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1 Introduction

1.1 Background

In 2018 the Home Office initiated the Front Line Review of Policing® (subsequently
referred to as the Review), to provide police officers, police staff and Police Community
Support Officers (PCSOs) throughout England and Wales an opportunity to share their
ideas for change and improvement in policing. The Review consisted of several
workstreams of primary and secondary research and engagement activities. The
activities included a series of workshops with frontline police officers and staff from all
police forces in England and Wales. The Home Office asked the Office for National
Statistics (ONS) to conduct these workshops, providing the Review with independent
qualitative research expertise.

1.2 Objectives

The objectives of the workshops were to explore the front line’s views and experiences
relating to the four pillars of the Review - wellbeing, professional development,
leadership and innovation — and gather their suggestions for changes to improve the
working lives of officers and staff. The themes identified in this research would be used
by the Home Office and wider policing partners to develop policy recommendations.
Topics not in the scope of the Review included pay and resourcing, with other work
being done to address these challenges.

This report forms one appendix to the overall Review report document. The other
appendix documents include a Home Office Technical Annex, an evidence review and
academic papers. Note that in addition to this full report on the workshops, there is a
summary report.

1 https://www.gov.uk/government/publications/front-line-policing-review/front-line-policing-review
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2 Methodology

Twenty-eight workshops were conducted between November 2018 and January 2019,
open to all 43 forces in England and Wales. Two pilot workshops were also conducted,
in October, and have been included in the analysis. In total 244 officers and members of
police staff participated.

2.1 Sample strategy

A purposive sampling technigue was employed. Qualitative research of this kind does
not aim for statistical representation of the population being studied, so does not use
random probability sampling as would a survey. Rather it aims to include participants
reflecting the diversity of the population being researched and having characteristics
that enable exploration of the research objectives. Members of the key subgroups, or
‘constituencies’, are included but not in the proportions they appear in the whole
research population.

It is important to point out that it is not possible, or appropriate, to draw statistical
inferences from a purposive sample. The number of people taking part in the research
is less important than the criteria used to select them. Certain characteristics may be
deliberately oversampled or undersampled. A finding need only appear once in the data
to be of value.

The intention was to capture as broad a range of opinions and experiences as possible.
We aimed to include participants to reflect the composition of the workforce, across the
sample as a whole, as far as was practically possible, with regard to several sampling
criteria. For each criterion we aimed to include people from a range of categories. The
criteria are described below.

Police force: All 43 forces in England and Wales were in scope. The workshops were
conducted across 12 regions. Most regions covered three or four forces, one of which
acted as host (details within Appendix A[i]).

Officer ranks and police staff: In all regions a pair of workshops was held, one for
constables and sergeants and one for members of police staff and PCSOs. In addition,
three regions (London, Kent and Lancashire) also hosted workshops with inspectors
and chief inspectors and one workshop was held with superintendents and chief
superintendents, in London. Attendance at the inspector and superintendent workshops
was not limited to people working in those regions. The groups were divided in this way
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for three reasons. Firstly, because officers and staff might have different perspectives
on the topics from each other. Secondly, so that officer participants would feel
comfortable by discussing their views and experiences with people of a similar rank to
themselves. Thirdly, the officer groups reflected, approximately, the proportions of the
officer workforce in ranks below and at inspector/superintendent level.

Units and roles: In scope were any member of the workforce in frontline or public-
facing roles, in line with the standard HMICFRS (Her Majesty's Inspectorate of
Constabulary and Fire & Rescue Services) definition of ‘frontline’:

o officers from teams/roles including response, neighbourhood, investigation, public
protection, custody, intelligence, command and control and specialists

e special constables

e members of police staff from units and roles such as crime scene investigators
(CSils), scene of crime officers (SOCOs), forensics, custody, command and control,
call handlers, dispatch and front desks

e Police Community Support Officers (PCSOs)

Length of service: We aimed to include participants across a range of levels of
experience: less than two years; two to five years; six to 10 years; and 11 or more
years.

Gender: We aimed to include men and women in approximately their proportions
within the workforce (due to being included in different workshops, the ratios differed
between officers - 70% men, 30% women — and police staff - 40% men, 60% women).

Age: We aimed to include participants across the age range: 25 and under; 26 to 40; 41
to 54; 55 and over.

Ethnic group: We aimed to include black and minority ethnic group participants in
approximately their proportion within the workforce (7% nationally).

Health condition/disability: We aimed to include some participants with self-declared
physical or mental health conditions and disabilities.

