and 
proportionality  to such investigations. It is also im portan t to 
build  in structu red  review periods, as there were opportunities 
for th is  particu la r case to be resolved at a very early stage, 
ra ther than  continuing for a lengthy period.

7.36 As shown above, the time and effort expended by police 
superin tendent friends can prove costly, in both  personal and 
professional term s. There is also a significant turnover of staff, 
as many of those who fit the criteria in term s of experience and 
service are coming tow ards the end of the ir careers.

7.37 Currently, PSAEW loses as many as 20 members from its Panel 
of Friends each year, due to the ir retirem ent from  the Service. 
Consequently, a sim ilar num ber of new members need to be 
recruited  and tra ined  each year to reta in  the curren t level of 
resilience. While the addition of 'new  blood' is arguably a positive 
outcome in securing new areas of expertise and m aintaining
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freshness in the process, the loss of the more experienced friends 
and the constan t need for new in itia l tra in ing  and m entoring 
represents a significant downside.

7.38 While the funding of friending comes from  the friends' home forces, 
there is no option but to cease friending w hen officers retire. 
However, if funding is provided either centrally or by the home force 
of the accused, an alternative m ight be to reta in  or to recru it retiring 
or recently retired  officers who have the requisite knowledge and 
skills to act as friends. This w ould ease the burden on existing 
friends and provide a useful resource in the large num ber of 
poten tial candidates. These s ta ff could be coordinated by the 
existing coordinator, h im self a retired  police officer.

7.39 The issue of funding provision has yet to be resolved. The opportunity 
exists to do so, by setting up a regional fund, perhaps based on 
contributions levied according to the num ber of superintendents 
involved. In the strategic forces of the future, the opportunity exists 
to establish such a fund from w ithin the strategic force. This has 
been achieved in the MPS where, given the size of the establishm ent, 
friends are almost invariably found from w ithin the organisation.

'fhe Pp Uco !syponutt.'»detds' AiSi^ochitiPn prKngUtud iUu{ Wah'̂ iS 
fshofdd, in coilalMirafiofj with pohoe forcos, explore Lhnoptitm ol 
tnfrodudtjg a oadro of rol ircd snporintnrtdcnfs who&e servicos

F riend ing  fo r  fe d e r a te d  ranks
7.40 The m ajority of com plaints and allegations made are against officers 

of federated rank, nam ely constables, sergeants and inspecting 
ranks. It is not surprising, therefore, th a t the system  for supporting 
federated rank officers is the best developed and m ost 
comprehensive.

7.41 A positive picture has em erged across the country in term s of the 
resilience levels of Federation friends and the ir relationships w ith 
forces and PSDs. M ost forces report adequate num bers of officers 
who fulfil th is role, although there are one or two exceptions.
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"We feel th a t  th ey  [Federation friends] a re  cu rre n tly  
s trugg ling  to  m ee t dem and  and  w e 're  in  p re lim inary  
d iscussions w ith  th e  force regard ing  th e  p o te n tia l for 
a fu ll-tim e d iscip line rep resen ta tiv e ."
A Federation branch secretary

"The [low] n u m b e r of Federation  frien d s  in  th e  force has  
delayed th e  p rogress of som e investigations."
An investigator

7.42 All forces throughout England and Wales have appointed discipline 
liaison officers (DLOs), who are responsible for coordinating friends 
and ensuring th a t officers have effective representation  throughout 
the disciplinary process. It is no coincidence th a t the forces where 
the best relations were reported had  full-tim e DLOs. Equally, it is 
appreciated th a t sm aller forces m ight have difficulty in justifying 
the appointm ent of a full-tim e post when, generally, they process 
fewer disciplinary m atters.

7.43 There are currently  13 forces w ith  part-tim e DLOs (ie they have 
other operational duties to perform). Of the other 30 forces, 10 have 
appointed full-tim e DLOs and the rem aining 20 use existing 
Eederation s ta ff to perform  th is role as p a rt of the ir other Eederation 
duties. In the curren t clim ate it m ight, however, be appropriate to 
consider dedicating more s ta ff to th is im portan t role, as there are 
undoubtedly growing needs relating to tra in ing  and coordination 
following key developments, such as the new drugs and alcohol 
testing  policies, which vary in im plem entation across the country, 
and the poten tial changes to the codes of conduct and disciplinary 
procedures following the Taylor Review.

G ood p ra c tic e
The Police Eederation reported  positively on the train ing  events 
held by the MPS, in Oxfordshire and elsewhere, which have 
proved useful in increasing the knowledge and confidence of 
those charged w ith  the responsibility  of holding tribunals. 
Tribunals have been held on several occasions and have included 
ACPO officers, chief superin tendents and superin tendents. These 
events also provide the opportunity  for colleagues charged w ith 
adjudicating and those representing the ir colleagues as friends 
to meet in an inform al environm ent and discuss learning points 
on the them e of tribunals, and also w ider disciplinary issues.
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7.44 The trad itional approach from  the Police Federation tow ards groups 
such as the Special Constabulary has not always been an easy one. 
W ith the enactm ent of the Police Reform Act 2002, m em bers of
the Special Constabulary found them selves subject to the same 
disciplinary arrangem ents as the ir regular colleagues, bu t w ithout 
the same level of support in term s of m isconduct investigations and 
disciplinary arrangem ents. A positive side-effect of the Police 
Reform Act is the improved relationship  between the Federation and 
the Special Constabulary.

7.45 Federation representatives are now assisting  and advising members 
of the Special Constabulary about disciplinary m atters. Moves are 
afoot that, through changes in enabling legislation, will allow the 
Federation to become the um brella organisation for the Special 
Constabulary and civilian investigators in either crim inal 
investigation departm ents (CIDs) or PSDs and, potentially, for non­
sworn groups such police com munity support officers (PCSOs). Until 
the enabling legislation is passed, it is likely th a t these relationships 
w ill rem ain varied across the country. That said, the assistance given 
is widely appreciated.

"My officers get excellen t su p p o rt from  th e  Federation  in  
te rm s  of advice, gu idance an d  friend ing  w h en  th e y  are  th e  
su b jec t of com plain ts. This approach  from  th e  Federation  is 
highly  valued  and  th e re  is acknow ledgem ent th a t  i t  is 
above and  beyond th e ir  te rm s  of reference."
Special Constabulary commandant in a force in the South West

7.46 In fact, the overall picture from  the federated ranks is th a t they 
receive an excellent service from  DLOs and Federation friends. 
Officers are appreciative of the service provided and invariably 
speak highly of s ta ff who pu t them selves forw ard for th is task. 
Senior officers, too, recognise the dedication and com m itm ent of 
Federation friends, many indicating they find it not only in the 
in terests of the individuals represented, bu t also of the Service.

"U ltim ately  w e are  all police officers an d  have a d u ty  to  ou r 
w id e r m em bersh ip  as w ell as th e  ind iv iduals w e rep re sen t. 
I t  is in  nobody's in te re s t  to  re ta in  th e  services of d ish o n est 
ind iv iduals or th o se  w ho w ill co n tin u e  to  b ring  th e  Service 
in to  d isrepu te ."
Federation representative
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F riend ing  fo r  po lice  s ta f f
1A 1  The m ain s ta ff association for representing members of police staff 

is UNISON. There are others such as the General, M unicipal and 
Boilerm akers' Union (GMB) and a sm all m em bership of others such 
as the T ransport and General W orkers' Union (TGWU) in specialist 
areas such as engineering and fleet managem ent. There are also still 
many police s ta ff throughout the Service who are not m em bers of 
any s ta ff association.

7.48 Under ACAS provisions, m em bers of police s ta ff are allowed to have 
a friend presen t at disciplinary proceedings, norm ally a union 
representative if they are p a rt of a union. If they are not a p a rt of a 
union they are norm ally allowed a nom inated work colleague (who 
may or may not be a union representative). Union representatives 
receive train ing  in friending issues and w ill be aware of how 
investigative processes and subsequent disciplinary processes 
should be undertaken.

7.49 Chapter 6 highlighted the significant differences in how police staff 
and police officers are dealt w ith  in respect of m isconduct and 
perform ance issues. One major failing of the Service is th a t police 
s ta ff are often perceived to be trea ted  as less im portan t than  their 
w arran ted  colleagues.

7.50 Unions and s ta ff associations were widely canvassed in the course 
of the them atic inspection; s ta ff associations m ainly reported good 
and inclusive working arrangem ents w ith  forces. Some said, 
however, th a t they felt like they were the poor relations, outside the 
strategic decision and policy loop, lacking in resources and relatively 
unim portan t in the eyes of the organisation. There is always the 
poten tial for groups to feel m arginalised, and those forces th a t 
invested time and effort in ensuring good com m unications and 
engagem ent by all stakeholders appeared to enjoy positive working 
relationships as a result. The use of strategic reference groups 
provides a m eans whereby all key stakeholders are represented and 
have a real say in force developments.
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G ood p r a c tice
In Norfolk, the ACC chairs the Professional S tandards Strategic 
Group. This group includes the head of the PSD, the head of HR, 
the head of training, a b arris te r from legal services, the force 
vetting officer, the head of the Police Federation, the Joint 
Branch Board (JBB) secretary, the UNISON secretary and the 
head of com munity safety. The group discusses all m atters 
im pacting on the professional standards of the force and agrees 
improvement actions where necessary.

In other forces, examples such as those below prove the case for 
regular and open com m unications structures.

In N o rth  W ales there is a force PSD committee m eeting held 
on a quarterly  basis and chaired by the ACC. It is attended by 
PSAEW, Police Federation and UNISON representatives and looks 
at policy development and any issues relating to com plaints 
m anagem ent.

In C heshire, the head of the PSD meets w ith  s ta ff associations 
and UNISON bi-monthly, m aintain ing constructive and positive 
relationships. The PSD provides inputs and runs interactive 
sessions on police s ta ff induction courses.

7.51 The national p icture of police s ta ff is docum ented in Chapter 6. It is 
clear th a t num bers have grown over the p as t few years. The grow th 
rate has, un til recently, been com m ensurate w ith  th a t of police 
officers, but, in years to come, the ever increasing pressure on police 
budgets com bined w ith  the im pact of the police m odernisation 
agenda is likely to m ean th a t the num ber of police s ta ff w ill increase 
faster than  th a t of the ir sworn colleagues. Already, in forces in the 
South E ast (such as Surrey -  arguably leading the way in term s of 
m odernisation), the concept of a mixed economy of policing has 
been adopted.

7.52 Numerous posts have been 'civilianised ' and police s ta ff num bers 
w ill continue to grow as more roles are reviewed and made open to 
non-sw orn staff. Already, in Surrey, against an overall workforce of 
3,420 there are 1,959 police officers and 1,461 police s ta ff (43% of 
the workforce). In other forces th is ratio  is lower, but, as the 
m odernisation agenda bites, increased num bers and thus an 
increasingly powerful lobby of s ta ff are likely. It is therefore 
im portan t th a t the Police Service recognises the need to build 
appropriate dialogue, support and welfare m echanism s betw een the 
PSD, HR, unions and s ta ff associations where they do not exist and 
reinforce them  where they do.
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7.53 There is a need to give UNISON representatives the professional 
recognition they merit. For example, in N orthum bria, Durham and 
Cleveland, UNISON representatives are professionally accredited 
in the handling of employee relations and discipline. UNISON 
representatives across the country have expressed a desire to work 
in partnersh ip  w ith  police m anagers, and the ir advice and guidance 
should be a f irs t po rt of call ra ther than  an afterthought.

7.54 The following case study clearly illu stra tes the need for early HR 
and UNISON engagem ent and guidance when adm inistering police 
s ta ff discipline.

Case s tu d y
A ECU com m ander in a northern  force held a discipline enquiry 
involving a m em ber of police staff. On PSD advice he decided to 
demote the m em ber on finding them  guilty. Fortunately, the 
UNISON representative was able to point out th a t th is option 
related  only to police officers and the situation  was resolved.
In fact, if the capability  pa th  had  been followed ra ther than  
the m isconduct path, demotion, w ith  an action plan  and pay 
protection, would have been an option, pending improved 
perform ance or eventual dism issal on capability  grounds.

7.55 Considering the significant proportions of police s ta ff in the modern 
Police Service and the increasing vulnerability  of those in more 
operational roles, there is a real need to consider the whole issue
of friending and s ta ff support across the entire workforce.

S u p p ortin g  s ta f f  w ith in  th e  m ix e d  econ om y
7.56 Police forces are people-based institu tions. Police officers and police 

s ta ff need to understand  and adhere to the rules governing those 
institu tions and the m anner in w hich they are expected to conduct 
them selves in the ir professional and personal lives. However, it is 
also righ t th a t safety nets are provided to support those s ta ff who 
are subject to investigation.

7.57 The inspection has highlighted th a t appropriate m echanism s are in 
place for police officers of all ranks and for support staff, though 
the la tte r group are in danger of being trea ted  w ith  less em phasis 
than  they merit. With the increased em phasis on the 'mixed 
economy of policing' (the phrase coined to reflect the increasing 
civilianisation on the police m odernisation agenda), there is a need 
to ensure th a t s ta ff associations and unions are given the necessary

Raising the standard 203

MOD200017000



For Distribution to CPs

W elfare and support o f staff ;

scope to exercise effective support for the ir members and be 
effective partners  in strategic developments.

7.58 Chief officers have a crucial role to play in ensuring tha t the ir forces 
are inclusive and provide opportunities -  and, where appropriate, 
funding and train ing -  for s ta ff engaged in these duties at every level.

S eco n d ed  p o lic e  o fficers
In tro d u c tio n

7.59 Providing support and welfare advice for s ta ff clearly presents a 
num ber of difficult challenges. How much more difficult, then, is it 
to provide a sim ilar service to those officers and s ta ff who are 
working away from  the ir home forces, especially to those who are 
absent for extended periods?

7.60 At any one time, more than  1,700 police officers of all ranks are 
seconded to non-force jobs, either w ithin the United Kingdom or 
abroad. These secondments range from instructing at training schools 
or attachm ents to national bodies such as HMIC to service abroad, for 
example in Bosnia, Afghanistan or Iraq. Such secondments can last for 
upw ards of two years, and details of entry into and return  from them 
can be difficult to keep track of from anywhere other than  w ithin 
individual forces. There is currently no central register of the numbers 
of officers on secondment, bu t research suggests tha t there are at 
least 50 different 'seconding-in' units.

7.61 W ith such a large num ber of officers seconded away from the ir 
forces, it is im portan t to identify how PSD m atters im pact on those 
officers, particu larly  given that:
• the officers are away from the ir own forces;
• officers on secondm ent are frequently  on tem porary prom otion 

and living away from  home -  th is m eans th a t any re tu rn  to force, 
which would be the likely outcome of a finding of guilt w ith in  the 
context of the code of conduct, may have a disproportionately 
greater im pact on th a t officer than  on colleagues w ith in  the force 
area;

• representation  using friending during the process may not be as 
readily available as w ith in  a force; and

• officers may be subject to locally set 's tan d ard s ', w hich may not 
am ount to a breach of the code of conduct bu t still resu lt in the 
term ination of the officers' secondment.

7.62 In essence, the procedure adopted for dealing w ith  any com plaint or 
m isconduct alleged against an officer seconded w ith in  the United 
Kingdom is as set out in Annex L of the Home Office's G uidance  on
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Police U nsa tis fac to ry  Perform ance, C om plain ts a n d  M isco n d u c t  
Procedures, namely:

1 The allegation is assessed.
2 A decision is taken as to w hether it is an in ternal m atter or one 

th a t should be referred to the force to deal w ith  (this decision is 
undertaken in consultation w ith  the force).

3 An investigation is carried  out by the force, including the probable 
re tu rn  of the officer to the force during the investigation.

4 The officer retu rns to the force for resolution.

7.63 Overseas secondments are covered by the Police Act 1996, section 26. 
They are m anaged through the Foreign and Commonwealth Office, in 
close consultation w ith  ACPO. The m anagem ent of officers accused of 
unsatisfactory  performance or m isconduct is dealt w ith in the Police 
Act 1996, w ith local m atters dealt w ith by 'contingent com m anders' 
overseas. More serious m atters are referred back to the force for 
investigation in line w ith section 97(6) and section 50(3) of the Police 
Act 1996. Welfare arrangem ents are provided for through an 
agreement between the Foreign and Commonwealth Office and ACPO.

In sp ec tio n  o f  p ro fess iona l s ta n d a rd s  a rra n g em en ts  fo r  seco n d ed  
officers

7.64 It was not possible w ith in  the scope and scale of th is them atic 
inspection to carry out any substan tia l inspection activity th a t 
would cover all of the 50-plus 'seconding-in ' units. However, it was 
agreed th a t a very lim ited case study should be undertaken, using 
one of the larger 'seconding-in ' units. A questionnaire was sent out 
to a sam ple of the units.

7.65 Of the 15 questionnaires th a t were sent out (to approxim ately 30% 
of the known 'seconding-in ' units), only six substantive replies were 
returned, despite follow-up contact w ith  the organisations. In order 
to provide the w idest relevance, therefore, the case study unit 
selected was the Central Police Training and Development Agency 
(CPTDA), which operates under the title  Centrex.

7.66 Centrex was chosen because it:
• is one of the largest 'seconding-in ' un its, w ith  308 seconded police 

officers;
• has a diverse group of officers and s ta ff working for it; and
• is probably the m ost experienced un it in term s of dealing w ith 

conduct issues among police officers on secondment.
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7.67 In order to make the case study as com prehensive as possible, a 
specialist un it of Centrex and two recru it tra in ing  sites were visited, 
as well as Bram shill Police College (where the HR function of 
Centrex is managed). Interview s were conducted w ith  senior 
m anagers, m iddle m anagers, police officers and those responsible 
for Centrex's unsatisfactory  perform ance and m isconduct policies.

7.68 As Centrex is a train ing organisation, additional expectations are 
placed on s ta ff to provide a role model for students. This may not 
be the case in other 'seconding-in' units. This m eans th a t the 
organisation requires standards from their seconded officers tha t 
exceed those required of operational officers. Behaviour of officers at 
a train ing centre may not be appropriate and may occur outside the 
norm al working hours when the officer is off-duty. It may also be of 
such a nature th a t it does not breach the s tandards w ithin the police 
code of conduct. That creates instances where officers are 'returned 
to force' for m atters which the force does not deem to be discipline 
m atters. An example of th is m ight be where an unprofessional 
relationship develops between a tra iner and a student.

The legal prov isions fo r  se c o n d m e n t
7.69 The legislation providing for the secondm ent of police officers is 

derived from  the Police Act 1996 and is difficult to in terpret. Many 
s taff m anaging secondees, as well as secondees them selves, report 
finding the legislation com plicated because of the lack of clarity  
between disparate  sections w ith in  the Act. In summary, the 
following sections of the Act are relevant:
• section 26, for the provision of in ternational advice and assistance;
• section 50(3), for regulations about m isconduct m atters;
• section 56, for secondm ent of a ss is tan t inspectors and staff 

officers to HMIC;
• section 57, for the provision and m aintenance of 'common 

services', which allow for police officers to be seconded to 
agencies outside the ir force;

• section 84, for the m atter of representation  at disciplinary 
proceedings; and

• section 97, for aspects of responsibilities and powers th a t rem ain 
relevant to seconded police officers, eg powers of a constable, 
union m em bership.