2.2 Recruitment strategy

The Home Office Front Line Review policy team asked each force to communicate
details of the workshops in their region to the front line. They sent communication teams
in each force a promotional document (Appendix A[i]), an information leaflet (Appendix
A[ii]) and a screener questionnaire (Appendix Aliii]).



People interested in participating were asked to reply directly to the Office for National
Statistics, with a completed screener. ONS researchers then selected participants for
each group, using the screener information to ensure the range of sample
characteristics was covered within and across the workshops as far as possible.

Participants were invited by ONS and given attendance details. The target number of
participants per group was eight. Ten to twelve people were initially invited to each
group, in the expectation that some would be unable to attend on the day. Invited
participants who informed ONS that they could no longer attend were, when possible,
substituted by another applicant. When the number of applicants for a workshop, the
number of participants able to attend, or the mix of sample characteristics fell short of
that intended, the Review team were asked to contact the forces concerned to seek
additional participants.

In this way, the selection of participants was unbiased, and participants’ confidentiality
was maintained. Neither their forces nor the Home Office would know who took part,
except for a very small number of members of the team who needed the names for the
practical purposes of providing attendance lists to the host forces and meeting
participants on arrival, or who ‘topped up’ the recruitment as described above.

2.3 Achieved sample

Approximately 600 applications to participate were received. A total of 244 people
attended a workshop (including the two pilot groups). The targets were broadly
achieved for most characteristics. See Appendix B for details of the achieved sample
characteristics.

2.4 Workshop format and content
The workshops were conducted by trained ONS researchers.

A topic guide was developed, covering the areas to be explored to address the research
objectives. Probes were developed, from ONS’s analysis of data from digital
engagement, another workstream of the Review that had recently taken place to gather
front line views about the Review topics. The digital engagement consisted of a series
of Twitter conversations on the #WeCops channel, contributions to the Review invited
via POLKA (the Police OnLine Knowledge Area), a secure online collaboration tool for
the policing community run by the College of Policing, and forces’ own communication
channels such as email boxes. The analysis informed the topics to be explored in the
workshops, in conjunction with ideas for probing put forward by the Review team.
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Members of the Review team introduced each workshop to explain the purpose of the
Review, including showing a video of the Policing Minister explaining his interest in the
Review and encouraging participants to contribute. They explained that the topics of
pay and resources were not in the Review’s scope. The Review team members were
not present for the rest of workshop.

We, the ONS researchers, explained our role and the aims and format of the workshop.
Participants introduced themselves. Then each of the four Review pillars was explored
in turn. For each pillar, we presented on screen some high-level findings from the digital
engagement and talked through them. Then participants were asked to reflect on the
findings: whether or not they agreed and whether they wanted to add anything further. A
series of probes about the pillar was put up on screen, and participants invited to give
their thoughts. Emphasis was placed on the desire to identify solutions to issues or
problems that had been identified in the digital engagement or by participants, and how
barriers to achieving these could be overcome. Participants were encouraged to provide
examples of anything they considered to be good practice in their force or other forces.

In view of the number of pillars and themes within each to be explored, a time limit was
placed on each pillar, in order not to exceed the target length of roughly two hours per
workshop.

See Appendix D for the Topic Guide and the slides presented to participants.

2.5 Analysis and reporting

The workshops were audio-recorded and transcribed. The qualitative data were
analysed using a thematic framework approach, whereby the themes are identified from
the data.

Report structure: The report is structured into four chapters corresponding to the
Review pillars.

Reporting ‘voice’ disclaimer:

e ONS'’s role was to summarise and present what the front line said. All the findings
reported are the participants’ experiences, opinions and suggestions, not the ONS
authors’ views or those of the police service or policing partners. We often say, for
example, ‘participants said...’, ‘it was suggested...’, ‘there were calls for ...’, but
even when such phrases are not included it is still the front line’s opinion that is
being presented, as in this example: ‘Specialists, staying in a particular area or role,
should be more valued.’



We have interpreted and grouped the findings into themes, but we have not
evaluated them.

We have not assessed the factual accuracy of participants’ claims or perceptions.
Nor have we made any recommendations about individual findings: we do not have
the necessary expertise and those tasks are the responsibility of the Home Office or
Police Service.

Disclosure control: To preserve the confidentiality of participants we do not identify them
individually or by providing information that could lead to identification by deduction.

Quotes and attributions: Direct quotes from participants are in quotation marks. We
attribute findings and longer quotations to members of sample subgroups when relevant
to the understanding of the point being reported; for example, if it was said by an officer
(often grouped as ‘constable/sergeant’ or ‘inspector/superintendent’) or member of
police staff, or by a more specific role. Very few findings relate to the other sample
characteristics such as gender, age, ethnicity and health/disability status.