7.70 The m ain provisions, however, are sections 83 and 87, which provide 
for the Secretary of State to issue guidance on disciplinary 
processes. This resu lted  in the publication of the Home Office
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G uidance  on  Police U nsa tis fac tory  Perform ance, C om plain ts a n d  
M isco n d u c t Procedures; Annex L of th a t guidance specifically deals 
w ith  police officers on secondment.

7.71 Subsequent Acts of Parliam ent, such as the Police Reform Act 2002, 
add to the direction given by the Police Act 1996 bu t do not appear 
to have clarified to the situation  regarding secondm ents.

A  fo c u s  on C entrex
1.12 Centrex has a central HR function th a t is responsible for the 

development and m anagem ent of HR strategies and includes 
employee relations. It has a specific policy for the m anagem ent of 
seconded staff, entitled  'M anaging discipline com plaints and poor 
perform ance involving seconded police officers'. At the tim e of the 
inspection, Centrex was in the process of updating  the policy and a 
draft new policy had  been circulated for consultation. The policy has 
been developed to comply w ith  Annex L of the Home Office guidance 
m entioned above and appears soundly based.

7.73 The central un it acts as a source of advice for Centrex's operational 
un its, m onitoring consistency of application and s tandards for line 
m anagers who deal w ith  seconded s ta ff on a day-to-day basis and in 
more high-profile cases. It is expected th a t relevant line m anagers 
w ill in teract directly w ith  forces on s ta ff m anagem ent issues in the 
firs t instance, w ith  the central un it only becoming involved where 
negotiations become difficult. Such circum stances have become 
increasingly rare over the years as forces begin to understand  the 
specific requirem ents of Centrex. H istoric examples include 
inappropriate relationships w ith  students or occasions where a 
num ber of tra iners  from  various forces have been involved in the 
same incident and each force has taken a different position, and 
deliberate breaching of local orders by staff. These examples 
occurred prio r to the creation of the central unit. In general, 
relationships w ith  forces around s ta ff m atters are positive and a 
credit to the energy Centrex has invested in building its relationship 
w ith  custom ers.

Unsatisfactory performance
7.74 Centrex has developed an effective policy supporting the requirem ents 

of the Home Office guidance on unsatisfactory performance. This 
includes the duty to monitor the policy in respect of diversity, 
including equality of application and any disproportionality of 
application. This is being supplem ented by a newly introduced 
electronic performance development review (PDR) process based on 
the national integrated competency framework (ICF) for the Police
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Service, developed by Skills for Justice, the skills council for the 
crim inal justice sector. The unsatisfactory performance process is 
described in Annex L and in the Centrex policy. The PDR process has 
been designed to meet the requirem ents of Annex L.

7.75 Centrex has a dedicated un it to manage people perform ance m atters 
and work is underw ay to consolidate the ICF.

Misconduct
7.76 Centrex has included the m anagem ent of m isconduct w ith in  the 

central unit, thus allowing for an oversight of the relationship 
between welfare issues (often the root of symptom atic 
unsatisfactory  perform ance and m isconduct m atters for s ta ff on 
secondment) and m isconduct. Centrex has achieved th is by following 
the structu re w ith in  the Home Office guidance and including these 
areas in one policy document.

7.77 U nsurprisingly for a large central service unit, the work is not yet 
fully em bedded but it is in the early stages of becoming p a rt of the 
way th a t Centrex 'does business'. Communication w ith  s ta ff in 
respect of the new procedure is frail and there is a dependency on 
the Centrex in tranet as the key m ethod of com m unicating the policy 
and procedures to staff. A num ber of s ta ff interview ed were not 
aware of Annex L or the other related  policies. Some sta ted  th a t they 
were aware of the availability of the policies on the Centrex in tranet 
bu t often were too busy to read through them  or were not 
sufficiently encouraged to do so.

"W hen I jo in ed  th is  e s tab lish m en t I h ad  ju s t  com pleted  a 
dem anding  tra in e rs  course and  in  all th e  eup h o ria  abou t 
th is  success and  my new  posting  to  C entrex I did n o t 
seriously  consider th a t  th e  ex tra  responsib ilities  th a t  
w e n t w ith  th e  job , in  te rm s  of being a ro le m odel, w ould 
be a problem ."
Trainer at Centrex

7.78 Overall, there are good signs, bu t the curren t uncertain ty  about 
the fu ture of Centrex and the in terpreta tion  of the legislation, 
on m isconduct in particular, m eans th a t clear com m unication 
w ill rem ain a challenge for the foreseeable future.

7.79 In addition, the le tter of appointm ent sent to each seconded member 
of s ta ff has changed in content over time, often driven by local 
in terpreta tion  of the requirem ent. In some versions of the le tter 
unsatisfactory  perform ance and m isconduct are m entioned, as are
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the term s and conditions of the secondm ent, bu t th is is not 
consistently  the case. There is a d istinct danger th a t the m em ber of 
s ta ff will not be sufficiently aware of the context in which they will 
work to understand  the im plications referred to in the letter.

O n t r e x  sltm dtl d a r i f y  p o l la n s  atwl p rocad u rn s {'Oftcnrnttig 
seco m lfx l tntimhtirs dftti w ork  to im provn the in form atfon  
pmvjdfMi htilhre u td ijctlon  and um raaso th e  k’v d  o f  aw artm tiss  
.imonji; s ta ff  <jf thoTr porson jil and  prnfosisinnai rcspniisih llU icsv

Performance management
7.80 Centrex undertakes very lim ited m onitoring and reporting of

unsatisfactory  perform ance and m isconduct. This is not focused into 
a learning process for the organisation. The level of incidents is low 
and may not be statistically  significant, bu t increased analysis at 
the corporate level may provide additional inform ation for senior 
m anagers on organisational trends.

Centrex should make better use of the m anagem ent inform ation 
available from records of the unsatisfactory  perform ance and 
m isconduct processes.

7.81 In summary, it is pleasing to note the structu res, resources and 
policies th a t Centrex has estab lished  to support seconded staff, 
particu larly  in relation to the areas of unsatisfactory  perform ance 
and m isconduct. It is an ticipated  th a t th is positive work w ill develop 
over tim e as the policies and procedures become em bedded into the 
organisation.

Conclusions
7.82 It is clear th a t there is currently  a range of different types of 

secondment. The legislation and guidance are confusing and the 
p lethora of term s and conditions is com plicated, allowing for 
officers to be trea ted  differently by different 'seconding-in ' units. 
There is a need for clarity  and consistency, w ith  the details about 
the conditions of appointm ent being made abundantly  clear to 
officers and s ta ff who are about to take up th a t appointm ent.

Raising the standard 209

MOD200017006



For Distribution to CPs

W elfare and support o f staff ;

7.83 The Centrex case study contains a num ber of areas of notew orthy 
practice th a t could be of benefit to other un its charged w ith  the 
m anagem ent of seconded staff:
• A central m anagem ent un it is dedicated to the HR m anagem ent of 

people w ith in  Centrex. In particular, p a rt of the un it is dedicated 
to strategic m anagem ent and standards relating to unsatisfactory  
perform ance and m isconduct.

• A policy is in place for the m anagem ent of unsatisfactory  
perform ance and m isconduct for seconded staff.

• There is regular contact w ith  forces in the m anagem ent of 
m isconduct.

7.84 The case study also highlights the need for clear understanding  and 
com m unication of the legislation and policies for staff.

R e c o m m en d a tio n s  on se co n d m e n ts
7.85 Although the Centrex inspection identified specific areas for 

improvement, the inspection process identified other issues tha t 
should be addressed to enhance the m anagem ent of all seconded 
staff. Fortunately, some of these generic issues are being progressed 
by the Police Advisory Board for England and Wales (PABEW), in 
particu la r those relating to 'term s and conditions for seconded 
officers' and the development of a secondm ent 'tem plate '. There is, 
however, no tim etable for delivery.

7.86 The resu ltan t tem plate is required to be com pleted and signed off 
by the individual officer and the 'seconding-out' and 'seconding-in ' 
units. The docum ent requires a clear statem ent of conditions
of secondm ent to be agreed before the officer commences the 
secondment. The tem plate makes lim ited reference to unsatisfactory  
perform ance and m isconduct policies and procedures and will, 
following the findings of the them atic inspection, require additional 
work in th is area.
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The Police Advisory Board for England and Wales (PABEW) 
should ensure th a t the secondm ent tem plate recognises the 
increasing and diverse secondm ents available and ensures that:
• secondees are appropriately supported  during the secondment;
• there is a nam ed central contact w ith in  each seconding-out 

force;
• each seconding-in un it has a central role, w ith  responsibility  

for m anagem ent of secondees; and
• the secondm ent tem plate agreem ent is com pleted between the 

two organisations and the secondee prior to commencement of 
the secondm ent (subject to exigencies of u rgent demand).

7.87 The inspection also identified variations in the quality  and content 
of different un it induction processes, which are generally 
inconsistent in the ir application and weak in content and quality 
assurance. The tem plate should become p a rt of an extended 
induction process for officers commencing the ir secondment. 
Induction should commence in-force w ith  the correct p reparation  of 
the officer for secondm ent, the transfer of the officer to the ir place 
of secondm ent and the in tegration of the officer at the ir place of 
secondment. The tem plate should act as a process m anagem ent tool 
to ensure the quality  of the induction process. The Home Office 
should be given and should register a copy of each secondm ent 
tem plate, in order to coordinate force com m itm ents to such 
secondm ents and provide accurate data on the num ber of officers 
on secondment.

The Home QH'trte should review the tfsgisiatton reijiting to oH'tcers 
ots s<JCondmetd i<>fx;hk'Vo trautspiireuev. darily and fsoustshjney 
Secotstliponls shoukl Ixj subjoei to conlrai rogisJnk.ion und
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C onclusion
7.88 There is a duty of care to all s ta ff involved in professional standards 

investigations, w hether as accused parties, w itnesses or indeed 
investigators. Line m anagers, chief officers and authorities all need 
to ensure th a t appropriate structu res exist to identify vulnerabilities 
and provide support and advice as necessary.

7.89 The system s for 'friending ' accused s ta ff are currently  independent 
'silos ' of activity and, w ith  the increasing move tow ards a 
m odernised workforce, there is a need for an holistic review
to ensure fairness and suitability.

7.90 Officers seconded away from  the ir home force can feel, and indeed 
be in reality, forgotten. It is im portan t th a t they rem ain supported  
and 'visible' to the ir respective force m anagem ent team s.
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8. Learning the lessons

In trod u ction
8.1 The health  of an organisation can be m easured in many different 

ways, bu t one vital m easure is how good an organisation is at 
learning lessons from previous events. A 'good' organisation will view 
learning as a continuous cycle, w ith lessons -  good and bad -  being 
captured and fed back into the organisation to improve service 
delivery. Such improvements will then themselves be reviewed and 
any fu rther lessons learnt recycled into the organisation and so on.
A learning organisation should aim to achieve th is 'v irtuous circle' 
and thereby ensure continuous and sustainable service improvement.

8.2 Industry  and commerce have long recognised the value of having 
robust and effective m echanism s to m anage custom ers' com plaints 
and to ensure th a t organisational learning is captured and fed back 
in to achieve constan t im provem ent of service. Successful com panies 
recognise th a t if they do not continually improve the ir service by 
listening to the ir custom ers, they will lose trade and eventually 
cease trading. Learning lessons is critical to the ir m ission.

8.3 Although the Police Service is not a profit-oriented organisation, the 
principle rem ains the same. However, instead  of loss of business, the 
loss to the Service w ill be one of public confidence, which is equally 
critical to effective policing. The im portance of retain ing public 
confidence has been clearly recognised by all the major stakeholders 
in the area of policing professional standards.

8.4 In January  2005, Bill Taylor produced a report titled  R e v ie w  
o f  Police D isc ip linary  A rra n g e m e n ts . The Taylor report made 
recom m endations and suggestions for moving the Service away from 
one where "blame ra ther than  learning"®' takes place, to a learning 
Service th a t is com m itted to continuous improvement. Mr Taylor 
w ent on to say:®''

" It seem s an  obvious p o in t th a t  in  all cases w here  
capability  o r conduct issu es  a re  proved, regard less  of th e ir  
scale, th e re  shou ld  be an  em phasis on lea rn in g  for 
individual(s) an d  th e  organisation..."

Taylor report, paragraph 4.2.14. 
Taylor report, paragraph 4.2.15.
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He also said:

"The in te n tio n  is to  encourage a c u ltu re  of le a rn in g  and  
developm ent for ind iv iduals an d /o r th e  organisation . 
Sanction  has  a p a r t, w h en  c ircum stances  req u ire  th is , h u t 
im provem ent w ill always he an  in teg ra l d im ension  of any 
outcom e."

8.5 In its f irs t sta tu to ry  guidance docum ent, the Independent Police 
Complaints Commission (IPCC) clearly set out its determ ination 
to engage w ith  the Service to move it tow ards a learning culture.
In his foreword to the guidance, the chairm an of the IPCC,
Nick Hardwick, said:

"This S ta tu to ry  G uidance for police forces ab o u t th e  
com plain ts system , developed in  p a r tn e rsh ip  w ith  police 
o rgan isa tions as w ell as vo lun tary  an d  com m unity  
o rgan isations, se ts  ou t th e  fram ew ork  for th a t  
gu ard ian sh ip  role -  g re a te r  access to  th e  com plain ts 
system ; im proved confidence of police officers, police s ta ff  
and  th e  public in  th e  com plain ts system ; p ro p o rtio n a te  and  
tim ely  com plain ts investigations; evidence of lessons 
le a rn ed  being fed back in to  opera tional policing."

8.6 There is therefore a clear and understandable appetite to move the 
Service more tow ards being a tru ly  learning organisation. In relation 
to professional s tandards, w hat would 'good' look like if the Service 
were to be a learning organisation?

A 'good' learn in g  s tru c tu re  in  p ro fess io n a l sta n d a rd s
8.7 'Professional s tand ard s ' encom passes a wide spectrum  of learning 

opportunities, including: com plaints from  mem bers of the public; 
in ternal discipline or m isconduct enquiries; com plaints concerning 
police direction and control; intelligence development (through 
the N ational Intelligence Model); anti-corruption investigations; 
inform ation security; data protection; freedom of inform ation; staff 
vetting; grievance; unsatisfactory  perform ance procedures (UPPs); 
employment tribunals (ETs); and civil claims.

8.8 Owing to the inter-related nature of all these different processes, a 
good learning organisation w ill need -  f irs t and forem ost -  formal, 
robust com m unication links betw een the different practitioners 
involved. Such links will ensure th a t organisational learning is 
cap tured  across the whole range of professional standards activities 
and is shared throughout the force and the Service.
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8.9 Although com m unication is key, to make learning a core p a rt of 
m ainstream  business a good learning organisation will ensure tha t 
it also has:
• a learning culture at its heart;
• a high level of com m itm ent from  senior m anagers to prom oting the 

learning culture;
• effective m echanism s to ensure th a t organisational learning is 

cap tured  and used to improve custom er service; and
• structu red  use of perform ance data, to identify patterns and trends 

and to inform strategic and policy decision making.

C urrent p o lic e  p erform an ce
8.10 In relation to form al com m unication links between the different 

professional standards processes, it is disappointing to find th a t 
nationally  the picture is som ewhat different from  th a t described as 
'good' above. Many forces have no form al com m unication links in 
place between the different departm ents dealing w ith  the various 
processes, which presents a real danger th a t organisational learning 
and corporate knowledge are being lost. Although ETs and civil 
actions occur relatively infrequently, it is im portan t th a t any 
poten tial lessons are extracted and then considered at both  strategic 
and practical levels.

G ood p ractice: A d e d ic a te d  learn in g  group
Sussex Police has a system  whereby a 'learning the lessons' pro 
form a is com pleted for every com plaint and the resu lts analysed 
and considered at a 'learning the lessons group' chaired by a 
chief officer and attended by a police authority  member. This 
group has identified a num ber of issues which, once addressed, 
made a significant operational difference -  for example, an 
inefficient duty solicitor scheme and a lack of knowledge among 
s taff on particu la r legislation.

8.11 Although the remedy to poor com m unication does not necessarily  lie 
in forming a committee, there is a need for a structu red  process and 
for a specific am ount of time to be set aside to fully consider the 
im portance of potential lessons. Furtherm ore, all the relevant 
stakeholders should be involved. This is not so easily achieved 
through a single item on another m eeting's packed agenda or 
through ad hoc b ila tera l discussions.

8.12 Undoubtedly, good, structu red  com m unications will support and 
help achieve all the other aspects of a 'good' learning organisation 
listed  in paragraph  8.9, each of which is now explored individually.
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A  learn ing  cu ltu re
8.13 Generally, forces have been slow to move tow ards having an 

"emphasis on learning for individual(s) and the organisation", 
as espoused in the Taylor report. While m any forces claim  to have 
effective m echanism s in place to capture organisational learning, 
a scratch beneath  the surface often reveals th a t the m echanism s are 
not as robust as were firs t thought.

Case study: The th eo ry  an d  th e  rea lity  o f cap tu rin g  
org a n isa tio n a l learn in g
A large ru ra l force claimed to have an effective m echanism  in 
place to capture organisational learning from  com plaints.
This m echanism  was in the form of a 'learning the lessons' pro 
form a w hich was placed on the front of every com plaint file. 
U nfortunately an inspection of a num ber of files failed to find a 
single pro form a in which any feedback of lessons learn t had 
been completed, and the force was unable to give a single 
example of any lessons having been tu rned  into positive action.

8.14 The case study above was not unique, and it illu stra tes the need for 
forces to ensure th a t any m echanism s they believe are capturing 
organisational learning are actually being used. Simply putting  
details of poten tial lessons onto force orders or the in tranet w ill by 
itse lf probably not achieve any significant im provements in service. 
The key is to have a range of approaches and a clear and structu red  
system  for analysis, targeting action and evaluating results.

8.15 Although no force's professional standards departm ent (PSD) was 
assessed as fully dem onstrating th a t it had  organisational learning 
'a t its heart', areas of good practice have been shown, w ith  some 
forces using effective m echanism s to capture and share 
organisational learning.
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Good practice
L an cash ire  P olice m akes good u se  o f  a range o f m ethods to
learn le sso n s  and im prove, including:
• a good -q u ality  new sletter, R ig h t F irst Time;
• c lo se  links w ith  the tra in ing  departm ent and a coord inated  

tra in ing  program m e w ith  clear objectives;
• effective lia iso n  b etw een  PSD investiga tors, each o f  w hom  has  

geographical lia iso n  resp o n sib ilitie s , and b a sic  com m and u n its  
(BCUs) and departm ents;

• quarterly in form ation  packs for each ECU, w ith  good -q u ality  
a n a lysis  o f  data and com m entary on trends and learning  
p oin ts (including in form ation  about ind iv idu al m em bers o f  
s ta ff  and th o se  m em bers attracting three or m ore com p lain ts  
in  a year -  in form ation  th at is  se t out in  a separate  
con fid en tia l report);

• u se  o f Gold groups to coordinate w ide-ran ging  corrective  
action  after m ajor in cid en ts w here the learning opportun ities  
are com plex; and

• in  urgent or im portant ca ses , advisory e-m ails to the w h ole  
organ isation  from  the a ss is ta n t ch ie f constab le .