Caveats: We recommend the Home Office bear in mind some caveats when using the
findings to develop policy proposals:

Completeness of findings: It should be acknowledged that our participants were self-
selecting, willing and able to take part in the research. We do not know how
representative of the frontline workforce participants were from non-participants, in
respect of their experiences, opinions and ideas for solutions. The report reflects
individual lived experiences and views. We can be confident that many key issues
were identified, particularly those that recurred widely, but we cannot assume that all
related themes or aspects of a theme were raised. Groups differed in the emphasis
they gave to the topics they discussed, and in what matters they mentioned
spontaneously. It is possible that other people — whether participants in other
workshops, or non-participants - would have alternative opinions, experiences and
solutions.

Weighting of findings and wider extrapolation: As noted above, statistical inferences
and quantitative reporting are not the purpose of qualitative research; we do not
report numbers, percentages and proportions. Findings that arose at a number of
groups, are sometimes indicated by words such as ‘widespread, ‘repeated’ and
‘recurring’. However, there were many unique or rarely mentioned findings; where
possible we have grouped these with related ones, as being one aspect or example
relating to a theme, or an item in a list. There are some completely unique items;
though appearing only once they might be important and have wider resonance, and
should be considered on their own merits in terms of feeding into policy initiatives.
Proposed solutions and implicit desire for change: We report the specific proposals
and suggestions that participants put forth to address the problems they identified.
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We also report examples of what participants considered to be good practice, that
could perhaps be employed more widely. Often, however, they did not offer such
solutions and examples, rather they expressed a non-specific desire for change or it
was implicit that they wanted something to change. We recommend the Review
team consider policy solutions for all the issues identified whether or not participants
offered them up.

¢ In presenting the range of participants’ experiences, opinions and suggestions for
change, there are some inconsistencies, tensions or contradictions within the
findings. We have sometimes noted these in the narrative, but probably not identified
all instances. We have cross-referenced topics that are covered in more than one
place in the report, which may help the reader identify further instances.

2.6 Definitions

We have used the following terms and definitions in our reporting.

‘The workforce’ or ‘people’ generally means officers and police staff (including PCSOs)
collectively, or when it was not specified who a point related to. Some references are
made to those constituents separately, that is, to officers alone, or to police staff alone.

‘Officers’ usually means of any or all ranks, or that specific rank was not specified.
Where known and relevant, specific ranks and/or roles are stated.

References to ‘managers’ and ’supervisors’ means officers and/or staff at any level or
role, or the level was not specified.

‘Middle managers’ often means inspectors and superintendents or staff department
heads but was not always specified by participants.

‘Leaders’/'leadership’ are used in various ways; to mean anyone with
supervisory/management responsibility, from first line supervisors upwards, or to mean
more senior ranks/staff grades. Often it is clear from the context which was meant but
sometimes it was not specified.

‘Senior leaders’ generally means chief officer ranks (Chief Constable, Deputy and
Assistant Chiefs), but was sometimes a term used without specification.
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3 Wellbeing

In this chapter we present findings about various factors which were perceived to
influence the wellbeing of the workforce - how able and motivated they are to perform
well, their job satisfaction, and their mental and physical health - including:

e the ‘challenge stressors’, relating to the impact of organisational structures,
operating models and change management on workloads, roles, work patterns, the
ability to decompress and safety (3.2)

e the ‘hindrance stressors’, that is constraints to performance such as bureaucracy
and inadequate tools (3.3)

e the organisational climate and culture, including the role of managers, force
leadership and policies (3.4)

e the provision and adequacy of wellbeing support services, in preventing wellbeing
issues arising and reacting to them once they do arise (3.5)

In identifying these themes, we have drawn on academic work in the other Review
workstreams?.

As explained in the Introduction, all the findings reported are the participants’
experiences, opinions and suggestions, not the ONS authors’ or the police service’s
views. The accuracy of participants’ perceptions has not been assessed by ONS.

3.1 Introduction

The participants engaged positively with the workshops. They demonstrated a strong
public service ethos, and clearly wanted to contribute to improving the police service.
They found the very process of sharing experiences and ideas with their peers and us,
cathartic and beneficial. Despite them relating sometimes difficult experiences and
expressing some critical and negative opinions across the four themes, they were
constructive in their contributions.