Good practice
Tne M etro p o lita n  P olice S erv ice  (MPS) has a 'prevention and  
reduction' (PAR) team . The PAR team  links w ith  the Service's 
L eadership Academ y (DCC9) and u ses  the Home O ffice Large 
Major Enquiry System  (HOLMES) to action  any recom m endations  
from  the IPCC, coroners and sen ior in vestiga tin g  o fficers arising  
from  deaths fo llow in g  p o lice  contact. The team  has a database to 
record recom m endations and 'learning the lesso n s' opportun ities  
from  all other p ro fession a l stan dards in v estiga tion s. After 
being  recorded, all recom m endations are p rogressed  w ith  the  
appropriate MPS ch ief officer, and the fin a l outcom e is  recorded  
and auditable.

E xam ples o f changes in  p olicy  and practice can be extracted  from  
PAR databases. The PAR team  is resp onsib le  for progressing  
train ing in respect o f le sso n s  learnt and also  undertakes projects 
arising from  lesso n s  learnt, eg u se  o f defibrillators, safer su its. 
Eor all major pre-p lanned  operations, consid eration  is  given to 
the appointm ent o f a dedicated  com plaints officer to handle  
com p laints arising from  the operation and to take prom pt in itia l 
action  in resp ect o f them . The PAR team  is  expanding its  term s o f  
reference to encapsu late all learning opportunities from  across  
the p rofession a l standards arena.
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C o m m itm e n t  f r o m  s e n io r  m a n a g e r s  to  th e  le a r n in g  c u ltu r e
8.16 Inevitably, all HMIC reports h ig h ligh t the im portance o f leadersh ip , 

but the m ajority do so in the context o f fin d in g  an absence o f  strong  
lead ersh ip  or at lea st an in co n sisten t p icture. It is  p leasin g , 
therefore, to report clear and co n sisten t evidence across the Service  
o f a h igh  level o f  com m itm ent by ch ief o fficers to p ro fession a l 
stan dards in  general and to im proving organ isation a l learning
in  particular.

"... th e  force is  m ov in g  th e  s tr a te g ic  d irec tio n  in  l in e  w ith  
r e c e n t  rep o rts , try in g  to  e n su r e  lea r n in g  is  ca p tu red  an d  
m ovin g  from  a h lam e c u ltu r e , u s in g  th e  ACAS [Advisory, 
C on cilia tion  an d  A rb itra tio n  Service] approach  an d  early  
r e so lu tio n . P o lic ies  a n d  p ro ced u res have  h e e n  rev iew ed  
accord ingly . T he C h ief C on stab le  h a s  g iv en  c lea r  d irec tio n  
a b o u t th e  s ty le  o f tr ib u n a ls , a n d  s u s p e n s io n s  are u se d  
sparingly..."
Assistant chief constable of a large rural force

"The in te r n a l s ta n d a rd s  a n d  in te g r ity  group  m e e t in g s  
are a tte n d e d  by a m em b er  o f  th e  p o lice  a u th o r ity , 
r e p r e se n ta tiv e s  from  s ta f f  a sso c ia t io n s , area  co m m a n d ers, 
h u m a n  re so u rc e s , leg a l d ep a r tm en t, force c o m m u n ica tio n s  
d e p a r tm en t a n d  h ea d  o f th e  PSD. T h is group  is  co m m itte d  
to  o rg a n isa tio n a l lea rn in g , w h ic h  in c lu d e s  e x p e r ie n c e s  
lin k ed  to  m isco n d u ct, co m p la in ts , d irec tio n  a n d  co n tro l, 
g r iev a n ce , ex it  in te r v ie w s , em p lo y m en t tr ib u n a ls  a n d  civ il 
a c tio n s . T h is p ro cess  is  d e s ig n ed  to  in c re a se  s ta f f  and  
p u b lic  c o n fid en ce  in  ou r p o lic ie s  an d  p ro ced u res  an d  
th e re fo r e  en co u ra g e  rep o rtin g . T h rou gh  th is  foru m  th e  DCC 
[d ep u ty  c h ie f  co n sta b le ] is  th e n  ab le  to  in f lu e n c e  an d  d irect  
force p o licy  an d  s tr a te g y  to  in sp ire , p ro m o te  a n d  su p p o rt  
an  e th ic a l cu ltu r e . T h rou gh  th e  s ta tu to r y  p u rp o ses  
c o m m itte e  th e  DCC a lso  rep o r ts  to  th e  p o lice  a u th o r ity  on  
d irec tio n  an d  co n tro l m atters..."
Head of the PSD in a small rural force

8.17 The h igh  level o f  com m itm ent throughout forces at ch ie f o fficer  level 
con tin u es to have a p o sitiv e  e ffect on the p rofessio n a l standards  
environm ent. There are several exam p les o f ch ief o fficer lead s  
having been  instrum ental in ensurin g  that organ isation a l learning  
has been  captured and shared across the force, one o f w h ich  w as  
found in  Surrey.
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Case study: Evidence in Surrey of the im pact of com m itted 
leadership
F ollow ing a s ig n ifica n t and com plex d iscip lin ary  enquiry, the  
Chief C onstable o f Surrey  P olice engaged  the serv ices o f  the  
MPS's in ternal con su ltan cy  group to d ebrief all th o se  involved  
in  the p rocess. This process ensured  str ic t co n fid en tia lity  for 
in d iv id u a ls, a llow ed  them  to d iscu ss  the em otional a sp ects  o f  
the process and took them  forw ard into problem  so lv in g  and the  
id en tifica tio n  o f learning outcom es. This th ird-party  confidentia l 
service has b een  w id ely  accla im ed and is being  consid ered  for 
future debriefs, and it m ay becom e a regular feature in the 
force's approach to learning lesso n s .

8.18 The com m itm ent o f ch ief o fficers rem ains crucial to p ro fession a l 
stan dards and to ensurin g  that organ isation a l learning is captured  
and shared and custom er service im proved.

E n s u r in g  th a t  le a r n in g  is  c a p tu r e d  a n d  u s e d  to  im p r o v e  
c u s to m e r  s e r v ic e

8.19 Crucial to b eing  able to learn from  le sso n s  is being  able to id en tify  
them  in the fir st p lace. W hether at a n ation a l or loca l level, it is 
im portant th at clear system s are in p lace to encourage s ta ff  and  
m anagers to put forw ard exam ples o f good and -  equally  
im portantly  -  bad practice for the b en efit o f  in d iv id u al and  
organ isation a l learning. Of course, th is  is not as ea sy  as it sound s, 
and in d iv id u a ls and forces w ill need  to have a sig n ifica n t degree o f  
confidence that such  sharing o f inform ation , 'w arts and all', w ill 
produce p o sitive  resu lts  rather than  blam e or stigm atisa tion .

N ational level
8.20 In 2001 there w as a nation al 'learning the lesso n s' com m ittee, chaired  

by the A ssociation  o f Chief Police Officers (ACPO), w ith  the Police  
C om plaints Authority acting as secretariat, and w ith  m em bers 
includ ing  the Home Office, HMIC, Centrex, the Crown P rosecution  
Service and p olice s ta ff  a ssocia tion s. There w ere few  tangib le  
products from  the work o f th is  com m ittee -  forces appeared to be 
loath  to provide deta ils o f  their ind ividual bad experiences or 
m istakes for nation al d iscu ssion . The IPCC w as asked, at the tim e
o f its  inception  in April 2004, to take over lead  resp on sib ility  o f the  
com m ittee, but before th is  happened it w as decided that the 
com m ittee w as not fu lfillin g  its  aim s and it w as therefore d isbanded.

8.21 The intervening period, during w h ich  there has been no dedicated  
group, has seen  advances in individual cases but not in any structured
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way. The absence o f a sin gle focal point has had tw o adverse im pacts. 
First, the key stakeholders have not been involved in any structured  
exchange about or consideration  o f lesso n s, and so opportunities for 
service im provem ent have undoubtedly been m issed . Second, an 
unintentional m essage has been sent that the Service does not regard  
organisational learning as an im portant issu e.

8.22 Since April 2004, the IPCC has in d icated  its  in ten tion  to bring  
forw ard p rop osa ls  for the re -estab lish m en t o f the com m ittee, but is 
yet to deliver. This in ten tion  is  seen  as a p o sitive  and n ecessa ry  step  
in  ensurin g  th at organ isation a l learn ing and good practice are 
shared across the Service and it sh ou ld  be fo llow ed  through. It is 
su g g ested  that any n ew  com m ittee w ill need  to have all the relevant 
stak eh olders represented , in clu d in g  the Hom e O ffice, the IPCC,
ACPO, the A ssocia tion  o f Police A uthorities (APA) and HMIC.

8.23 In the absence o f a sp ec ific  n ation al com m ittee, ACPO's Counter­
Corruption and A dvisory Group (ACCAG) and its  C om plaints and  
D iscip lin e A dvisory Group have, to their  cred it, been  com m itted  to  
sharing organ isation a l learning. It is  particu larly  encouraging that 
ACCAG recently  began  to include case  stu d ies  at its  m eetin gs. There 
is  a lso  ev id en ce o f regional forum s attem pting to share le sso n s  
across forces, and recently  m eetin gs have been  held  in  the Eastern  
and South W est reg ions, and th is  too is  encouraging.

8 .24 R econvening a forum  th at is  ded icated  so le ly  to learning lesso n s  
across the w h ole  p ro fession a l stan dards arena is, how ever, s till seen  
as a v ita l step  in  ensurin g  that organ isation a l learning is properly  
captured , consid ered  and d issem in ated  across the Service an d  that 
the subject is seen  as im portant. HMIC looks forw ard to the IPCC's 
p rop osa ls to take th is  forward.

Force level
8.25 As p rev iou sly  stated , it is  d isap p o in tin g  th at no force is able to show  

th at it has a sy stem atic  and structured  approach to organ isation a l 
learning across the w h ole  p ro fession a l stan dards spectrum . M ost 
forces do have structures in p lace to capture organ isation a l learning  
from  com p la in ts, but forces vary as to w h ether or not they  capture  
learning from  ETs and civ il actions. This m eans that m any forces  
m ay be m iss in g  opportun ities to learn from  som e o f the elem en ts o f  
the w id er d efin ition  o f p ro fession a l standards.

8.26 There are areas o f good practice, however, as illu stra ted  in the  
quotes b e low  relating to the W est M id lands force and a regional 
tra in ing  centre.
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"To ca p tu re , a n a ly se  an d  le a r n  from  co m p la in ts  co n cern in g  
'd irec tio n  a n d  co n tro l' o f  th e  force, a q u a lity  o f  serv ice  
(QOS) d a ta b a se  w a s  e s ta b lish e d  in  A pril 2004 w ith  th e  
in tr o d u c tio n  o f th e  IPCC.The s y s te m  a llo w s  for r ea l-tim e  
record in g , m o n ito r in g  a n d  f in a lisa t io n  o f co m p la in ts  w h er e  
serv ice  d e liv ery  h a s  fa lle n  sh o r t  o f  p u b lic  ex p ecta tio n s..."
Head of the PSD, West Midlands

"There h a s b een  c lear  ev id en ce  o f o rgan isa tion a l lea rn in g  
fo llo w in g  is s u e s  h ig h lig h ted  in  th e  ea r lier  TV d ocu m en tary

, w h ic h  fo cu sed  around  racial 
d iscr im in a tio n  w ith in  th e  Police Service. R ecen t ev en ts  
at a tra in in g  c en tre  in  th e  S o u th  E ast o f E n gland  have  
d em o n stra ted  th e  Service's ab ility  to  m ove forw ard  u sin g  
th is  lea rn in g  op p ortu n ity , an d  th e re  is  rep orted  to  have b een  
e x c e lle n t  lia iso n  b e tw e e n  C entrex, seco n d in g  forces and  
th o se  a p p o in ted  to  in v estig a te  th e  a lleg a tio n s  o f racism ."
HMIC staff officer

8.27 The MPS is  a lso  expanding its  con sid eration  o f  a w ider range o f  
sources for le sso n s  learnt, as sh ow n  in the exam p les o f good  
practice below .

Good practice: Video training in the MPS
In the MPS, learning opportun ities have been  picked up by the  
civ il lit ig a tio n  unit. One exam ple o f organ isation a l learning is 
the production  o f a v ideo  to train  o fficers about g iv ing  evidence  
in  court. The video , w h ich  is show n to all o fficers w ho are to 
give evidence in c iv il lit ig a tio n  h earin gs, w as produced after it 
w as ascerta in ed  th at m any officers w ere being ea s ily  led  by 
lega l representatives.
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Good practice: The MPS's performance and learning 
manager
The MPS has in trodu ced  the p o st o f 'perform ance and learning  
m anager', b a sed  in  the hum an resources (HR) departm ent. The 
perform ance and learning m anager's role is  to ascerta in  learning  
outcom es from  ETs and forw ard th ese  to HR departm ents, 
boroughs and other d irectorates that have resp o n sib ility  for 
p olicy  form ulation . The perform ance and learning m anager also  
produces a m onth ly  new sletter, w h ich  is  d isp layed  on the HR 
w eb site  and con ta in s the la test ET learn ing and other relevant 
HR issu es .

At the con clu sion  o f  an ET, a d ebrief is h e ld  involv ing  the  
learning and perform ance m anager, the so lic itor  and the  
casew orker to review  outcom es and learning p o in ts for the  
future. These fin d in gs are includ ed  in the c lo sin g  report and  
forw arded to relevant po licyholders as required. In addition , 
casew orkers s it  in the ET to m onitor p rogress and id en tify  
issu e s  as they  becom e apparent during the hearing.

Every w eek  the HR departm ent com p letes a risk return, p lacing  
the reports in  categories: category A is  for n ation a l is su e s , B is 
for th o se  th at m ight involve a sen ior p o lice  officer, and C is  for 
m ore tactica l issu es . The risk  return is prepared for the deputy  
com m ission er and the M etropolitan  Police A uthority to id en tify  
any em erging issu e s  and problem s.

S tr u c tu r e d  u s e  o f  p e r f o r m a n c e  d a ta
8.28 As w e ll as learning le sso n s  from  ind iv idu al in c id en ts, the ana lysis  

o f perform ance and m anagem ent inform ation  is crucial. E ffective  
m onitoring and a n a lysis  has the p oten tia l to flag  up threats to the  
organ isation  and h ig h ligh t perform ance or know ledge d efic ien cies  
before such  problem s becom e a seriou s issu e . Eailure to do th is  
leaves the organ isation  h igh ly  vulnerable.

N ational level
8.29 Before the IPCC w as in troduced  in  April 2004, the Hom e O ffice w as  

resp on sib le  for co lla tin g  and p u b lish in g  annual s ta t is t ic s  in  relation  
to com p la in ts. The s ta t is t ic s  produced by the Home O ffice includ ed  a 
huge range o f categories:
• tota l num ber o f com plaints received by forces in England and Wales;
• num ber o f recorded com p la in ts by reason  for com plaint;
• num ber o f com p leted  com p lain ts by outcom e;
• num ber o f su b sta n tia ted  com p la in ts by reason  for com plaint;

Raising the standard 223

MOD200017020



For Distribution to CPs

Learning the lessons ;

• num ber o f retirem ents and resign ation s am ong o fficers facing  
crim inal or d iscip lin ary  proceedings;

• num ber and resu lt o f  appeals to the Hom e Secretary;
• num ber o f com p la in ts received  by the p o lice  and com p la in ts per 

1,000 o fficers by p o lice  force area;
• outcom e o f  all com p leted  com plaints;
• outcom e o f  all in vestiga ted  com plaints;
• percentage o f  com p leted  su b sta n tia ted  com p la in ts by p o lice  force  

area;
• num ber o f su b sta n tia ted  com p la in ts by reason  o f com plaint;
• num ber o f su b sta n tia ted  com p la in ts by type o f  proceed ings that 

resulted;
• num ber o f p o lice  o fficers convicted  o f crim inal offences;
• num ber o f p o lice  o fficers aga in st w hom  d iscip lin ary  charges or 

m iscon d u ct a llegation s w ere brought and com pleted;
• num ber o f d isc ip lin ary  p u n ish m en ts or m iscon d u ct san ction s  

awarded;
• resu lts  o f  appeals by nature and resu lt o f  appeal; and
• resu lts  o f  appeals by m ost seriou s p u n ish m en t involved.

8.30 From th is  p lethora  o f  m easu res, HMIC trad ition a lly  gauged forces' 
PSD perform ance prim arily  from  trends ascerta in ed  from  the to ta l 
num bers o f com p la in ts (and key categories), the proportion  o f  
inform al reso lu tion s^  and the proportion  o f com p la in ts f in a lised  
w ith in  a 120-day period.

8.31 All the previous categories o f data are n ow  co lla ted  by the IPCC, and  
its  p u b lica tion  o f the n ation al s ta t is t ic s  for 2004/05  is  sch ed u led  for  
M ay 2006. The categories id en tified  for p u b lica tion  differ som ew hat 
from  the previous lis t  and include:
• num ber o f and type o f com p la in ts per force;
• how  com p la in ts w ere dealt w ith  by p o lice  forces (ie how  m any  

w ere lo ca lly  reso lved  or investigated);
• the profile  o f  people w ho m ade com p la in ts (by age, gender and  

ethnicity); and
• the profile  o f  th ose  subject to com p la in ts (by age, gender and  

eth n ic ity  and by w h ether they  are a p o lice  officer, m em ber o f  
p olice  s ta ff  or o th erw ise  em ployed by the police).

8.32 The reduction  in  the breadth  o f data p u b lish ed  and the  
concentration  on categories relating to com p la in ts aga in st both  
p olice  o fficers and p o lice  s ta ff  -  as w ell as the sta tu s o f people  
com p lain ing  and issu e s  o f  e th n ic ity  -  reflect (in part at least) the  
changes in leg is la tio n , em p h asis  and focu s in the fie ld  o f  
p ro fession a l stan dards in the p a st tw o to three years. The changes

^Now replaced by local resolutions -  see Chapter 3.
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also  reflect a m ove tow ards focu sin g  data on the issu e s  o f  greatest  
im portance and on areas w here im provem ent o f serv ice through  
perform ance com p arison  can have the m ost im pact.

8.33 H owever, w h ether the original categories or the new er ones are used , 
the problem  rem ains that any a n a lysis  aim ed at learning lesso n s  
from  the s ta t is t ic s  is constra ined  by d isp arities am ong forces' 
recording practices and p o lic ies . No n ation a l standard  o f  com plaint 
recording ex ists , and in its  absence forces vary in w h at they record  
as a com plaint, how  and w h en  they  record, and w h ether such  
records feature fu lly  in  the n ation al s ta t is t ic s . In resp ect o f  
tim e lin ess  -  the 120-day tim esca le  for reso lv in g  com p lain ts^  -  each  
force appears to have interpreted  d ifferen tly  w h en  to start and stop  
the clock. In one force, for exam ple, the clock stop ped  i f  the officer  
dealing  w ith  the com p lain t w en t on leave and started  again  on their  
return to duty.

8 .34 Clarity and co n sisten cy  o f d efin ition s are needed. The IPCC defines a 
'com plaint' in A ppendix D o f its  sta tu tory  guidance. This is  a help fu l 
start, but it fa lls  short o f a 'recording standard' th at w ill sa tis fy  the  
current need. As the Police Service has found in the p ast, the absence  
o f a clearly  defined  and co n sisten t recording standard  -  for exam ple, 
in  the recording o f  crim es and in cid en ts -  lead s to m ajor variations  
in  practice and is a barrier to any m ean ingfu l com p arison  o f  
perform ance.

"We n e e d  to  p rod u ce  m ea n in g fu l p erfo rm a n ce  data  -  th e  
force n e e d s  to  k n o w  from  th e  IPCC w h a t  m e a su r e m e n t  is  
req u ired  a n d  h o w  it  w il l  b e  m ea su red . A c lea r  p lay in g  fie ld  
for  a ll is  v ita lly  n ecessary ."
A PSD detective chief inspector

8.35 There have b een  w id esp read  ca lls  from  p olice  m anagers and leaders  
for greater parity  and clearer stan dards and recording practices.
The tim elin ess  and qualitative stan dards set out in  the IPCC 
sta tu tory  gu idance provide a u sefu l fir st step , but there a lso  needs  
to be rigour in co llectio n  and in sp ectio n  activ ities , w h ich  shou ld  
ensure that data is  co llected  and m easured  effectively  by forces.

^The 120-day rule was agreed between ACPO and the Police Complaints Authority as a benchmarking device, but 
has not been used as a national comparative measure since the IPCC was established.
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8.36 A n ation a l com p laint-record ing  stan dard  is  und oubted ly  needed  so  
th at a level p laying fie ld  w ith in  the p ro fession a l stan dards arena  
can be esta b lish ed  and to enable m ore accurate a n a lysis  o f  nation al 
patterns and trends. H owever, it is im portant that the le sso n s  o f  
achieving the N ational Crime R ecording Standard and the N ational 
Incid en t R ecording Standard are fu lly  con sid ered  to avoid the 
p itfa lls  o f  delay and u n n ecessary  bureaucracy. In addition , in  
d esign in g  an appropriate standard, the fu ll im p lication s need  to
be id en tified  by w ay o f an eq u a lities  im pact an a lysis .

Force level
8.37 M any forces b lam e the IT prov ision  for d ifficu lty  in m easuring  and  

an alysin g  perform ance data relatin g  to com p la in ts. H owever, there 
are ca ses  h igh ligh ted  e lsew h ere in  th is  report w here, w ith  
investm en t and expertise, th ese  problem s have been  overcom e.

8.38 There is  som e truth  in  the ex p ression  'w hat gets m easured  gets  
done'. Form al and regular external in sp ectio n  and audit by agencies  
such  as HMIC and the Audit C om m ission  have proved th eir  w orth  in  
other asp ects o f p o lice  activ ity  over the years. This has provided  
stak eh olders and the p u b lic  w ith  data th at can be relied  on and  
tru sted . It has a lso  provided an incen tive to forces to achieve and  
com pete on a level p layin g  fie ld  w here they  too have confidence in  
the data. Good perform ance is h igh ligh ted  and h igh-perform ing  
forces are able to share w ith  their  peers the m eans by w h ich  service  
im provem ents have been  m ade.

8.39 The overlap in oversight and in sp ectio n  is a develop ing issu e  w h ich  
currently a ffects the IPCC, HMIC and p o lice  au thorities, all o f  w h ich  
have sta tu tory  resp o n sib ilitie s  in resp ect o f  com p la in ts aga in st the  
police. This area w ill be developed in  the com ing years, but the need  
for independent oversight and in sp ectio n  is clear, as is  the  
im portance o f va lid  and m ean ingfu l perform ance m easures.
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8.40 Work spon sored  by the ACPO com p la in ts subcom m ittee is under w ay  
to d ev ise  a com m only agreed tem plate o f perform ance ind icators. 
This, together w ith  im proved gu idance from  the IPCC in A ppendix D 
o f the sta tu tory  gu idance docum ent, sh ou ld  go som e w ay tow ards  
achieving corporacy in recording and m easurem ent across the 
country. HMIC w ill continu e to contribute d irectly  to th is  work.

ACPO siKUjId work in partnorsifip vvjth tiie fPCC, thn APA, HMfC  
.intl ntijer s>{akoh<}3dcrs in ti«i design and impinnHintation of a 
rohuat nml ir.inaparent pnrfhrnjimcn iramowcjrk winch isaubjertt 
Id rmUiue lufnrnai an<t oxioruid ov<jrsji;hJ and motsiinriug

M o n ito r in g  e th n ic i ty
8.41 Section  95 o f the Criminal Ju stice  Act 1991 requires the co llection  

and p u b lica tion  o f eth n ic m onitoring in form ation  in  relation  to 
p olice  com p lainants. The Police Reform  Act 2002 w id en ed  th is  
leg is la tio n  to includ e m onitoring the e th n ic ity  o f o fficers and s ta ff  
w ho are the subject o f  com p la in ts. The im portance o f se lf-d efin ed  
eth n ic ity  m onitoring led  to the 2001 n ation a l cen su s in trodu cing  a 
w id er range o f  eth n ic codes than  had  been  u sed  before -  the '16-t-l' 
codes (see A ppendix D). It is  the in ten tion  o f the Home O ffice that 
all crim inal ju stice  agen cies in  E ngland and W ales sh ou ld  co llect  
in form ation  on se lf-c la ss if ie d  e th n ic ity  u sin g  th ese  codes. The IPCC 
encourages ch ief p o lice  o fficers to ensure that all appropriate  
m em bers o f the Service are aware o f the im portance o f co llectin g  
th is  inform ation. For further inform ation, see ACPO's G u id e  to  
S e lf -d e f in e d  E th n ic i ty  a n d  D e s c r ip tiv e  M o n ito r in g , w h ich  is 
p u b lish ed  on ACPO's w eb site  at w w w .acp o .p o lice .u k .

8.42 The Race R elations Am endm ent Act 2000 has conferred further  
d uties on pub lic  b od ies, such  as p o lice  forces, to record and  
m onitor a range o f  issu e s  to ensure that they are not acting  
d isproportionately  and th at the rights o f  m inority  groups are being  
preserved. There is  a resp o n sib ility  for p o lice  forces to ensure that 
they  are recording the eth n ic ity  o f th o se  m aking com p la in ts aga in st  
the police.

8.43 It sh ou ld  be noted  that leg is la tio n  is  going to be enacted  during 2006  
to w id en  the scope o f  recording and m onitoring to include all six  
strand s o f  diversity: age, d isab ility , gender, sexu al orien tation  and  
relig ion  as w e ll as race.
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8.44 It is o f concern to note that m any forces are failing to com ply w ith  the 
current statutory obligation. R easons given include the d ifficu lty in 
identifying ethnicity  w hen  people report through third parties; the fact 
that m any report by telephone, so their ethn icity  is not readily  
apparent; and the fact that sta ff are reluctant to call back  
com plainants for the purpose o f estab lish ing  their ethnicity, as the 
response is often an angry one.

8.45 These reasons are not acceptable and forces m ust ensure that the 
eth n icity  o f com plainants is  recorded and m onitored, not only in order 
to com ply w ith  leg isla tion  but also to understand the needs o f these  
com m unities and to m axim ise any opportunities for organisational 
learning, as w ell as ensuring proportionality  o f policing.

Good practice
In C h esh ire , as elsew h ere, the com p lain t form  has been  
am ended to m ake it easier  to record the e th n ic ity  not on ly  o f the  
com p lainant but a lso  o f the m em ber o f s ta ff  w ho is the subject 
o f the com plaint. This in form ation  is  recorded on the Centurion  
d atabase so that any d isp rop ortion a lity  can  be identified . The 
force's eth n ic m onitoring review  group m eets on a quarterly  
b a s is  and exam ines s ta t is t ic s  for d isproportionality . This 
scru tiny  in clu d es arrests, stop  searches and HORT/ls®*  ̂ as w ell 
as com p lain ts. Any issu e s  ra ised  o f  a p ro fession a l standards  
nature are then  fed  back to the PSD. The departm ent has a 
com m itm ent to ensure that fair and equ itab le treatm ent is  
afforded to everyone involved  in the com p la in ts process. The 
departm ent has appointed  tw o d iversity  cham pions and all 
m em bers o f s ta ff  have undergone d iversity  training.

8.46 Another force, in the South East, has been  proactive by checking not 
only arrests but a lso  other in sta n ces w here the p o lice  com e into  
contact w ith  eth n ic m in orities. R esearch has includ ed  a ssess in g  
PACE stop  and account form s, H O R T /ls and veh icle  defect 
rectifica tion  schem e docum entation , all o f  w h ich  sh ou ld  include  
d eta ils o f  ethnicity . W hile not targeted  sp ec ifica lly  at com p lain ts  
issu es , th is  m onitoring a lso  checks for areas, team s or in d iv id u als  
w ho have a greater prop en sity  to stop  peop le from  ethnic  
backgrounds, w ith  a v iew  to u n d erstand ing  w h ether th is  is  
proportionate or w h ether any m anagem ent in terventions are 
appropriate. The effective recording o f the eth n ic ity  o f p o lice  officers  
and s ta ff  has an im p lic it im portance (which perhaps sh ou ld  be m ade  
explicit) in  that it a lso  h e lp s id en tify  d isp rop ortion a lity  in  relation  
to com p la in ts aga in st the police.

®°HORT/l -  a form issued to a person driving or suspected of driving a motor vehicle on a road when they are 
unable to provide their driving documents at the time of a request by a police officer. They have seven days to 
produce these documents at a police station specified by them.
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Key issues and findings
8.47 The im portance o f in d iv id u al and organ isation a l learning cannot  

be overstated . It is  therefore w orth  reiterating the key issu e s  and  
find ings:
• Forces need  to ensure th at they  have form al com m unication  links 

in  p lace b etw een  the various p ro fession a l stan dards p ro cesses  to 
ensure that organ isation a l learning is  captured.

• Forces are m oving tow ards a culture o f learning, but th is  is  s low  
and often  unstructured.

• There is  c lear ev id en ce o f a h igh  level o f  com m itm ent at ch ief  
officer  level.

• A n ation al forum  dedicated  to sharing learn ing across the Service  
is  needed.

• M any forces believe that they  have good m ech an ism s in p lace to  
capture organ isation a l learning, but c loser  scru tiny  sh ow s that 
gaps ex ist.

• System atic  and structured  learning from  com p la in ts, ETs and civ il 
action s is  not routinely  captured.

• Any a n a lysis  o f  perform ance data is constra ined  by a lack o f a 
n ation al com p lain t recording standard.

• N ation a lly  agreed perform ance m easures need  to be determ ined for 
p ro fession a l standards.

Conclusion
8.48 The v ast m ajority o f PSDs are w e ll run departm ents w ith  com m itted  

and capable staff, and there is  clear ev id en ce o f a desire to capture  
organ isation a l learning. This desire is  ham pered, however, by a 
lack o f n ation al co n sisten cy  and o f any n ation a l forum  for learning  
the lesso n s .

8.49 At the local level, there is  m uch good practice in  id en tify in g  lesso n s  
but there are s ig n ifica n t gaps in  evalu ation  and recycling o f those  
le sso n s  in to  genuine service im provem ents.

8 .50 The capture and a n a lysis  o f  relevant perform ance in form ation  is not 
w ell founded, w ith  major d isp arity  in recording practices, or w ell 
structured, w ith  little  Service-w ide a n a lysis  or com parison.
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9 . Oversight and corporate governance

Introduction
9.1 O versight in  the Police Service is  provided by various stakeholders  

w h o se  role it is  to ensure th at p o lice  forces rem ain independent but 
accountable and operate e ffic ien tly  and effectively  in  all resp ects. 
The u ltim ate goal is to provide a Police Service that has the tru st  
and confidence o f the com m unities it serves. The sy stem s that 
underpin  and m ake th is  p o ss ib le  are m ost u su a lly  described  as 
corporate governance. D efined in  its  broadest sense:

"Corporate g o v ern a n ce  is  c o n c e rn ed  w ith  h o ld in g  th e  
b a la n ce  b e tw e e n  eco n o m ic  an d  so c ia l g o a ls  a n d  b e tw e e n  
in d iv id u a l a n d  co m m u n a l goa ls. T he corp orate  gov ern a n ce  
fra m ew o rk  is  th e r e  to  en co u ra g e  th e  e ff ic ie n t  u s e  o f  
r e so u rc e s  a n d  eq u a lly  to  req u ire  a cco u n ta b ility  for  th e  
s te w a rd sh ip  o f th o s e  re so u rces . T he a im  is  to  a lig n  as  
n ea r ly  a s p o ss ib le  th e  in te r e s ts  o f in d iv id u a ls , co rp oration s  
an d  society."
Sir Adrian Cadbury, Global Corporate Governance Forum (World Bank, 2000)

9.2 The organisation  o f governance in  the Police Service in England and  
W ales is often  described  as 'tripartite', the principal players being  
the Home Office, p o lice authorities and ch ief officers. L egislation  
(principally the Police Act 1996) se ts  out the respective roles o f each. 
This tripartite system  has been described  as the con stitu tion a l 
bedrock o f p o lic in g  and has ex isted  in broadly the current form  since  
the Royal C om m ission  o f 1962. It is  acknow ledged to be a tried and  
tested  m echan ism  that provides a healthy and at tim es challenging  
ten sio n  betw een  the three stakeholders. It ensures that checks and 
balances ex ist to prevent any one o f the stakeholders, in iso lation , 
exerting unfettered  authority  over the Police Service, and that the  
Service continu es to operate in the b est in terests  o f  com m unities.

The key stakeholders in professional standards
9.3 In relation  to p ro fessio n a l stan dards, th is  tripartite  sy stem  has been  

enhanced  by the in trodu ction  o f  the Independent Police C om plaints 
C om m ission  (IPCC) to provide independent oversight and to exercise  
'guardiansh ip' o f  the p o lice  com p la in ts system . The fo llow in g  
paragraphs outline the agreed resp o n sib ilit ie s  o f the key 
stak eh olders in  the fie ld  o f p o lice  p ro fession a l standards.

C h ie f  o ff ic e rs
9.4 Too often  the role o f ch ief o fficers in oversight and in sp ectio n  

w ith in  p o lice  forces is  overlooked. The prim ary role in  ensuring that
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p ro fession a l stan dards are u ph eld  and th at h ig h -q u a lity  service  
is  delivered to the p u b lic  s its  squarely  w ith  ch ie f o fficers. It is  
im portant th at ch ie f o fficers, and indeed  su p erv isors and m anagers  
at all levels w ith in  the police, provide lead ersh ip  by exam ple and  
a robust m easure o f quality  assurance and challenge.

9.5 Section  15 o f the Police Reform  Act 2002 se ts  out the general 
resp o n sib ilitie s  o f ch ie f p o lice  o fficers in  the area o f p ro fession a l 
stan dards, w h ich  are to:
• keep th em selves inform ed about com p la in ts and d iscip lin e  m atters  

w ith in  th eir  force;
• ensure a tim ely  resp on se to com plaints;
• ensure that com p la in ts and conduct m atters are properly hand led  

and recorded;
• act as an 'appropriate authority' in  recording and in vestiga tin g  

com p la in ts aga in st o fficers (up to ch ief superin tendent level), 
p olice  s ta ff  and s ta ff  o f  design ated  contractors;

• ensure that m atters are properly referred to the IPCC and provide  
the IPCC w ith  relevant in form ation  and docum ents;

• provide a ss is ta n ce  to any p erson  appointed  to investiga te  a 
com plaint, includ ing  ensurin g  access  by the IPCC or a nom inee to  
relevant p rem ises and docum entation  during an investigation;

• ensure that com p lainants, o fficers and s ta ff  are kept regularly  
inform ed o f progress;

• ensure appropriate u se  o f d isp en sa tio n s and local resolution;
• ensure the id en tifica tio n  and recording o f  conduct m atters arising  

from  civ il c la im s or other proceed ings; and
• com ply w ith  any requirem ents from  another force or p olice  

authority  to a s s is t  w ith  an in vestigation .

9.6 R egulation  26 o f the Police (Com plaints and M isconduct)
R egu lations 2004 a llow s the Chief C onstable to delegate all or any o f  
the pow ers and d uties im p osed  under sectio n  2 o f  the Police Reform  
Act 2002. In m any forces th is  delegation  w ill be to the deputy ch ief  
con stab le  (DCC), but it m ay a lso  be to an a ss is ta n t ch ie f con stab le , 
depending on the portfolio  a llocation  in  each force.

9.7 A lthough the p o lice  authority  is  the 'em ployer' o f  p o lice  staff, in  
practice day-to-day resp o n sib ility  for the m anagem ent, su p erv ision  
and d iscip lin e  o f p o lice  s ta ff  is  delegated  to a ch ief o fficer  
(com m only to the ch ie f o fficer  w ith  resp o n sib ility  for hum an  
resources (HR) and personnel m atters, w ho m ay h im se lf  or h erse lf be 
a m em ber o f p o lice  staff). The Police (Com plaints and M isconduct) 
R egulations 2004, w h ich  are concerned w ith  pub lic  com p lain ts, 
apply to p o lice  o fficers, p o lice  s ta ff  and m em bers o f the Special 
Constabulary.
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9.8 Section  14 o f the Police Reform  Act 2002 provides a pow er for the 
Secretary o f State to issu e  gu idance to ch ief o fficers and police  
authorities on the han d lin g  o f  com p la in ts relating to the d irection  
and control o f  a p o lice  force by a ch ief officer. Home O ffice Circular 
19/2005 requires ch ie f o fficers to have in  p lace by 1 A ugust 2005 a 
form al procedure for dealing  w ith  such  com p la in ts. The m anagem ent 
o f such  local procedures m ay be delegated  to an appropriate sen ior  
person.

P o lice  a u th o r i t ie s
9.9 Police au th orities provide strateg ic  oversight o f their  respective  

forces and accou n tab ility  to loca l com m unities. Each authority  has  
an overarching resp o n sib ility  to m ain ta in  an effic ien t and effective  
p olice  force in  its  area (section  6(1) o f  the Police Act 1996). It se ts  
the annual budget and, together w ith  the C hief C onstable, se ts  the  
strateg ic  p riorities for the force in  the annual po lic in g  plan.

9.10 Under section  22(3) o f the 1996 Act the p o lice  authority  m ay require  
the Chief C onstable to subm it to it a report on such  m atters as the  
authority  m ay determ ine relate to the effic ien cy  and effec tiv en ess  o f  
the force. In p rofessio n a l stan dards m atters, p o lice  au thorities have 
a duty under section  15 o f  the Police Reform  Act 2002 to keep  
th em selves inform ed o f  m atters relating to com p la in ts about the  
conduct o f p o lice  officers. They are a lso  the 'appropriate authority' 
for recording com p la in ts aga in st ch ief o fficers and (w ith the IPCC) 
for dealing  w ith  them . Together w ith  ch ief o fficers, they  are also  
resp on sib le  for dealing  w ith  com p la in ts relating to the d irection  
and control o f  the p o lice  force.