2 Graham L, Plater M, Brown N, Zheng Y and Gracey S (2019), ‘Research into Workplace Factors, Well-
Being, Attitudes and Behaviour in Policing - Summary of Evidence and Insights Presented for the Front
Line Review of Policing’

Author: Knight L; Contributors: Britton I, Cahalin K, Callender M, Doran B, Moloney D and Lugli V (2019),
‘Key themes in qualitative research projects with police forces in England and Wales’

Ordon G, Dewar L, and Cameron A (2019), ‘Leadership, Wellbeing, Professional Development and
Innovation for the Police Front Line: an evidence review’, Home Office.

12



Participants broadly agreed with the findings presented to them from the digital
engagement, across the pillars, for example:

“What you said there, all these four categories, they’re exactly the true
image of the things how people are feeling. And | have quite learned,
the stuff which I've heard, it gives me a bit of encouragement today that
I’m not really the ... only one who is ... thinking what I’'m thinking, and
things to change.” (Member of police staff)

Members of the workforce spoke of their dedication to public service and desire to do an
effective job of preventing and solving crime, serving communities and victims well.
There were those who spoke of policing being their vocation and taking great
satisfaction from it and enjoying their role. Reasons given for joining the police service
included the wish to help people and to make a difference to the community.

However, it was said that sometimes those ends are achieved despite constraints
faced. It was thought that although resources had been cut the police strive to make
things work, ensure the job gets done and not fail people, to their own detriment, for
example by regularly working beyond the end of shifts. Varying levels of job satisfaction
and wellbeing were expressed. Some members of the workforce feel less able to meet
their first duty, preventing crime. They feel they have to defend themselves to the public
who comment on the lack of police on the streets. They must explain what the police will
and will not investigate these days due to reduced resource. Giving the public negative
messages, when they have been the victims of crime, impacts on the workforce:

"It's always saying yeah I'm sorry | can’t even do what | want to do to
look after you. And that kind of thing has to have a negative impact on
your wellbeing. Just the constant drip-drip-drip of providing a poor
service to the public is psychologically impactive."
(Inspector/superintendent)

Initial enthusiasm and motivation can be lost as people become disheartened by reality
differing from their expectations and training.

Low levels of wellbeing and morale were reported by some participants across the
sample subgroups, who related various examples of depression, stress, trauma,
breakdown and other forms of mental ill health, or were said to be common in their
forces.

Much of the impact was the result of continual demands of the job over time, including
on their family life; for example, a participant had seen colleagues who had broken
down. The link between resources, austerity, wellbeing and ability to perform the core
police role was highlighted:

13



“The number one priority for the force has to be staff wellbeing,
because ... you can’t protect vulnerable people and fight crime and fight
terrorism if your cops are tired.” (Constable/sergeant)

The causes of lower states of wellbeing were partly due to the demands of the core role,
partly to organisational factors. They were said to cause a build-up of frustration and a
sense of helplessness.

It was felt possible to improve the situation in part by lessening the organisational
barriers that caused frustration by using some creative thought and boldness to
implement ideas. The following sections describe the various organisational barriers
and frustrations the workforce mentioned, along with their proposed solutions,
expressions of desire for things to be changed and examples of what they saw as good
practice that others could learn from.

3.2 Factors affecting wellbeing: ‘Challenge stressors’

In this section we report findings on challenge stressors that impact on wellbeing:
including:

e changes to organisational structures, operating models and individual roles

e change management

e hours, shifts, rest days, leave, breaks and commuting

e detachment from work, ‘24/7’ culture, switching off and rumination

e opportunity for day-to day decompression, socialising, team support networks and
maintaining physical health

o facilities/space for day-to day decompression, socialising, team support networks
and maintaining physical health

e safety issues

3.2.1  Changes to organisational structures, operating
models and individual roles

Impact of changes on work units and general resilience

Various changes made to organisational structures and operating models were
described by participants, such as area mergers, force collaborations, restructuring of
departments/teams and revision of individuals’ roles. They were felt to have impacted
on frontline resource in some teams or areas. Such changes were said to be made at
least partly in response to reductions in funding or reallocation of resources. There were
participants who referred to significant reductions in workforce numbers in their forces,
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for example: closures of teams; losses of a half and of a third of response officers; loss
of 80% of PCSOs; a significant reduction in control room staff; and fewer dispatchers
per shift. It was said that the police service had become insufficiently robust and able
respond to changing circumstances; it had:

“Adopted an engineering philosophy about building the leanest possible
structure ... But [it had not built in] the ability to be able to change to
respond to the environment. ... and that leaves us incredibly fragile and
brittle when circumstances change.” (Inspector/superintendent)

A lack of clarity among the workforce about the detail of the changes being introduced
and their intended impact was expressed. It was repeatedly reported that there had
been inadequate consultation beforehand, or none at all. Changes were thought to have
not necessarily worked out as intended, sometimes being considered a waste of time
and money and to have resulted in unintended consequences. Members of the front line
variously felt they had not been listened to, the impact on them had not been
acknowledged by their leaders, mistakes had not been admitted to and that there was a
lack of accountability of decision makers. (See also 6.2 Consultation and user testing.)