9.11 The IPCC's sta tu tory  gu idance se ts  out p o lice  authorities' role in  
dealing  w ith  com p la in ts as form ing part o f their  core duties in  
prom oting the effic ien cy  and e ffectiven ess o f loca l p o lic ing . Section  
15 o f the Police Reform  Act 2002 se ts  out the resp o n sib ilitie s  o f  
p olice  au thorities to:
• keep th em selves inform ed about com p lain t and d iscip lin e  m atters  

in  their  force;
• provide the IPCC w ith  the in form ation  and docum entation  to carry 

out its  fu n ction s (including inspection);
• ensure that the IPCC or p erson  nom inated  by the IPCC has access  

to any p o lice  p rem ises and m ateria ls or docum entation  w ith in  
th o se  p rem ises during the course o f an investigation;

• ensure that o fficers carrying out in v estig a tio n s are given  all the 
a ss is ta n ce  they m ay reason ab ly  require;

• refer com p la in ts or m iscon d u ct m atters to the IPCC, w here the  
ch ie f p o lice  o fficer  has decid ed  not to; and
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• act as the 'appropriate authority' in  the recording and  
in vestiga tion  o f com p la in ts and conduct m atters aga in st ch ief  
officers -  th is  in clu d es a sta tu tory  requirem ent to ob ta in  and  
preserve evidence in  such  cases.

T he I n d e p e n d e n t  P o lice  C o m p la in ts  C o m m iss io n
9.12 The IPCC w as se t up in  April 2004 to ensure th at su itab le  

arrangem ents w ere in  p lace for dealing  w ith  com p la in ts or 
allega tion s o f  m iscon d u ct aga in st any p erson  serving w ith  the p olice  
in  E ngland and W ales. These arrangem ents aim  to increase pub lic  
confidence by dem onstrating  the independence, accou n tab ility  and  
in tegrity  o f  the com p la in ts system , and so to contribute to the  
effec tiv en ess  o f the Police Service as a w h ole. The sta tu tory  pow ers  
and resp o n sib ilit ie s  o f the IPCC are se t out in  the Police Reform  Act 
2002 and the regu lations m ade under it. The n ew  sy stem s cover all 
s ta ff  under the d irection  o f a ch ie f officer, includ ing  p o lice  officers, 
sp ecia l co n stab les, p o lice  s ta ff  and design ated  contracted  escort and  
d eten tion  officers.

9.13 The IPCC m ay ch oose to in vestigate  the m ost seriou s in cid en ts  
independently, m anage an in v estig a tio n  carried out by p o lice  officers  
or su p erv ise  a p o lice  in vestigation . The m ajority o f  com p la in ts and  
allega tion s o f  m iscon d u ct continu e to be in vestiga ted  by the police. 
C om plainants have a right o f appeal to the IPCC in ca ses  h and led  by 
loca l reso lu tion , loca l in v estig a tio n  and su p erv ised  in vestigation .

9 .14 The IPCC, by directly intervening in individual investigations and 
through its broader 'guardianship' activ ity  (see paragraph 9.15 below), 
looks to deliver th is  im provem ent in confidence by focu sing  on:
• opening up a ccess to the com p la in ts system ;
• ensurin g  that com p la in ts are dealt w ith  in a proportionate and  

tim ely  manner;
• ensurin g  learning from  com plaints; and
• develop ing confidence in the process i ts e lf  am ong th o se  directly  

involved  -  both  the p o lice  and the public.

9.15 The b a sis  o f  the IPCC's guard iansh ip  role is  its  general duty under  
the Police Reform  Act 2002 to increase confidence in the p olice  
com p la in ts sy stem  and, in  so doing, to contribute to increasing  
confidence in  po lic in g  as a w h ole. The IPCC has id en tified  four key 
elem en ts to its  guardiansh ip  role:
• settin g , m onitoring, in sp ectin g  and review ing stan dards for the  

operation  o f the p o lice  com p la in ts system ;
• prom oting confidence in the com p la in ts sy stem  as a w h ole  am ong  

the pub lic  and police;
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• ensurin g  the a ccess ib ility  o f the com p la in ts system ; and
• prom oting po lic in g  excellen ce by draw ing out and feed ing  back  

learning.

9.16 The IPCC's fu n ction s, in clu d in g  its  oversight resp o n sib ilitie s , are set  
out in  sectio n s 10, 17 and 18 o f the Police Reform  Act 2002. The IPCC 
is  currently develop ing  its  p o sitio n  on oversight in fu ll co n su lta tion  
w ith  stak eh olders. The IPCC's oversight fu n ction s are part o f its  
w id er guard iansh ip  function .

9.17 Currently the IPCC co n s is ts  o f  a chair, a deputy chair and 15 
com m ission ers. Each com m ission er is  resp on sib le  for guardiansh ip  
w ork and ca ses  in sp ec ific  p o lice  forces. Four com m ission ers share  
resp o n sib ility  for the M etropolitan  Police Service (MPS), and the  
rem ainder are located  in regional o ffices. There are four regional 
directors w h o have resp o n sib ility  for m anaging regional team s o f  
case w orkers and in vestigators and ad visin g  com m ission ers.

The findings of the them atic inspection
9.18 It is  im portant to em p h asise  th at the them atic in sp ectio n  team  had  

no rem it or in ten tion  actu ally  to 'inspect' either p o lice  au thorities or 
the IPCC. However, in  the course o f  the in sp ectio n  the contributions  
o f each o f  the key stak eh olders becam e relevant and v is ib le  to som e  
extent, and the fo llow in g  paragraphs seek  to h igh ligh t the issu es  
th at em erged and w h ich  w ere m ost s ig n ifica n t to the core subject
o f the them atic in sp ection .

C h ie f  o ff ic e rs
9.19 One o f  the m ain  them es to em erge is that c larity  and accou n tab ility  

are v ita l e lem en ts and th at the b est w ay to ensure them  is  to have
a sin g le  strateg ic  leader w ith  clear overall accou n tab ility  for the  
function . W ithout exception , every force h as a nom in ated  ch ief  
officer  lead  w ith  resp o n sib ility  for p ro fessio n a l stan dards. In the  
v ast m ajority o f forces th is  lead  is  the DCC, a lthough  in m etropolitan  
forces th is  d iffers, reflectin g  the size  o f the force and personnel 
involved  -  eg in  the MPS the lead  is  an a ss is ta n t com m ission er  
(equivalent to C hief Constable) and in  other large m etropolitan  
forces the role m ay be sp lit  b etw een  ch ie f o fficers.

Case study: Joined-up responsibilities
In one force in  the South East, an a ss is ta n t ch ief con stab le  w ho  
is  resp on sib le  for p erson n el and tra in ing  is being consid ered  for 
the lead  resp o n sib ility  for p ro fession a l stan dards. This dual role 
m ay be an issu e  w orthy o f w id er con sid eration  in  the ligh t o f  
current developm ents prom oting c loser  a lignm ent o f the  
d iscip lin ary  p ro cesses  for p o lice  s ta ff  and p o lice  officers.
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9.20 P leasingly, it is  no longer u nu sual to fin d  the w ords 'ethics' and  
'integrity' in  forces' strategic p lans. In a num ber o f forces th ese  
strategic statem ents o f in ten t in pub lic docum ents have been  
fo llow ed  up by ch ief officers stag ing  h igh-profile  events to engage  
w ith  staff, such  as the exam ple b elow  from  Surrey. Such events can  
help ch ief officers reinforce their personal com m itm ent to corporate  
m issio n s and values and state categorica lly  how  they expect their  
s ta ff  to share and adhere to them .

Good practice: Com m and team  com m itm ent
A Surrey  p o lice  authority  m em ber c ited  the fo llow in g  strengths  
o f their  force's approach:
• The Chief C onstable and h is  com m and team  sen t clear  

m essa g es to the w orkforce w ith  the launch  o f the Surrey Police  
Standard. The Chief C onstable and h is  top team  p erson ally  
p resen ted  the su b seq u en t roadshow  to  all m em bers o f s ta ff  
throughout the force. They fo llow ed  th is  up w ith  a num ber o f  
robust d iscip lin ary  d ec ision s th at have em p h asised  the  
com m and team 's exp ectation s o f  its  w orkforce.

• The com m and team  has clearly  articu lated  an eth os o f quality, 
d iscip lin e  and custom er service through  the roadshow  and  
other avenues such  as its  Project X and LISTEN -  tw o projects 
aim ed at recogn isin g  and im proving custom er service.

• The p ro fession a l stan dards departm ent (PSD) has seen  a 
dram atic increase in resources and now  occu p ies a m ore 
m ainstream  p o sitio n  in the force, both  structurally  and  
organisationally .

• R ecruits receive the com m and team 's m essa g es early on, and  
the recent m ove to loca l tra in ing  under the In itia l Police  
Learning and D evelopm ent Program m e has a llow ed  c loser  
m onitoring by the force o f n ew  recruits and has resu lted  in  
d ism issa ls  under p o lice  regu lations th at m ight not have 
oth erw ise  occurred.

• There are good relation s b etw een  the force, the p olice  
authority  and the IPCC. The authority  fee ls  that it is 
em pow ered to challenge con stru ctively  and th at it has had  
a p o sitive  im pact on a sp ects o f serv ice delivery, includ ing  
changes m ade to letters to com p la inants and other issu es  
such  as file  m anagem ent.

9.21 During the them atic in sp ection , in sp ectio n  s ta ff  found evidence  
o f a num ber o f s im ilar  approaches to th o se  sh ow n  in the  
exam p les above.
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P o lice  a u th o r i t ie s
9.22 Police authority  m em bers perform  a v ita l scru tiny  role on b eh a lf o f  

the com m unity. This role is im portant as it relates to an area o f  
po lic in g  th at has the p oten tia l to in flu en ce the public's confidence, 
w h ether p o sitiv e ly  or negatively. M em bers n eed  to be in su ffic ien t  
p o sse ss io n  o f  the facts and to have su ffic ien t tim ely  in form ation  to  
hand in order that they m ay ho ld  ch ie f o fficers to account, challenge  
perform ance or request further in form ation  relating to any 
particu lar area o f concern. Their ab ility  to address th ese  
resp o n sib ilitie s  depends prim arily  on positive , constructive and  
open rela tion sh ip s w ith  the force and other stakeholders.

Good practice
In D o rset and G lo u cester sh ire , the PSD produces a deta iled  
report for the p o lice  authority  g iv ing  narrative deta ils  o f  
all com p la in ts and m iscon d u ct under in vestigation . The 
authority  fin d s th is  very h elp fu l in  supp ortin g  its  governance  
arrangem ents. The IPCC has recom m ended th is  m odel to other  
forces as 'good practice'.

9.23 G enerally the them atic in sp ection  id en tified  productive w orking  
rela tion sh ip s b etw een  p o lice  au thorities and the other stakeholders. 
There w as, however, som e variation  in the m ethods u sed  to achieve  
oversight and corporate governance. This reflects  to a great exten t  
the m ake-up o f p o lice  au thorities, com p risin g  loca lly  elected  
cou n cillors, independent m em bers and m agistrates. Perhaps 
u n su rp risin g ly  their  levels o f  sk ill, know ledge and experience vary  
in  relation  to sp ec ific  and sp ec ia lised  areas o f  p o lice  w ork and
are even m ore likely  to be lim ited  in  the early sta g es o f their  
appointm ent. As a regional HMIC s ta ff  o fficer  reports:

"Police a u th o r ity  sc ru tin y  ro les  vary in  d ep th  a n d  scop e. 
M ost are d ev e lo p in g  th e ir  r o u t in e s  -  o fte n  a lo n g sid e  th e  
force -  b u t fe w  h ave  an y  rea l co m p re h e n s io n  o f  
p r o fess io n a l s ta n d a rd s  u n it  a c t iv it ie s  o th e r  th a n  by sp ec ific  
in p u t  from  th e  DCC in  h ig h -p ro file  c a se s . C apacity o f  
c h a ir /m em b e r s  o f sc ru tin y  p a n e ls  a p p ears a n  issu e ."

9.24 There are, o f  course, good exam ples to balance the areas o f concern.
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Good practice: Tham es Valley Police
An IPCC com m ission er described  T h am es V alley P olice as a 
m odel force in resp ect o f  the PSD and rated it "exceptionally  
good". She lis ted  strong leadersh ip , op en n ess to change, 
w illin g n ess  to learn from  experience, good rela tion sh ip s w ith  
b a sic  com m and u n its  (BCUs), the Police Federation, the p olice  
authority  and h erse lf  and her staff. She saw  the PSD as being  
part o f the force's b u sin ess  -  w ith  good link ages through BCUs, 
tra in ing  and PSD s ta ff  in the fie ld  all h elp in g  to link the PSD 
directly  to serv ice delivery.

9.25 One o f  the in ev itab le  con seq u en ces o f having 43 separate p olice  
authorities is the variety  o f practice in relation  to scru tiny  o f  
perform ance and other corporate governance issu es . Currently 
there is  a n ation a l debate on the m erit o f  having  fu ll a ccess to all 
p ro fession a l stan dards file s  and the n e c e ss ity  or o th erw ise  o f  
checking all or a random  sam ple o f f ile s . In an attem pt to address  
th is  p o larity  o f  v iew s the A ssocia tion  o f Police A uthorities (APA) is  
drafting gu idance that w ill, it is hoped, bring a greater degree o f  
corporacy to scru tiny  p ro cesses. This w ill, however, depend in  the  
fin a l a n a lysis  on the exten t to w h ich  authorities around the country  
fo llo w  the gu idance once it is pu b lish ed . The gu idance is com m ended  
to p o lice  au thorities as it is  fe lt  th at it w ill a s s is t  them  in  the  
exercise  o f their  sta tu tory  resp o n sib ilitie s .

"The b ig  q u e s t io n  is , 'W hat d o es  ap p rop ria te  o v ersig h t  
m ean ?' S h ou ld  it  b e  s tr a te g ic  a t th e  top  lev e l or d e ta iled  
ta c t ic a l en g a g em en t? ... In  m y v ie w  p o lice  a u th o r it ie s  w a s te  
in o rd in a te  a m o u n ts  o f t im e  rea d in g  f i le s  ... w e  sh o u ld  b e  in  
p o s s e s s io n  o f  tim ely , d e ta ile d  p erfo rm a n ce  in fo rm a tio n  and  
a n a ly s is  w h ic h  a llo w s  u s  to  id e n tify  tr e n d s  a n d  a sk  th e  
ap p rop ria te  q u e s t io n s  ... th e r e  is  n o th in g  th e n  to  p rev en t  
u s  fo cu sin g  on  id e n tif ie d  a rea s  o f risk."
A police authority chair

9.26 The APA has issu ed  w ritten  gu idance on oversight resp on sib ilities:  
th is  is currently being  revised . A lthough the gu idance has not 
been  form ally  tested , in sp ectin g  o fficers report d istin ct variation  
in  know ledge and u se o f  it. C onsequently, loca l practice a lso  
varies considerably.

Raising the standard 239

MOD200017036



For Distribution to CPs

OTCrsight and corporate governance

Case studies: Different approaches to scrutiny
In T h am es V alley, there is ex ten sive  p o lice  authority  oversight 
o f com p la in ts procedures through  the com p la in ts and  
p ro fession a l stan dards com m ittee. At each  com m ittee m eeting  
all abbreviated  file s  are exam ined  and one case  is  se lec ted  for 
fu ll review , lead ing  on o ccasion  to in v estig a tio n s, p o licy  or 
procedure b eing  challenged .

In Surrey, the p o lice  authority  has u n til recently  b een  d ip ­
sam p ling  com p lain t file s  and checking w here there were  
allega tion s o f  racial or hom ophobic d iscrim ination . In a recent 
change o f p o licy  it w as decid ed  th at the authority  w ill see  all 
com p leted  com p la in ts before they  are filed .

In M ersey sid e , co llaboration  w ith  the p o lice  authority's 
p ro fession a l stan dards and com p la in ts com m ittee is  good. 
Training is  currently being  provided to representatives to give  
guidance on d ip -sam p lin g  o f  file s .

In H u m b ersid e , the p o lice  authority  enjoys a p o sitive  w orking  
re la tion sh ip  w ith  the p ro fession a l stan dards board (PSB) and  
adopts a proactive, 'critical friend' role in  term s o f  m onitoring  
com p la in ts issu es . The force is  com m itted  to ensurin g  that 
authority  panel m em bers have the appropriate sk ills  and  
know ledge to carry out their  scru tiny  resp on sib ility . The current 
head  o f the PSB in v ests  h is  tim e in  tra in ing  and equ ipp ing  new  
authority  panel m em bers to carry out their  scru tiny  role.

In N orfolk , the PSD is  subject to rigorous oversight and scrutiny  
by the N orfolk  p o lice  authority. The m ain  forum  for th is  is the  
p ro fession a l stan dards and hum an resou rces com m ittee, w h ose  
m eetin gs are a ttended  by the a ss is ta n t ch ie f con stab le  and the  
head  o f the PSD. The p o lice  authority  is briefed  on sp ecific  ca ses , 
and it d ip -sam p les f ile s  regularly to keep abreast o f em erging  
issu e s . Both N orfolk  C onstabulary and the p o lice  authority  
acknow ledge a c lo se  but ch a llen g in g  relation sh ip  in  their  work  
on p rofessio n a l standards.
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In E ssex , the p o lice  authority  has a stan d in g  p rofession a l 
stan dards and com p la in ts panel th at m eets quarterly. This panel 
review s trends in com p la in ts, internal in v estiga tion s, 
em ploym ent trib u n als, c iv il action s and grievances. M em bers o f  
the p anel have free a ccess to the PSD and v is it  it to review  ca ses  
and m eet staff. The fin d in gs o f th ese  v is its  are d iscu ssed  at the  
panel's m eetin gs. Panel m em bers are provided w ith  confidentia l 
b riefin gs about sen sitiv e  or critica l com p la in ts in  c lo sed  
se ss io n s . In addition , form al reports about such  m atters are 
taken to the panel (and, i f  n ecessary , to the fu ll p o lice  authority) 
at the co n clu sion  o f the in vestiga tion  to ensure that co sts  and  
a sso cia ted  issu e s  are tran sp arent and identified .

9.27 In som e areas, p o lice  authority  m em bers acknow ledge that som e o f  
the d ifferen ces in  practice are p o ten tia lly  detrim ental to the Service, 
and they  are taking rem edial action:

"As a n  a u th o r ity  w e  have  fa lle n  d o w n  in  te r m s  o f d ip ­
sa m p lin g  a n d  q u a lity -a ssu r in g  in d iv id u a l co m p la in ts , 
b u t have  b eg u n  to  rem ed y  th e  s itu a t io n . A p r o fess io n a l  
sta n d a rd s  o fficer  h a s  b e e n  a p p o in ted , a n d  e x p e r tise  h a s  
b e e n  b ro u g h t to  b ea r  from  e ls e w h e r e  in  th e  a u th o r ity  in  
order to  b eg in  th e  d ip -sa m p lin g  process."
Chair of a large metropolitan professional standards panel

9.28 Forces are b eing  encouraged  to apply the N ational In telligence  
M odel to all asp ects o f th eir  b u sin ess . This m odel affords the 
opportun ity  for a n a lysis  o f  in te lligen ce  and risk a ssessm en t together  
w ith  the p rioritisa tion  o f  effort required to address the strateg ic  
priorities. It sh ou ld  follow , therefore, that th o se  involved  in  
corporate governance sh ou ld  w ork accord ing to the princip les  
governing the m odel. An in te llig en ce-b a sed  approach requires the  
strateg ic  a ssessm en t o f v u ln erab ilities  and em erging threats.
It in clu d es effective  m onitoring and a n a lysis  o f  com p la in ts, 
com p la in ts m anagem ent and con sid eration  o f other related  issu e s , 
such  as actual and p oten tia l vu ln erab ility  to corruption.
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"There is  a n e e d  to  e n su r e  p r io r it isa t io n  a n d  r eg u la tio n  o f  
f ile  ch eck in g  a n d  o v ersig h t -  ie  so m e  a u th o r ity  m em b ers  
s e e  th e m  a ll a n d  in  n o  p a rticu la r  order, so m e s e e  w h a t  th e  
force g iv es  th e m  an d  so m e  d ip -sa m p le  h u t p r io r it ise  b a sed  
on  d iscr im in a tio n -r e la te d  co m p la in ts  a s  a p r io r ity  for  
in sp e c tio n . Som e d on 't m ake a sp ec ia l p o in t  o f s e e in g  any  
c a te g o r ie s  su c h  a s th ese ."
Police authority chair

9.29 System s and p ro cesses  sh ou ld  be refined so that p o lice  authority  
m em bers and officers are fu lly  engaged  and are privy to tim ely  
m anagem ent in form ation  th at enab les them  to m ake th ese  strateg ic  
d ec is io n s and to challenge them , w here appropriate. If  trends  
em erge, then  there is a lw ays the option  for m ore tactica l engagem ent 
in  a focu sed  m anner, such as file  sam pling. Such engagem ent may, 
for exam ple, en ta il a strateg ic  d ec ision  to in sp ect all com p lain ts  
involv ing  d iscrim in ation  or to focu s on th o se  involv ing  racial or 
hom ophobic a llega tion s. If that is  the case, th o se  conductin g  the  
in sp ectio n s w ill need  to be properly tra ined  and to u nd erstand  w h at 
they  are looking for.

T ra in in g  o f  p o l ic e  a u th o r i t y  m e m b e r s
9.30 Another variab le picked up n ation a lly  in  the in sp ectio n  w as the  

depth and level o f  p o lice  authority  m em bers' tra in ing  in  relation  to 
the PSD. It m u st be rem em bered that p o lice  authority  m em bers are 
essen tia lly  m em bers o f the pub lic  and th at their  know ledge o f  
po lic in g  m ay be lim ited , esp ecia lly  w h en  they  are fir st appointed. 
W hen it com es to e ffectin g  corporate governance in th is  bespoke  
area, it is  not surprising  th at n ew  m em bers w ill n eed  to be trained.

9.31 The tw o m ain  m ethods o f tra in ing  adopted  by forces and p olice  
authorities are sh ad ow in g  m ore experienced  m em bers and being  
provided w ith  in form ation  by the PSD. A lthough there are variations  
on the them e, th ese  are the tw o m ost com m on approaches. The first  
p resu p p oses the tra n sm issio n  o f know ledge and sound  advice from  
th o se  already doing the job -  but it leaves trem endous p oten tia l for 
d isp arity  in  w orking practices and for poor or in effic ien t practices  
to be p a ssed  on. The secon d  approach, again, depends on the ab ility  
and w illin g n ess  o f s ta ff  delivering the tra in ing  and cou ld  a llow  
fla w s to be b u ilt into the system , in  that th o se  w ho are appointed  
to provide external and independent scru tiny  are being tra ined  by 
th o se  they  are about to inspect.
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9.32 A lthough both  th ese  tra in ing  approaches are p o ten tia lly  valid , 
a better  so lu tion  w ou ld  be for the relevant external audit lead s, 
nam ely  the APA, the IPCC and HMIC, to collaborate to dev ise  a 
n ation a lly  accred ited  tra in ing  package. This issu e  cou ld  a lso  be 
explored  and developed  by the n ew ly  form ed N ational Policing  
Im provem ent Agency (NPIA).

Stakeholders, includ ing  the APA, the IPCC, HMIC and NPIA, 
sh ou ld  dev ise  a n ation a lly  accred ited  tra in ing  package for 
m em bers, chairs and officers o f p o lice  authority  p ro fession a l 
stan dards p an els, to ensure th at they  are fu lly  equipped  to deal 
w ith  the com plex issu e s  surrounding p ro fession a l stan dards and  
related  issu e s  such  as c iv il litigation .

9.33 Given that m ost p o lice  authority  m em bers have regular contact w ith  
com m unities, au thorities sh ou ld  not overlook the opportun ity  to  
prom ote confidence in p ro fessio n a l stan dards. Police au thorities, 
having ad d ressed  the above tra in ing  and p o licy  is su e s , w ill have a 
real opportunity  to engage better  w ith  m em bers o f  the pub lic  and  
b uild  tru st and confidence in p ro fessio n a l stan dards and, u ltim ately, 
in  the local police:

"I'm n o t  q u ite  su re  th a t  a u th o r it ie s  m ake th e  m o st  o f  th e  
o p p o r tu n ity  to  m a rk et th e ir  o v ersig h t ro le  in  in crea s in g  
p u b lic  co n fid en ce , by te l l in g  th e  p u b lic  a b o u t h o w  th e y  
m o n ito r  com p la in ts."
Police authority member in the South West

V e ttin g  o f  p o l ic e  a u th o r i t y  m e m b e r s
9.34 Currently p o lice  authority  m em bers are e lected  local authority  

cou n cillors, m agistrates and independent m em bers. The councillor  
m em bers o f p o lice  au thorities are appointed  by their loca l authority  
on an annual b a sis . All m agistrates are asked i f  they  w ish  to 
apply to becom e m em bers o f a p o lice  authority, and a se lec tio n  
process involv ing  an independent se lec tio n  p anel is th en  applied . 
Independent m em bers are appointed  by the councillor  and  
m agistrate  m em bers o f the p o lice  authority, after a se lec tio n  process  
involv ing  an independent se lec tio n  panel and the H om e Secretary. 
Once appointed , p o lice  authority  m em bers in m ost forces are p laced  
in  a p riv ileged  p o sitio n  and as such  have access to sen sitiv e  
in form ation  that is som etim es u n tested  and p o ten tia lly  p o litica lly  
dam aging to the p o lice  force or its  m em bership .
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9.35 The issu e s  regarding the threat to the Police Service from  poor  
vetting  are expanded  on above in  Chapter 4. Currently no vetting  
process is  app lied  to m em bers o f  p o lice  au thorities, and  
consid erab le  reliance is p laced  on their stan d in g  in  the com m unity  
and e sta b lish ed  good record o f conduct, w h ich  have afforded them  
the p o sitio n  from  w h ich  they apply or are nom in ated  to becom e  
p olice  authority  m em bers. There are issu e s  th at m ight m ake vetting  
across the board d ifficu lt, b ecau se som e are p o litica l appoin tees  
and, as such, any attem pt to bar them  from  asp ects  o f th eir  work  
cou ld  be seen  as u n con stitu tion a l. H owever, there m ay w ell be a case  
for asking p o lice  authority  m em bers and p o ss ib ly  th eir  o fficers to  
undergo a vettin g  process before they  gain  a ccess to certain  
sp ec ia lised  typ es o f  inform ation , such  as in covert p ro fession a l 
stan dards enquiries:

"P ossib ly  a n a tio n a l is s u e  is  th a t  o f ou r o v ersigh t; w e  are  
s e e in g  v ery  s e n s it iv e  m a ter ia l, an d  th e r e  is  an  is s u e  to  be  
a d d ressed  in  r e sp e c t  o f  v e tt in g  o f p o lice  a u th o r ity  
m em bers."
Police authority panel member

T he I n d e p e n d e n t  P o lice  C o m p la in ts  C o m m iss io n
9.36 The IPCC cam e in to  being in  April 2004 under the a u sp ices o f the  

Police Reform  Act 2002, w h ich  se t out a sta tu tory  fram ew ork for the  
n ew  p olice  com p la in ts system . The IPCC derives its  pow ers from  the  
Act and has featured  in a num ber o f h igh -p rofile  ca ses  sin ce then. 
The m ajority o f  its  ca ses  are, however, devoted  to w h at m ight be 
d escribed  as 'volum e issu es ' or le ss  seriou s com p la in ts aga in st  
police. The IPCC's sta tu tory  resp o n sib ilit ie s  are clearly  sta ted  in  the  
sta tu tory  gu idance p u b lish ed  in  A ugust 2005 and are m en tioned  
e lsew h ere in  th is  docum ent.

9.37 The IPCC has achieved m uch in its  fir st  tw o years and has been  
broadly w elcom ed  by the Police Service. It has recently  undertaken a 
survey o f pub lic  confidence w h ich  su g g ests  that, w ith  notab le  
excep tion s, th is  w elcom e extend s to the general public:
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"The su rv ey  fo u n d  th a t  th e  m a jo r ity  o f  p eo p le  w e r e  w illin g  
to  co m p la in , [w ere] aw are  o f th e  IPCC, a n d  b e liev ed  i t  to  he  
in d e p e n d e n t  o f  th e  p o lice , im p a rtia l in  i t s  d e c is io n  m ak in g , 
an d  fa ir  in  i t s  tr e a tm e n t  o f co m p la in a n ts . H ow ever, it  a lso  
em erg ed  th a t  th e r e  w e r e  a n u m b er  o f key g rou p s w h o  w ere  
e ith e r  sc ep tic a l a b o u t th e  co m p la in ts  s y s te m  or d is in c lin ed  
to  u s e  it. T h ese  g rou p s w e r e  e th n ic  m in o r it ie s , th o s e  w h o  
h ad  a p rev io u s n eg a tiv e  ex p e r ie n c e  o f th e  p o lice , th o se  
from  so c io -eco n o m ic  g rou p s D an d  E, th o s e  w h o  w e r e  le s s  
w illin g  to  co m p la in  in  g en era l, an d  to  so m e  e x te n t  you n g  
people."®®

9.38 The IPCC's m onitoring role extend s to the gathering o f  a range o f  
perform ance data from  p olice  forces, data that sh ou ld  be available  
for the fir st tim e in  m id-2006. The opportunity  to se t stan dards in  
term s o f  data gathering is  a p o sitiv e  m ove that w ill perm it forces to  
be benchm arked aga in st each other. The p u b lica tion  o f th is  data is  
eagerly  aw aited .

9.39 The IPCC h as, am ong its  other ach ievem en ts, driven im provem ents  
in  t im e lin ess , n otab ly  in the in v estig a tio n  o f deaths during or 
fo llow in g  p o lice  contact.®’ Its role is expanding to include oversight 
o f com p la in ts aga in st the Serious O rganised Crime Agency and HM 
Revenue and C ustom s. The overarching 'guardiansh ip' p rin cip les are 
exp la in ed  in  the fir st chapter o f the IPCC's sta tu tory  gu idance, and  
although  the e lem en ts are clearly  set out it is obvious that the IPCC 
is  s till develop ing asp ects o f its  oversight that en ta il (briefly) the 
prom otion  o f learning, the developm ent o f a p o lice  com p lain ts  
good practice system , the im plem entation  o f  gu idance and the 
developm ent o f the m onitoring and oversight fu n ction s so as to  
add value to policing .

9.40 There have b een  in d iv id u al exam ples w here learning from  serious  
in c id en ts has been  id en tified  and fed  back to p o lice  forces. 
Furtherm ore, the C om m ission  has a ss is ted  Centrex in d ev isin g  a 
tra in ing  package for cu stod y  s ta ff  in  a b id  to reduce the num ber o f  
deaths in  p o lice  custody.®®

9.41 Police practitioners and sen ior m anagers are w id e ly  appreciative  
and supportive o f  the core b e lie fs  esp o u sed  by the IPCC and its  
general duty to increase confidence in  the com p la in ts system .
M any have sa id  th at it is s till early days and th at rela tion sh ip s are

Confidence in  the Police Complaints System : A Survey o f  the General Population, Maria Docking and Tom 
Bucke, IPCC Research and Statistics Series, Paper 2, January 2006.

’̂ Deaths D uring or Following Police Contact: S ta tistics fo r  England a n d  Wales 2004/05, Rebecca Teers and Tom 
Bucke, IPCC Research and Statistics Series, Paper 1, November 2005. Available in PDF form at 
www.ipcc.gov.uk/index/resources/research/reports_polcustody.htm
G uidance on the Safer D etention a n d  H andling o f  Persons in  Police Custody, Association of Chief Police 
Officers (ACPO), Home Office and Centrex, 2006.
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develop ing. It is  clear, though, th at the regional com m ission ers are 
actively  engaging  w ith  their  forces and that open and constructive  
dialogue prevails. Some sen ior p o lice  m anagers have ca lled  for  
greater c larity  and gu idance on stan dards that, once fu lly  
im plem ented , w ill support reliab le benchm arking.

9.42 The 'early days' syndrom e referred to above has m an ifested  its e lf  
in  som e m ixed  m essa g es and issu e s  such  as delays. It is  a lso  too  
early to te ll h ow  the IPCC's sta tu tory  gu idance w ill contribute to 
im provem ents in outcom es.

9.43 A num ber o f PSD lead s and ch ief o fficers have ra ised  concerns that 
the IPCC's level o f  oversight is in co n sisten t. They gave exam p les o f  
ca ses  w here the head  o f the PSD exp ected  a d ec ision  from  the IPCC 
th at it w ou ld  'su pervise' an enquiry, but a d ec ision  had com e back  
th at the enquiry w ou ld  be 'managed'.®® They a lso  quoted  exam ples  
o f a com p lain t that the head  o f the PSD deem ed seriou s enough  to 
be a 'm anaged' in vestiga tion  being, to their  surprise, deem ed a 
'supervised ' investigation:

"Som e [com p la in t in v est ig a tio n s]  are su p e r v ise d  w h e n  
th e y  sh o u ld  b e  m a n a g ed  a n d  so m e are m a n a g ed  w h e n  
th e y  sh o u ld  b e  su p erv ised ."
Head of a PSD

9.44 Concerns w ere also  ra ised  am ong practitioners at the m ixed  
m essa g es com ing from  IPCC casew orkers, w ho they  fe lt  were  
cau sin g  m ore work than  w as required in  term s o f a proportionate  
resp on se, w h ich  overall the IPCC cla im s to support:

"The IPCC a p p ea ls  s y s te m  n e e d s  to  b e  s tr e a m lin e d  b e c a u se  
o f th e  le n g th  o f  t im e  i t  ta k e s  for th e m  to  f in a lise  ap p ea ls. 
T h is r e la te s  to  th e  le n g th y  rep o rts  req u ired  b efore  th e  
IPCC w o u ld  c o n s id er  th e  ap p ea l. We a lso  g e t  fr u str a te d  a t  
d isp ro p o rtio n a te  r e q u e s ts  to  ta k e  s ta te m e n ts  w h ic h  
d u p lica te  ev id en ce . T h ey h ave  a lso  on  o cca sio n  d em a n d ed  
s ta te m e n ts  from  p eo p le  w h o  w e r e  n o t  m en ta lly  f it  or 
ap p rop ria te  to  g ive them ."
Investigator focus group in a metropolitan force

9.45 Other issu e s  relate to the n ecessa ry  change o f m in d set am ong p olice  
p ro fessio n a ls  in  resp on se to the Police Reform  Act 2002, the new  
com p la in ts eth os and the m essa g es from  the Taylor, M orris and  
C om m ission  for R acial E q uality  reports. T hese early relation sh ip  
issu e s  have a lso  resu lted  in  som e ten sion , exacerbated  perhaps by
a lack o f und erstan d in g  am ong som e police.

°The term 'managed investigation' describes one that is carried out by the police but under the direction and 
control of the IPCC. A 'supervised investigation' is one carried out by the police but supervised by the IPCC.
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Case study: Difficulties in relationship between police and 
the IPCC
In one force a sta ff  m em ber m ade the com m ent, "The force view  
and the IPCC v iew  is not always the sam e."This had led, the sta ff  
felt, to extra and u nn ecessary  work. One exam ple they cited  
concerned a com plaint from  a p ersisten t com plainer. In their v iew  
it w ou ld  have been norm al for th is  not to have been recorded as a 
com plaint. They com plained that the IPCC had in sisted  that it be 
recorded as a com plaint and that an assessm en t be m ade. They 
blam ed th is requirem ent for an increased  workload. This exam ple  
clearly ind icates that sta ff  in  the force concerned had not grasped  
the change o f ethos prom oted by the IPCC, in that all com plaints  
m ust be recorded, then an assessm en t m ade and, if  necessary, a 
dispensation™  sought.

L ia iso n  a t  s t r a te g ic  leve ls
9.46 There is  generally  a good rela tion sh ip  b etw een  p o lice  authorities' 

p ro fession a l stan dards com m ittees, forces' PSDs, s ta ff  a sso c ia tio n s  
and the IPCC. Police authority  m em bers generally  m eet w ith  heads  
o f PSDs at quarterly m eetin gs and have further inform al contact 
w h en  issu e s  arise. The IPPC's regional director a ttends som e of  
th ese  m eetin gs.

Good practice
N orfolk  C on stab u lary  is  forging a strong rela tion sh ip  w ith  the  
IPCC, particu larly  the regional com m issioner, w ho attends  
m eetin gs w ith  the a ss is ta n t ch ie f co n stab le  and PSD staff.
The IPCC is  a lso  routinely  given advance w arning o f em erging  
is su e s , w h ich  dem onstrates the force's appreciation  o f  the  
IPCC as an agent b en efic ia l to p ro fession a l stan dards. This 
exam ple typ ified  the p o sitiv e  relation s id en tified  during  
the HMIC in sp ection .

9.47 External oversight in  the form  o f  independent and experienced  
sen ior in vestiga tin g  o fficers attending at the scen e o f deaths  
fo llow in g  or during p o lice  contact has proved to be u sefu l. This 
early engagem ent w ith  forces after th ese  tragic events provides the  
opportun ity  for independent advice and gu idance, i f  appropriate, 
to s ta ff  on the ground or s ta ff  w ho are m anaging the p o st-in c id en t  
in vestigation . G eography h as, how ever, proved to be a challenge in  
term s o f  tim e lin ess  o f  a ttendance at scen es, as the IPCC seeks to 
m eet its  24-hour ca ll-ou t standard. The b en efit o f  th is  oversight 
fa c ility  can a lso  be reduced by delays in  d ec is io n s by the IPCC as

°A dispensation is an exemption, granted by the IPCC to a force, from the need to take further action or any 
action at all about a complaint.
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to w h ether in c id en ts w ill be independently  in vestigated , m anaged  
or supervised . This has cau sed  m uch fru stration  for p olice  
investiga tors, esp ecia lly  in  term s o f m ed ia hand ling.

L ia iso n  a t  a  ta c t ic a l  le ve l
9.48 Both the IPCC and forces are keen to achieve effic ien c ies  and tim e  

sav in gs by not undertaking len gthy in v estig a tio n s or producing large  
file s  o f  evidence sim p ly  to achieve either a d isp en sa tio n  or a 
d iscon tin u an ce .” H owever, there are regular reports o f m ism atches  
b etw een  w h at som e practitioners and casew orkers consid er  
su ffic ien t -  th is  is  a fru stration  th at needs local reso lu tion  through  
better aw areness o f  each  other's exp ectation s and a jo in t recogn ition  
o f the im pact o f  such  outcom es on com p lainants.