It was felt that changes were sometimes followed by crisis management, with people
being shuffled around teams, roles and areas to back fill gaps in staffing, without
consideration for their wellbeing. Resources ‘on paper’ were said to not always reflect
what is available to the front line, due to individuals being absent or otherwise not
operational.

Examples given of such management included:

o officers not knowing until the start of a shift where they will be working, planning
conducted dynamically on a day to day basis without consideration for how that
affects people

e control rooms under pressure to clear 999 and 101 calls with fewer officers available

e inexperienced supervisors having to work things out for themselves and not taking
the lead in managing workload or challenging the control room

e individuals covering two roles

e neighbourhood teams having to cover response calls, instead of reducing demand,
with those attending calls not being fully sure what to do including the required
administration, because they do not do it enough

Comments were made on more teams having been created and ‘silo’ working. This was
said to have resulted in misunderstandings between teams and unnecessary duplication
of work. There were said to be sergeants at odds with other departments over how a
particular crime is defined, and which department should deal with it, in order to reduce
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their own team’s workloads. A need for more sharing of information, such as between
supervisor peers, was identified, as was the need for more collaborative working, for
example between call handlers, dispatch and the crime bureau.

Suggestions were made: to conduct ‘fact finding missions’ in other departments; for
control room staff to be trained about what officers do, to better understand end-to-end
processes; and for call takers to deal with more at the initial phone call from a member
of the public rather than necessarily refer to officers straight away. A call was made for
hybrid neighbourhood/response teams - this was said to be happening gradually in a
force, but only informally due to neighbourhood officers doing more response jobs.
However, see alternative views about ‘omnicompetence’ and the response role below.

An example was given of a procedural change perceived to have impacted badly on
operational effectiveness in one force was the handover between arresting officer and
office team not working due to lack of continuity. This was thought to have impacted on
the quality of statements being collected and the progression of the entire case.

In a force which had centralised operations, it was thought that things had worked better
when they were run locally; each station dealt with its own crimes and had all the
specialisms required to cover that area. Members of the workforce knew who to talk to;
knowledge was built up and could be shared. ‘Centrally based locally delivered’ policing
was thought not to work, just to be a way to spread out thin resources.

Less ‘back office’ support was said to be available to the front line, impacting on their
ability to cope with core demand. It was thought specialist police staff could take over
many of the jobs that warranted officers are currently doing, often in offices, and do that
work more efficiently. An example was given of one force’s Intelligence Bureau having
been changed from predominantly police officers to predominantly police staff. A
suggestion was made among officers for police staff to take over the remand and
custody process after the handover of an arrest.

It was said that the nature of crime had changed — for example more online or cyber-
crime, new illegal drugs, different ways criminals operate — but that structures and
models had not necessarily been changed appropriately or kept pace. Such changes
were in addition to more traditional crime, but no additional resources were thought to
have been provided to address them, nor had the workforce been given the necessary
training.

There was some acknowledgement of changes having positive impacts on operations.
An example was given of a change that resulted in loss of a third of the workforce but
also a similar sized reduction in workload. Another change was said to have helped
ensure the public could talk to an officer and that it had reduced pressure on the
Criminal Investigation Department. However, this was qualified. Sometimes gains in

16



one department or team were thought to be at another’s expense. Departments were
said to vary in whether they have adequate resource and it was thought difficult to come
up with a solution that would benefit a whole force. Better service to the public was
sometimes said to be provided at expense of workforce wellbeing. For example, a
change to response team structure and shift patterns in a force had a positive impact on
some shifts but a negative one on the numbers on the night shift:

"It's enabled us to generally respond better to the needs of the public,
but at the expense of the safety of the officers involved." (Member of
police staff)

It was said among inspectors and superintendents that in efforts to reduce demand,
officers in some forces are being sent to fewer ‘irrelevant’ incidents that police should
not deal with. This has the effect that they only deal with critical incidents, without
breaks in between, creating more pressure and resulting in more sickness and mental
health problems.