9.49 Delays are a lso  an issu e  c ited  by som e PSD practitioners. Some 
delays are b elieved  to be resource-related , but others are perhaps  
m ore avoidable. A case  in  p oin t is  the delays bu ilt in to  p ro cesses  
such  as the agreem ent to d iscon tin u e ca ses . An exam ple is  w here  
forces send  in  file s  seek ing  d iscon tin u an ce that clearly  sta te  the  
step s taken to get to the p o in t w here it w as clear th at th is  w as a 
sen sib le  so lu tion . It has been  found that casew orkers w ill then  often  
duplicate the w ork undertaken, by w ritin g  to com p la inants and  
verify in g  the assertio n s o f the force's PSD. This can resu lt in a delay  
o f as m uch as a m onth  and a lso  has the p oten tia l to dam age the  
reputation  o f the p o lice  force concerned by ra isin g  doubts in  the  
m ind o f  com p la inants th at perhaps m ore cou ld  have been  done.

9.50 T ensions b etw een  practitioners and guardians o f the p olice  
com p la in ts sy stem  are inev itab le  -  and m any w ou ld  agree that th ese  
are not on ly  n ecessa ry  but healthy. But there is a lso  a develop ing  
sp irit o f  cooperation; and as the IPCC evolves and con tin u es to grow  
there is  every reason  to expect th at the confidence o f the pub lic  
w ill grow  as a resu lt. The IPCC is actively  engaged  w ith  other  
stak eh olders in  the 'post-Taylor' w ork to rev ise the m iscon d u ct  
arrangem ents for p o lice  o fficers and p o lice  sta ff, and is  m oving to 
im plem ent a m ore progressive  m odel to ensure th at le sso n s  are 
learnt from  p olice  com p lain ts.

9.51 The IPCC has also  recently  in sta lled  a case-track ing  m anagem ent 
sy stem  th at a llow s far greater transparency  as to its  ow n  
perform ance and w ill a s s is t  both  the IPCC and forces in  id en tify in g  
and ad d ressin g  b lockages or ca u ses o f delay.

‘ A discontinuance is the stopping of an investigation once it is already underway.
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Conclusion
9.52 The parties involved  in  corporate governance o f the police  

com p la in ts sy stem  have dem onstrated  excellen t and m ature  
rela tion sh ip s th at have perm itted  critica l challenge as w ell as 
support for m od ern isation  fo llow in g  the enactm ent o f the Police  
Reform  Act 2002. All have been  -  and continue to be -  active  
p artic ip an ts in the w ork o f the strateg ic  rev iew s m en tioned  above 
and the w orking groups that are now  taking th is  m odern isation  
agenda forward.

9.53 From the p oin t o f  v iew  o f p o lice  forces, oversight and in sp ectio n  
can be m ore o f a burden than  a boon, and it is acknow ledged  by all 
parties involved, includ ing  HMIC, that every effort m ust be m ade to  
m in im ise  th is  burden and to ensure that every elem en t o f oversight 
or in sp ectio n  adds value to the service under scrutiny.

9 .54 C ollaborative work is  ongoing b etw een  the IPCC, the APA, the  
A ssocia tion  o f  C hief Police O fficers and HMIC to update and  
coordinate the various se ts  o f in d iv id u al organ isation a l guidance.
It is  im portant that the resu ltin g  docum ents are com plem entary  
and fu lly  c larify  the resp ective roles o f th o se  engaged  in  th is  
crow ded landscape.
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1 0 .  N e x t  s t e p s

Introduction
10.1 The professional standards landscape has had  a particu larly  high 

profile in recent years, not least because of a succession of public 
inquiries and m edia revelations. When HMIC commenced th is 
substan tia l program m e of inspections in 2005, there were many 
who said  the tim ing was all wrong. Some felt it should have w aited 
until such changes as will emerge from  the Independent Police 
Complaints Commission (IPCC) sta tu to ry  guidance, and inquiry 
recom m endations have had  the chance to become embedded; others 
suggested it should follow the com pletion of other police reform 
elem ents, such as neighbourhood policing team s; and yet more felt it 
could d istrac t atten tion  and resources from  the restructuring  of the 
Police Service and the focus on level 2 capacity and capability.

10.2 It is easy to see how any one, or com bination, of these views 
could hold sway and resu lt in the reduction of effort in a single 
functional policing activity, to the benefit of other functions or 
activities risk-assessed  as more im portan t to the strategic health  
or progress of the Service as a whole. However, HMIC is strongly of 
the opinion th a t to do so in respect of professional standards would 
be both  conceptually wrong and indeed detrim ental to the very 
services th a t would be expected to benefit from  the focus of 
attention. As other key stakeholders have recognised:

"Professional standards is about more than how com plaints 
are handled, it is at the core of the way police forces ensure  
public confidence to deliver the current policing agenda, 
w hich includes neighbourhood policing and citizen  focus."
D e p u ty  C h ie f  C o n s ta b le  D a v id  L in d le y , V ice  C h a ir  o f  th e  ACPO P ro fe s s io n a l 
S ta n d a rd s  C o m m itte e

10.3 Professional standards activities are absolutely key in m aintaining 
and im proving perform ance delivery of core policing services and 
to protecting and enhancing the in tegrity  and reputa tion  of the 
Service as a whole. Far from  reducing focus and resourcing in this 
im portan t area, there is a strong case for increased activity and, 
in particular, an increased em phasis on prevention and proactivity  
and recognition of professional standards as a genuine 'protective 
service'. As such, the fu ture em phasis needs to reflect the 
im portance of:
• intelligence -  w hat a force knows about the health  of 

professional standards;
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• prevention -  how a force improves standards and prevents abuse 
and m isconduct; and

• enforcem ent -  effectiveness in identifying and dealing w ith 
emerging problem s.

10.4 In addition, the subject is one where there are legitim ate and indeed 
im portan t contributions to be made by all the key stakeholders -  
chief officers, police authorities, the Home Office, IPCC and HMIC. 
Each have independent strands of work in progress th a t should 
contribute to the necessary im provements to the system s for 
professional standards. It is im portant, therefore, at a time of high 
activity and m ultiple potential d istractions, for all parties to 
collaborate to ensure synergy ra ther than  counter-productivity
in the ir efforts.

Strategic p lanning and structures
10.5 The ACPO PSC (Association of Chief Police Officers Professional 

S tandards Committee) has com m issioned a working group to 
produce a definition of 'professional s tandards ' and presen t the 
Service w ith  proposals for a strategic tem plate and structu re for 
fu ture operations. The work is seeking to take account of the 
progress of police reform and restructuring  as well as adopting 
a 'protective service' perspective.

10.6 The early term s of reference of the group include to:
• define professional standards as the eighth protective service;
• populate the role of a strategic professional standards departm ent 

in relation to capacity and capability;
• examine the im pact of the Taylor report on professional standards;
• identify both  core and peripheral roles in the light of the Taylor 

recom m endations -  areas of business and responsibility;
• examine the im pact on the role of hum an resources;
• examine the im pact on the role of the basic com mand unit; and
• identify considerations for partnersh ip  working ie w ith  the Crown 

Prosecution Service (CPS), IPCC, com m unities, independent 
advisory groups and s ta ff associations and networks.

10.7 HMIC fully supports th is work and commends the progress made 
in the firs t ha lf of 2006. M embership of the group has, perhaps 
understandably  in its early stage, been predom inantly made up 
from  the police and HMIC; once the in ternal consultation has been 
supported  via the national professional standards conference debate 
in June 2006, there is a clear opportunity, as suggested in the last 
term  of reference, to involve a w ider m em bership and thereby 
achieve greater sign-up to the proposals. HMIC rem ains com m itted
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to contributing to th is work, which will be vital to the establishm ent 
of s tandard  structu res, definitions and strategic objectives for 
the Service.

10.8 In addition to the ACPO PSC, the IPCC and the Association of Police 
Authorities (APA) both  have long-standing strategic groups th a t will 
provide key inputs to the fu ture shape and direction of professional 
standards. The IPCC Advisory Group provides a genuine forum  for 
discussion w ith  key stakeholders on the perform ance and activities 
of the IPCC as an organisation and its im pact on the practice of 
professional standards. The APA Professional S tandards Network 
brings together representatives from  every police force in England 
and Wales to discuss key issues, update on overall progress and 
highlight good practice, and th is represents a major opportunity  to 
consolidate and standard ise  au thorities' approaches.

Guidance docum ents
10.9 In parallel w ith  the finalisation  of the findings of the them atic 

inspection, both  the IPCC and the APA have been considering the 
curren t and fu ture form and content of the ir respective guidance 
docum ents. Although different in natu re and legal s ta tus, the work 
of the them atic has provided both  m aterial for consideration and
a fram ework and tim eline w ith in  which to progress the work.

10.10 The IPCC sta tu to ry  guidance was issued in August 2005 but 
understandably  it has taken tim e for forces to embed its principles 
and adopt practices th a t m eet its aims. The inspection of forces
in October and November 2005 was too soon after publication to 
assess the degree or consistency of take-up of the principles, and 
the inherent 's tan d ard s ' were, in any case, not brought into effect 
un til April 2006. Work w ill be required  at some stage to make an 
assessm ent of progress against the guidance and standards but 
it w ill probably be be tte r achieved through some form of self­
assessm ent supported  by validation and focused testing. HMIC 
is com m itted to providing w hat assistance it can to the IPCC in 
deciding how and when best to make such an assessm ent.

10.11 The APA guidance to police au thority  m em bers, while non-statutory, 
w ill be equally im portan t in achieving a far greater degree of 
consistency of approach than  currently  exists. A redrafted  version 
of th is guidance is already progressing and has been considered 
and debated at the APA Professional S tandards Network. Again, 
HMIC is keen to provide as much support to th is work as possible 
and to contribute any relevant inform ation from the work of the 
them atic inspection.
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10.12 A core 'guide' to forces will be the HMIC baseline assessm ent 
Specific Grading Criteria (SGC). The SGC forms the focal point for all 
HMIC staff engaged in assessing the individual and com parative 
perform ance of forces against expected standards. Since 2004,
the form ulation of SGCs for individual policing service areas has 
moved from  a wholly in ternal process of definition by HMIC, to a 
consultative exercise involving ACPO portfolio leads. In the case of 
professional s tandards, the work to provide a clear definition 
of w hat constitu tes an Excellent, Good, Fair or Poor service is 
well under way, and forms an integral p a rt of the work of the ACPO 
subgroup form ulating the w ider tem plates and definitions.

Capacity and capability
10.13 The work nationally  on protective services and the subsequent 

progress tow ards strategic forces serve to reinforce the need w ithin 
professional standards to address key issues of capacity, including 
the resourcing for w ider proactivity  -  and capability  -  in particu la r 
the provision of accredited train ing  and more s tructu red
career paths.

10.14 The general consensus appears to be th a t professional standards 
should be considered as the eighth protective service, and th is is a 
view fully supported  by HMIC and evidenced by the findings of the 
them atic inspection. The ACPO PSC working group is progressing 
on th is basis and it is anticipated  th a t th is will be im portant 
work w hatever the shape and size of police forces beyond the 
restructuring  exercise.

10.15 This inspection has not attem pted to identify the ideal size of a 
professional standards departm ent (PSD) nor the acceptable or 
optim um  proportion of resource th a t should be allocated w ith in  an 
overall force budget. This work will need to be addressed as p a rt of 
the consideration of the strategic s tructu re of PSDs and will also 
need to examine the in ternal proportional allocation to the key 
elem ents of intelligence, prevention and enforcement.

Conclusion
10.16 If the professional s tandards landscape was considered volatile 

and high profile at the commencement of the program m e of HMIC 
inspections, little  has happened since to reduce either aspect. In 
fact, the move to strategic forces, fu rther m edia stories challenging 
Service m em bers' integrity  and the findings of th is inspection have 
arguably com bined to increase its profile.
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10.17 As touched upon above, and in preceding chapters, there is a 
great deal of activity already under way to progress the Taylor 
recom m endations, to examine and update curren t guidance, to 
address areas of overlap in oversight and to form ulate the 
standard ised  structu res and definitions th a t w ill be vital to 
achieving a sustainable fram ework w ith in  which to achieve the 
h ighest levels of professional standards as a central contributor 
to effective delivery of core policing business. It is absolutely vital 
th a t all th is activity achieves a synergy ra ther than  pulling in 
different directions and there is, therefore, a strong case for 
establishing a form alised structu re to oversee and inform  the 
various strands of activity.

10.18 In the case of previous major HMIC them atic inspections which 
have identified a need for a focused oversight of im plem entation, 
experience has shown the value of creation of a dedicated 
im plem entation forum  at which representatives from  the key 
stakeholders and working w ith in  the m ain strands of activity are 
able to meet, exchange details of progress and identify any barriers 
to progress. W ithout taking actual responsibility  for existing work 
stream s, nor duplicating or d istracting  from  the ir work, such a 
group has the capacity to ensure all recom m endations are 
progressed and th a t action in various areas rem ains com plem entary 
ra ther than  counter-productive. See Appendix E.

ACPO, APA, IPCC, i tfc H otna {Jfffco dftti HMIC, a s  t1»! key  
K hjkeljoldars in thn tm ptarnnnhtljon tjf t in s  tlm n a tin 's  
rncnnim tutdaf in n s , s h o u ld  n sla tjiish  a dfsdK^ntnd itap iom tutla ltnft 
g ro u p  to  roguL irt\ rev iew  th e  progres>s o f  roeonunentieti a c tio n  
a n d  addres>s a n \ b arr iers  fo im p leo jo n ta tio n .

10.19 The form at and m em bership of the PABEW working group
progressing the Taylor recom m endations provide a good tem plate 
for im plem entation of th is them atic's recom m endations. There may 
be scope for consolidation of the two groups in due course.
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A p p e n d i x  A :  T a y l o r  R e v i e w  r e c o m m e n d a t i o n s

The following six recom m endations were made by the Taylor Review:
1 A new single code (incorporating ethics and conduct) should be 

produced to be a touchstone for individual behaviour and a clear 
indication of organisational and peer expectations. (Every effort 
should be made to make th is code applicable to all police officers 
and s ta ff -  though there may need to be some differences). A 
possible code, which has been m odelled on the Council of Europe 
Code of Ethics, is set out at appendix 'H ' [of the Taylor Review].

2 D isciplinary arrangem ents should be estab lished  on the basis of 
the 13 key areas set out below. These key areas need to be seen as 
a whole as there is an obvious interdependence, and the im pact 
of the proposals would be adversely influenced by inappropriate 
'cherry picking' of the individual elements.
(i) The uniqueness of policing, the ex traordinary  powers of police 

officers and the ir role in society requires that, in the public 
in terest, the disciplinary arrangem ents of police officers are 
m ost appropriately determ ined by Parliam ent after extensive 
consultation. Policing is an area th a t is too im portan t to be 
left to the uncertain ty  of changes to and the case precedent 
decisions of m ainstream  'employment law'. Conduct 
arrangem ents m ust be capable of control and shaping and th is 
is best achieved by regulation. This w ill help secure a high level 
of dem ocratic accountability, drive national consistency and, in 
the context of com plaints by m em bers of the public, ensure the 
system  is citizen-focused.

(ii) Taking account of (i) above, the regulatory fram ework should 
be simple, m inim al and m eet the needs of m odern policing by 
avoiding an overly legalistic or adversarial environm ent. It is 
accepted th a t the ACAS Code o f  Practice on  D isc ip linary  a n d  
G rievance Procedures  (September 2004) (hereafter shortened 
to ACAS code or model) should be the basis for the regulation. 
In th is way the conduct arrangem ents can benefit from the 
experience of employment law and good employment relations 
practice, which touches on m ost people's life, bu t still be 
capable of m anagem ent by Parliam ent in the public interest.

(iii) The in tention is to encourage a culture of learning and 
development for individuals and/or the organisation. Sanction 
has a part, w hen circum stances require th is, bu t improvement 
w ill always be an integral dim ension of any outcome.

258 Raising the standard

MOD200017055



For Distribution to CPs

Appendix A

(iv) The language and environm ent for handling police discipline 
should be open and transparen t. It should be much less quasi­
judicial. Investigations need not be centred on the crime model, 
the style of hearing should be less adversarial and sim ilarities 
w ith  a 'm ilitary  court m arshal model' avoided.

(v) In itia l reports (whether from  m em bers of the public or 
in ternally  generated) m ust be form ally 'assessed ' w ith  the full 
range of options available for responding. (For example, crime 
investigation, m isconduct, gross m isconduct, unsatisfactory  
perform ance, grievance and mediation.) While in itia l reports 
need to be form ally assessed, they need not necessarily be dealt 
w ith  by way of form al procedures. In some cases a simple 
apology may suffice.

(vi) Conduct issues should be separated  into two d istinct groups, 
nam ely 'm isconduct' and 'gross m isconduct' to promote 
proportionate handling, clarify the available outcomes and 
provide a better public understanding  of the policing 
environm ent.

(vii) Conduct m atters should be dealt w ith  at the lowest possible 
line m anagem ent level. M isconduct should not rise above basic 
com mand un it (or equivalent) level and gross m isconduct 
should be reserved for the m ost serious behavioural issues.
The la tte r are likely to be handled by professional standards 
departm ents.

(viii) Investigations and (where appropriate) hearings should be less 
form al and m anaged in a m anner proportionate to the context 
and nature of the issue(s) at stake and in accordance w ith  the 
ACAS code.

(ix) The appeal m echanism s (re-worked from the present) should be 
singular for the policing environm ent, including the capacity to 
consider the finding as well as the outcome. Job re-engagem ent 
should be a possibility. The experience of ACAS is to be 
harnessed  in developing the m echanism s.

(x) The Police Service m ust m anage the disciplinary arrangem ents 
dynam ically and dem onstrate th is by actively engaging w ith  all 
groups internally  (including s ta ff/s ta ff support associations) to 
drive through the change to the in ternal culture of the 
organisation and prom ote the acceptance of responsibility
at all levels of m anagem ent.
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(xi) In different bu t com plem entary ways, the Independent Police 
Complaints Commission (IPCC), police authorities and HMIC 
are the proactive guardians of public in terest, accountability 
and transparency  and m ust be robust in challenging poor 
practice and making change happen. Police authorities are 
accountable for local arrangem ents. HMIC examines national 
perform ance and the perform ance of individual forces.
IPCC oversees the investigation of serious allegations and,
in the ir guardianship  role on com plaints, are setting relevant 
standards eg on proportionate investigations. This role is likely 
to develop over time. Given the continued need for a regulatory 
fram ework the Home Secretary, advised by the Police Advisory 
Board for England and Wales (PABEW), will continue to set the 
standard  for conduct of disciplinary proceedings.

(xii) Eor all p arts  of the process there should be designated time 
lim its to which all parties m ust adhere -  w ith  consequences 
for unreasonable failure to do so. The details will need to 
reflect the different conduct environm ents and thus being 
too prescriptive is not realistic. However, it is im portant 
and necessary th a t tim escales should exist in each case.
This includes m anaging the absence through sickness of 
any of the key partic ipan ts, and the ACAS model offers a 
handling methodology.

(xiii) Specific and fu rther guidance is necessary to ensure th a t 
m atters which are properly the dom ain of capability  and 
perform ance are not inappropriately  m anaged as m atters of 
personal behaviour (ie misconduct). (Note, in the ACAS code 
th a t lack of ability ra ther than  wilful conduct is the issue tha t 
would be referred to as a 'capability ' m atter w hereas in the 
policing context it is more often referred to as a 'perform ance' 
m atter. Eor th is report they are usually  interchangeable.)