Impact of changes on individuals and their roles

Changes to structures and models, including those resulting from reductions to
resources, were said to have had detrimental impacts on individuals and their roles.
Participants spoke variously of, for example:

e Dbeing less proactive and more reactive in their work

e having a lack of clarity about their roles

e the need to demonstrate new or different skills that they did not have

e conversely not utilising advanced training skills following changes

e more lone working and having larger areas to cover (requiring more travelling and
impacting on safety (see also 3.2.7 Safety Issues)

e their local knowledge reducing; less community engagement being possible

e feeling frustration as a result

Calls were made to re-establish or improve community relationships that it was felt had
diminished, to show that police are working to protect and serve the public and to
restore the workforce’s pride in what they do. A need to do more community policing,
including a return to ‘safer neighbourhood’ teams, was expressed, to address the loss of
intelligence and response ‘firefighting’. (See also 5.3 Setting direction and the purpose
of policing.)

Participants variously reported being overloaded, working under constant pressure,
feeling less able to do a good job serving the public and solving crime, having increased
stress/mental and physical health problems (including anxiety, depression, suicidal
thoughts, other diagnosed conditions), and increased sick absence. The impact on
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wellbeing of a new model and loss of resilience with the same amount of work was
described as an underplayed side effect of the current working conditions.

Views were expressed that the response officer role, despite being core to policing, had
over time become undesirable. It was described as, for example, "the hardest job";
"relentless" and "the department that can't say no". Response officers were said to
sometimes lack the right experience and skills to serve the public well, or to be
demotivated. A view was expressed to make response more attractive and for it to be
seen as a specialism, in order to better service demand and improve retention. An
example was given of a force said to have reduced the demand on response teams by
allocating more crimes directly to specialist units where possible, such as domestic
abuse, drugs and sexual offences.

A recurring view was that there are more inexperienced officers and staff than in the
past, who are less able to perform their roles, with impacts on themselves and their
colleagues (see also 4.1 Recruitment and Initial Training). They were being put in
situations that in the past would have been the responsibility of more experienced
officers. Constables with little experience are teaching new recruits, feeling the pressure
of expectation:

"I'm like oh crikey, | feel like | need to ask somebody else now. And
then I'm like well no should | know, should | know this answer or how to
work it out." (Constable/sergeant)

As a result, added pressure was placed on experienced colleagues and supervisors to
provide advice and support.

A belief was expressed that the definition of a police officer career has been changed,
deliberately: force leaders do not want officers to have long careers, due to more
experienced people receiving higher salaries and having higher sick absence rates.
Rather they encourage turnover; young, expendable officers will be less emotionally tied
and leave before their wellbeing issues need to be managed by the police.

Long term impacts and risks were perceived: in combination with expected retirement
patterns, some teams/roles will be left with those largely inexperienced and lacking
resilience. Resilience and enthusiasm levels were said to drop within two to three years
of recruitment, with resultant retention issues. This, it was said, will impact on policing’s
future ability to perform its role. A need to address recruitment and retention issues was
identified; another was to review initial and ongoing training/development. (See also 4.1
Recruitment and initial training).

There were PCSOs who said they had been affected by reductions in officer numbers.
They described an increase in and change to the nature of their workload: being moved
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around frequently, dealing with more calls as first responders, including more complex
cases, having to complete crime reports, doing work not intended to be included in the
role and for which they do not have powers or training. Sometimes jobs would take
longer than if an officer had been able to attend. They felt a safety risk, needing to
defuse situations, and that the ‘non-confrontational’ job description should be changed
as it has not kept pace with social change, for example more belligerent attitudes
towards them by young people. (See also 3.2.7 Safety issues and 3.3.3 Statutory and
legislative requirements.)

Omnicompetence

There was repeated expression of dislike and scepticism about ‘omnicompetence’, that
is being expected to acquire and demonstrate a variety of competences within a single
post. This requirement was said to be difficult to achieve, resulting in people who are
all-rounders but lack deeply specialist skills: a “jack of all trades, master of none.” They
felt a lack of experience, knowledge and training to carry out such roles effectively. It
was said that chief officers advocate the concept but appear to be unaware of the
complexities of roles and tasks, and that specialisms were being discouraged but were
needed and wanted:

“This idea of omnicompetence, everybody can do everybody else’s job,
but | can’t walk into anybody else’s job in this room and immediately
pick it up. They're better at it because they're experienced at it.”
(Constable/sergeant)

"Why do you have to be omnicompetent ..., why can’t you have a
specialism that you’re very good at, that you like, that you want to stay
in." (Constable/sergeant)

A desire was expressed for specialisms to be introduced in a named force where it was
said there are none.