Subject to any fu rther Home Office consultation, a working group 
should be estab lished  to construct the detailed requirem ents for 
presenta tion  to PABEW.
An early review of the unsatisfactory  perform ance procedures 
should be instigated  as they are a key p a rt of the holistic 
m anagem ent of public concerns about policing and the effective 
in ternal m anagem ent of perform ance.
The disciplinary procedures under development by the Police 
Staff Council should be published as soon as possible in a drive 
to increase consistency both  across police s ta ff discipline 
arrangem ents nationally  and w ith  any revised arrangem ents 
for police officers.
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Given th a t the approach to, and the processes for, police 
discipline will radically  alter if the key proposals in th is report are 
accepted, it is im portan t th a t the issues of 'ta in t and disclosure' 
are reassessed.

Benefits to  derive from  th e R eview  recom m endations
It is the collective view of the program m e board  th a t changes to 
the p resent disciplinary procedures, in accordance w ith  the six 
recom m endations, w ill resu lt in the following benefits and 
outcomes.
• Im provem ent in personal and professional standards -  at 

an individual and an organisational level.
• Increased public and police (internal) confidence in the outcomes 

because they are quicker, more tran sp aren t and focused on 
modifying behaviour for the future.

• A proper balance between 'com plainant' and officer in terests 
where the rigours of policing are recognised and understood.

• A sim plified process more likely to be understood and supported 
by the public.

• A reduction in the hum an and m onetary costs associated w ith 
a lengthy and adversarial process.

• Greater m anagem ent engagem ent and ow nership in the process, 
supporting the m odern police service in fostering innovation and 
prom oting initiative.

• Promote decision making and responsibility  at the lowest level of 
m anagem ent, thus inhibiting the inappropriate upw ard referral of 
conduct issues which is debilitating for all parties and appears to 
have a particu larly  adverse im pact on officers from black and 
ethnic m inority backgrounds. Also, m ediation has been shown to 
have a beneficial im pact on the im m ediate parties involved but 
also on organisations.
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A p p e n d i x  B :  O b j e c t i v e s  a n d  t e r m s  o f  r e f e r e n c e  f o r  

t h e  i n s p e c t i o n

Core in spection  team  m em bership
Under the lead of HMI Jane Stichbury, the inspection team  included 
A ssistant Inspector Peter Todd, Superintendent Neville Pinkney, 
Superintendent John Sculthorp and Chief Superintendent Simon 
M artin, w ith  adm inistrative support from Inspection Support 
M anager Louise Ledger.

Terms of reference
Together w ith  the key stakeholders in the inspection reference 
group, HMIC agreed the objectives for the inspection of professional 
standards as to:
• produce a com prehensive baseline assessm ent report and grading 

for all police forces in England and Wales;
• identify critical issues in professional standards w ith in  police 

forces to highlight perform ance trends in these areas;
• recognise examples of transferab le  good practice and barriers to 

good performance;
• produce a national report to inform stakeholders and to contribute 

to improvement of service delivery w ith in  professional standards; 
and

• comment on the respective m anagem ent oversight and inspection 
roles of relevant bodies.

Identifying th em atic  issues
The m ain th ru s t of the them atic aspect of the inspection was to 
identify them atic issues, which according to key stakeholders were:
• accessibility to the com plaints system, particu larly  in respect of 

groups such as people w ith  a hearing or sight im pairm ent and 
those w ith  learning difficulties;

• inconsistency of service;
• proactivity  in improving confidence in the com plaints system  to 

increase belief among the public and s ta ff in the com plaints 
process;

• early and ongoing assessm ent of com plaints to ensure a 
proportionate and focused response th a t provides a tim ely and 
balanced outcome;

• learning the lessons inherent in trends in critical incidents and 
com plaints and seeking continuous service improvement;

• the existence of robust and resilien t proactive capabilities w ith 
adequate capacity and capability;
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• establishing progress among forces against the recom m endations 
of the Commission for Racial Equality, M orris and Taylor reports 
on discipline; and

• exam ination of consistency throughout forces in policy, practice 
and outcome of the discipline process.

M ethodology
The inspection involved a com prehensive self-assessm ent 
questionnaire com pleted by forces, which was returned  w ith 
supporting docum entation. HMIC regional inspection team s then 
analysed the questionnaires and docum entation, w ith  support 
from  specialist s ta ff officers. The team 's own detailed knowledge 
of the force, together w ith  exam ination of the data  received from 
the Independent Police Complaints Commission (IPCC) and 
interview s w ith  the IPCC com m issioners responsible for their 
respective forces, were then used to build  a background picture of 
forces' perform ance. Fieldwork v isits then  took place, which for an 
average-sized force were about one week's duration. Visits involved 
interview s w ith  key s ta ff m em bers such as the chief officer w ith 
responsibility  for professional standards and the head of the 
professional standards departm ent, focus groups, and interview s 
w ith  police au thority  m em bers w ith  responsibility  for overseeing 
com plaints.

Data for ah  forces was gathered together on one database, from 
which the central specialist s ta ff officers were able to draw  out 
them atic issues and identify barriers to improving perform ance and 
exam ples of good practice. The individual baseline reports were also 
a fru itfu l source of inform ation from  which the team  drew evidence.

In addition to the program m e of interview s concerning professional 
standards conducted by regional team s, the central team  
interview ed representatives of national organisations w ith  a stake in 
the business of professional s tandards, such as the Police Federation 
of England and Wales, the Superintendents' Association, the Gay 
Police Association, the Black Police Association, trade  unions 
representing police support staff, UNISON and others, in order to 
identify key issues concerning national professional standards th a t 
affected the ir members.
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A p p e n d i x  G :  P r o f e s s i o n a l  s t a n d a r d s  d e p a r t m e n t  

s t r u c t u r e  a n d  s p e c i a l  c a s e s  u n i t  i n t e l l i g e n c e  m o d e l

Professional standards departm ent structure

D eputy Chief Constable
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■■•j B u s in e s s  M a n a g e r  

-:j P e rs o n n e l  M a n a g e r

Force
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Special cases unit in telligence m odel

Helpline call, etc

Intelligence
i

Raise advice sheet or 
intelligence report as 
appropriate. Retain 

tape if necessary

;i Advice s I Name I I Target i
j: request s ;i check ;i check i

Raise sanitised 
intelligence report 

(Form A). Consider risk 
assessment (Form C) and 

'contract of trust'

11

Submit advice sheet. 
Create intelligence report 

if appropriate

Obtain confidential 
source number (ISD) 

for intelligence 
report (Form A)

File sensitive source 
documents (Form C 

and 'contract of trust') 
in safe by ISD reference

Intelligence cell

1. Record

2. Resear(;li against SCU intelligence system 
and complaints. Attach findings

3. forward to management/ 
intelligence coordinator

M
0  
N
1 
T
0  
R
1 
N 
G

............ .......................
Maintain original documents:
ii Intelligence reports i

Confidential source register ;

Advice sheets

Presentation records

Case files

Analyst 
produces 
strategic 

assessment 
(every 6 months)

Analyst 
produces 
tactical 

assessment 
(every month)

Intelligence 
briefing report 
(every 2 weeks)

Strategic 
tasking and 
coordination 

meeting

Tactical tasking 
and

coordination 
meeting 

(every 2 weeks)

Management/ 
intelligence 

cooi-dinator to assess 
incoming 

intelligence and 
' endorse with action

Case file raised 
for development, s 

File includes 
copies of 
relevant 

intelligence

OIC tasks
intelligence cell for 

research and 
analysis. OIC 

produces interim 
intelligence updates 

for intelligence 
database

K e y

;;;ReiSggg;;;;
in fo r m s

SGU management 

Intelligence cell

OIC to finalise file.
Produce debrief 

; intelligence report. 
Ensure update of 
external systems 

(eg CIS) 
Consider force 

confidence 
procedure
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A p p e n d i x  D :  T h e  s e l f - d e f i n e d  e t h n i c i t y  c o d e  -  I 6 -1- I

A sia n  or A s ia n  B ritish
• A1 Indian
• A2 Pakistani
• A3 Bangladeshi
• A9 Any other Asian background

Black or B lack B ritish
• B1 Caribbean
• B2 African
• B9 Any other Black background 

M ixed
• M l White and Black Caribbean
• M2 White and Black African
• M3 White and Asian
• M9 Any other mixed background

Chinese or o ther  e th n ic  group
• 01 Chinese
• 09  Any other ethnic group 

W hite
• W1 British 
.  W2 Irish
• W9 Any other White background
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A p p e n d i x  E :  R e s p o n s i b i l i t y  f o r  r e c o m m e n d a t i o n s

No. Chapter Recom m endation O w ner
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ws

< Xo c.
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u
o
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< < o m y y.-m-yy.

The s tru c tu re  o f  ; 
p o lice  p ro fe ss io n a l

I s i i h i i t i i l l l l l l l l l l i  
Page 42

The A sso c ia tio n  o f  C h ie f Po lice O ffice rs  
(ACPO) s h o u ld  lead  a p ro je c t to  e s ta b lis h  
and  p ro m u lg a te  a s ta n d a rd  te m p la te  fo r  th e  
s tru c tu re , fu n c tio n s  and  te rm in o lo g y  used 
w ith in  p ro fe s s io n a l s ta n d a rd s , h a v in g  

l ld g ^ d i ib i ih i i i ih h i id i^  
re s tru c tu r in g  o f th e  S ervice in to  s tra te g ic  
p o lice  fo rces.

lil||;: ii|s |S fid 6 th f
p o lice  p ro fe ss io n a l

Page 50

A ll  fo rces sh o u ld  em bed th e  N a tio n a l 
In te llig e n c e  M o d e l across every aspect o f 
p ro fe s s io n a l s ta n d a rd s  and  have d ire c t a n d  ; 
ro b u s t l in k s  be tw een  p ro fe s s io n a l s ta n d a rd s  
de p a rtm e n ts  a n d  the  co re  bus iness ;
processes o f  the  fo rce .

X X

C o m p la in ts  and  
m is c o n d u c t 
Page 69

C h ie f o ff ic e rs  s h o u ld  e s ta b lis h  m e thods o f 
||bs|ihg;;pliddss^|;s;ys|^ 
exam ple  b y  u s in g  m y s te ry  shoppers , to  
ensure  th a t th e y  a re  ab le  to  re c o rd  an d  
process c o m p la in ts  a g a in s t the  p o lice  in  a 
t im e ly  and  e ff ic ie n t m anner. ;

C o m p la in ts  and
m is c o n d u c t.........
Page 95

C h ie f o ff ic e rs  sh o u ld  re v ie w  p o lic y  in
re la t io n  to  d ls c ip l in a ry  sanc tions  a n d ............
subsequen t p a ym e n t o f  com p e te n cy -re la te d  ; 
th re s h o ld  paym en ts  (CRTPs) a n d  sp e c ia l ; 
p r io r i t y  paym en ts  (SPPs). They s h o u ld  ; 
ensure  th a t th e  p r in c ip le s  espoused in  the  : 
T a y lo r R ev iew  are re fle c te d  in  th is  p o lic y  
and  th a t  d is c ip l in a ry  sanc tions  and  the  ; 
p a ym e n t o f  CRTPs and  SPPs are k e p t 
e n tire ly  separate.

A n t i-c o r ru p t io n  
Page 108

S tra te g ic  th re a t assessm ents, a t b o th  lo c a l 
and  n a tio n a l leve ls, sh o u ld  be com p le ted  by  
a ll fo rces in  accordance w ith  the  tim esca les  
a n d  re p o r t in g  p e rio d s  se t b y  th e  N a tio n a l 
C r im in a l In te llig e n c e  Service (NCIS) (or by 
NCIS's rep lacem en t, the  Serious O rgan ised  
C rim e Agency). Assessm ents s h o u ld  d ra w  
on in te llig e n c e  fro m , a n d  sub se q u e n tly  
in fo rm , a ll  the  bus iness  areas w it h in  the  
p ro fe s s io n a l s ta n d a rd s  e n v iro n m e n t, 
in c lu d in g  c o m p la in ts , c iv i l  a c tio n s , c la im s  
a g a in s t th e  fo rce , s e c u r ity  issues and  

l y i l l i h g l i i i i i i i i i i i i i i i i i i i i i i i i i i i i i i i i i i i i i i i i i i i
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No. Chapter Recom m endation O w ner
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A n ti-c o r ru p t io n  
Page 111

S ub jec t to  the  f in d in g s  fro m  th e  p ilo t ,  
C en trex,’  ̂ in  ag reem ent w it h  th e  ACPO PSG 
(ACPO's C o u n te r-C o rru p tio n  A d v is o ry  
Group), sh o u ld  deve lop a n a tio n a lly  
a cc re d ite d  course fo r  a n ti-c o r ru p t io n  s ta f f  
to  cover the  s k ills  areas sp e c ific  to  the  ro le .

A n t i-c o r ru p t io n  
Page 117

ACPO a n d  the  H om e O ffice  s h o u ld  ensure 
th a t  th e re  is  a c o o rd in a te d  a p p ro a ch  to  the  
o ngo ing  research  in to  the  d is p ro p o rtio n a te  
n u m b e r o f in v e s tig a tio n s  co n d u c te d  in to  
o ff ic e rs  fro m  b la c k  and  e th n ic  m in o r i ty  
b a ckg rounds .

A n t i-c o r ru p t io n  
Page 120

Forces sh o u ld  cease to  use executive  
a u th o r it ie s  a n d  -  depend ing  on the  
c ircu m s ta n ce s  -  e ith e r u t i l is e  th e  e x is tin g  
R e g u la tio n  o f  In v e s tig a to ry  Powers A c t 2000 
(RIPA) le g is la t io n  to  a u th o r is e  su rve illa n ce  
m e thods o r use la w fu l bus iness  m o n ito r in g

X X

A n ti-c o r ru p t io n  
Page 120

Forces sh o u ld  a p p ly  the  f u l l  e ffe c t o f 
the  T e lecom m un ica tions  (L a w fu l B usiness 
P ractice) (In te rc e p tio n  o f C om m un ica tions) 
R eg u la tio n s  2000 to  a l l  m o n ito r in g  
o r re c o rd in g  o f tra n s m is s io n s  on
te le co m m u n ica tio n s  system s used w h o lly ...
o r p a r t ly  fo r  Po lice Service business, 
un less  a u th o r ity  fo r  such  a c tio n  is  g ra n te d  ; 
b y  RIPA.

X  X

10 A n t i-c o r ru p t io n  
Page 128

C h ie f o ff ic e rs  sh o u ld  re v ie w  th e ir  ;
o p e ra tio n a l s e c u r ity  a rrangem en ts  to  
guaran tee  th a t m easures are in  p lace  to  
ensure  th e  in te g r i ty  and  c o n f id e n t ia li ty  o f  ; 
se n s itive  in fo rm a tio n  and  th a t  o p e ra t io n a l; 
s e c u r ity  is  th o ro u g h ly  m a in ta in e d .

11 A n t i-c o r ru p t io n  
Page 140

C h ie f o ff ic e rs  sh o u ld  c a rry  o u t an  ana lys is  
o f  c u r re n t v e tt in g  s tru c tu re s  w it h in  th e ir  ; 
fo rce  and, w he re  gaps e x is t, m ove to w a rd s  ; 
be ing  f u l ly  c o m p lia n t w it h  ACPO's v e tt in g  
policy^ no la te r  th a n  A p r i l  2007.

Centrex -  the Central Police Training and Development Authority. 
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12 U n s a tis fa c to ry  
p e rfo rm ance , 
g rievance, 
e m p loym en t 
tr ib u n a ls  and  
c iv i l  a c tions  
Page 159

The H om e O ffice  s h o u ld  de te rm in e  a 
n a tio n a lly  agreed g rievance p rocedure .

13 W e lfa re  and
s u p p o rt o f  s ta f f  ; 
Page 189

C h ie f o ff ic e rs  sh o u ld  re v ie w  a ll fo rm s  
used in  m is c o n d u c t p roceed ings  and  
u n s a tis fa c to ry  p e rfo rm ance  p rocedures

c o n ta in  a ll  the  necessary in fo rm a tio n , and  
c o m p ly  w it h  e m p lo ym e n t le g is la t io n  and  
p o lice  re g u la tio n s .

X

l i i i i l l i i f i l i i i l i i i i i i i i  
ff f f fk u p p b ir l; ;b i;S  

Page 198

The Po lice  S u p e rin te n d e n ts ' A sso c ia tio n  o f 
E n g la n d  and  W ales shou ld , in  c o lla b o ra tio n  
w it h  p o lice  fo rces, exp lo re  the  o p tio n  
o f  in tro d u c in g  a cadre o f re t ire d  

|||;S d |)S id h |6 h d d h iS ;;;tyh isd iis iM id ^
em ployed  on a re ta in e r bas is  as fr ie n d s .

X X

15 W e lfa re  and  ; 
s u p p o rt o f  s ta f f  ; 
Page 209

C entrex sh o u ld  c la r ify  i ts  p o lic ie s  and  
p rocedures  con ce rn in g  seconded m em bers 
and  w o rk  to  im p ro ve  th e  in fo rm a tio n  
p ro v id e d  before  in d u c tio n  and  increase  the
level of aw areiiess am ong s ta f f  of th e ir ........ ;
p e rso n a l and  p ro fe s s io n a l re s p o n s ib ilit ie s  
fo l lo w in g  a p p o in tm e n t.

16 W e lfa re  and
s u p p o rt o f  s ta f f  ; 
Page 211

The H om e O ffice  s h o u ld  re v ie w  the  
le g is la tio n  re la tin g  to  o ff ic e rs  on 
secondm ent to  achieve tra n sp a re n cy , c la r ity  
and  consistency. Secondm ents sh o u ld  be ; 
sub jec t to  ce n tra l re g is tra t io n  and  
re co rd in g .

^This was also a recommendation in the Commission for Racial Equality report (recommendation 80).
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17 L e a rn in g  th e  The In d e p e n d e n t Police C o m p la in ts
lessons C om m iss ion  (IPCC) sh o u ld , in  c o n s u lta tio n
Page 226 w it h  ACPO, the  H om e O ffice , the

A sso c ia tio n  o f Po lice A u th o r it ie s  (APA)

m o n ito r in g  o f  com p liance , w ith o u t  a d d in g  
unnecessa ry  layers  o f b u re a u c ra cy  o r 
o th e r im p e d im e n ts  to  im p ro v in g  p o lice  
pe rfo rm ance .

18 L e a rn in g  th e  ACPO s h o u ld  w o rk  in  p a rtn e rs h ip  w i t h  the
lessons IPCC, th e  APA, H M IC  a n d  o th e r s takeho lde rs
Page 227 in  th e  d es ign  a n d  im p le m e n ta tio n  o f a

ro b u s t and  tra n s p a re n t p e rfo rm ance  
fra m e w o rk  w h ic h  is  su b je c t to  ro u tin e  
in te rn a l a n d  e x te rn a l o ve rs ig h t a n d  
m o n ito r in g .

19 N e x t steps ; 
Page 256

ACPO, APA, IPCC, th e  H om e O ffice  and  
H M IC , as the  ke y  s ta ke h o ld e rs  in  th e  ;
im p le m e n ta tio n  o f  th is  th e m a tic 's  ;
recom m enda tions , sh o u ld  e s ta b lis h  a 
ded ica ted  im p le m e n ta tio n  g roup  to  re g u la r ly  
re v ie w  th e  p ro g re ss  o f  recom m ended a c tio n  
and  address any b a rr ie rs  to  im p le m e n ta tio n .

X X
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