There was some concern that national leadership programmes were not delivering, due
to focusing on individual development more than organisation need. However,
individuals may not be benefitting in the way intended, being subject to stress and sick
absence. The results of omnicompetence were thought to include mistakes, risks, and
not putting victims first as per stated policy. Some people are deterred from seeking
promotion as they do not want to move to an unfamiliar area or role they do not want.

More positive views were expressed among inspectors and superintendents, that it was
good to be omnicompetent provided people are given support, and that officers in local
policing teams in their force were “pretty much a Jack of all trades”.
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Calls were made for managers/leaders to recognise individuals’ abilities and interests,
and to put together mixed teams.

Examples of omnicompetence or expectation of people to take on new tasks included
response officers now investigating crimes that they formerly would have passed to the
Criminal Investigation Department (CID) or other teams. Keeping jobs to resolve
themselves rather than handing over to others was very different to what they were
used to and resulted in stress and a struggle to provide good victim care. A particular
force’s scheme was said to be a good concept in theory, by ensuring the public could
speak with an officer and relieving pressure on CID, but did not work well in practice
due to lack of officer numbers and necessary training (for example in how to investigate
burglaries, sexual assault and cybercrime, how to download a mobile phone, and in
Achieving Best Evidence). Calls were made for such schemes to be dropped and to
bring back a department to progress case files or to progress the administrative side of
an investigation.

However, there were also views that multiskilling is sometimes desirable. An example
was that forces vary in whether individual call handlers deal with 999 calls only, 101
calls only, or both; a view was that staff prefer to take both types — the former being
more straightforward, the latter needing more interrogation. Another example was of a
force where Scene of Crime Officers (SOCOSs), forensics and crime scene investigation
(CSI) staff used to ‘cross fertilise’, being trained in each other’s skills so they could
provide each other with cover when required and gain wider experience; however,
following the introduction of collaborative working with neighbouring forces they were
told to work in own bureaus only, to their dislike.

Further overarching solutions

In addition to the specific proposals, ideas and examples of good practice reported
above, participants spoke of the need for more fundamental or overarching changes.
Root causes of wellbeing issues were often said to be reduced resources, changes to
pay, pensions and conditions. Calls were made for more police funding but there was
also acknowledgement that additional resources are not the only solution, rather there
was a need to look at things from the ground up (see also 5.4.2 Government support for
the front line).

Proposed solutions included:

¢ redesign and simplification of operating structures and models

e changes to command structures (see 5.3.3 Leadership versus management cultures
and rank structure)

e more consistency nationally, not 43 independent bodies; including a national police
service or force mergers, or at least more central control, standards and mandates.
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Though some drawbacks to such mergers/collaborations/centralisation were
identified (see 6.3 More collaborative approaches to policing)

3.2.2 Change management

It was widely considered that one of the drivers of transformation of organisational
structures and operating models, with consequent impacts on teams and individuals as
described above, was the phenomenon of ‘change for change’s sake’. There was
widespread criticism of the amount of change parts of the service is subject to and how
change is managed. While it was acknowledged that change is sometimes necessary, it
was thought often to be unjustified and not well motivated.

There were views that structures and processes that work were unnecessarily changed,
that there was reinvention of the wheel, and that changes were sometimes reverted or
things ended up back where they began.

A prime motivator was repeatedly identified: the competitive promotion process whereby
to progress in their career people must demonstrate that they have made impactful
changes or been innovative, adding achievements to their portfolio. This was often
associated with those people not staying in post long before they move on.

Changes, even when quite small or localised, had some undesirable impacts on people
in the area concerned: they were said to be unsettling for the workforce both before they
were introduced (including, for example, alarm among police staff at rumours of change
and their potential impact) and after implementation. Impacts were said to include:
discontinuity in line management/supervision; no build-up of expertise by the person
introducing a change; negative outcomes on operational activity; loss of accountability
as the impact of change can take time to materialise, by which time the introducer has
moved on; and risk that it would not be easy to undo the damage caused by poorly
considered or implemented change. The quote below summarises such opinions:

"Now there’s such a fight ... everyone’s scrambling up to get wherever
they need to be and it’s like ‘I've just got to do this, I've just got to do
this’. And they’re just focused on that and they’re not focused on
actually what’'s going on around them. ‘Oh, | know, I’'m going to change
the bin from that side of the office to the bin from that side of the office,
because that’s openness to change and I've just changed something’ -
really, you know. Don’t worry about changing it, because actually it
works fine as it is. Don’t come in, mix it all up and then [leave] in six
months’ time, because that’'s what's happening all the time."
(Constable/sergeant)
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Even when it was thought that the motivation for change was well intentioned it was
pointed out that change takes a long time to bring about. Long term vision or goals
cannot be set if a person is going to be in post for a short time. (See also 4.3.2
Effectiveness of promotion processes.)

For their part, among inspectors/superintendents it was felt that they had large change
portfolios to manage along with operational or command responsibilities, but too few
staff to be able to deliver that change.

It was thought that changes should only made be for positive reasons, that evolution
was better than revolution and that changes should not be implemented without
consultation of those who would be affected. It was also thought that learning from other
areas or forces should be considered before coming up with solutions in isolation. (See
also chapter 6 Innovation.)

A recurring opinion was to end the requirement to demonstrate implementation of a
change in the promotion process. Another was to end the culture of having to fulfil two
or more roles in a rank before progressing (provided the individual can demonstrate
transferable competencies). It was thought that individuals should stay longer in a role
(for example, a minimum tenure or having to see a change through its implementation).
Specialists, staying in a particular area or role, should be more valued. There was a
need to achieve balance between individuals staying in post and helping their lateral
development and progression. (See also 4.3.2 Effectiveness of promotion processes.)

Examples were given of forces with change management teams that have long term
aims and systematic approaches to reviewing processes, identifying need for change
and what it should be, resourcing and managing change properly.

3.2.3 Hours, shifts, rest days, leave, breaks and
commuting

Working hours and shift patterns

Various issues relating to the shift patterns and working hours of officers and police staff
were identified. Some participants were content with their work patterns, but others
were not. There were comments on shift patterns impacting on people’s work, through
fatigue, and their wellbeing, for example shifts described as “terrible” affected sleep,
with consequent health issues. It was thought that an effect of reduced staff numbers
was that those who manage shift patterns are more concerned with having people to
cover all 24 hours and meet demand, rather than the impact on individuals. Patterns
were said to be defined by business need and ‘inflicted’ on people by managers who do
not have to work them personally. A lack of forward planning of shifts was identified.
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Shifts are changed at short notice which disrupts people’s plans. Calls were made for
more joined up thinking, a national shift pattern and for better IT systems to generate
patterns. However, it was said that individual preferences differ, there is no single
solution, and the range of opinions supported that view.

Officers varied in the shift patterns they worked and their views of them:

e The shift pattern of two earlies/two lates/two nights met with varied views, tending to
the positive. It was repeatedly thought to be a good pattern and one that forces
should adopt if they did not have it. An example was cited of a change to six on/four
off having resulted in a great improvement in wellbeing. It was said that there were
statistics which showed this pattern, with gradual increase to nights, then some rest
days, being better for the body than some other patterns. It was suggested this be
introduced nationally rather than leaving patterns up to forces. Provisos were that
there should be crossover period between shifts, and adequate cover on the night
shift, not a ‘skeleton’ number between 3am and 7am. There was also a view that this
pattern affected some officers’ ability to progress crime investigations, for example
they cannot take a witness statement late at night. Forces were said to define ‘lates’
in different ways.

e The two earlies/two lates/two nights pattern was considered better than six on/three
off, where earlies, lates and nights were considered to lack regular pattern, or
seven/two or seven/three.

e A different preference was expressed, for four on/four off.

e Varied views were expressed about long shifts of 11 or 12 hours.

e The importance of the statutory 11-hour gap between shifts was mentioned. It was
said to not always be attained in practice through, for example when training was
arranged to start early following a late shift. An issue was identified for officers on
custody whereby they were kept late on shift due to the needs of the Police and
Criminal Evidence Act (“PACE clock”), having to return six or seven hours later to
start a new early shift. It was said that should stop and related police regulations
perhaps be reviewed. It was said a change to PACE could be required so people do
not have to be interviewed until the morning.

e There was felt to be a need to consider what are the appropriate patterns for certain
roles or teams, such as neighbourhood and investigation (for example whether they
need to work nights).

e There were calls to ensure debriefing, fitness and/or paperwork time were built into
shifts (see also 3.2.5 Opportunity for day-to day decompression, socialising, team
support networks and maintaining physical health).

e There were officers whose six-week shift patterns create an extra or spare day every
10 weeks (see also 3.2.5 Opportunity for day-to day decompression, socialising,
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team support networks and maintaining physical health regarding the use of such
days for training or teambuilding/wellbeing activity.)

Police staff similarly had varied experiences and views about shift patterns/working
hours.

e There were mixed views about the preferred length of shifts. For example: five to six
days of 12-hour shifts was thought tough, difficult and lonely when working
separately from a team; a forthcoming move from 10-hour to 12-hour shifts was
mentioned with the opinion that staff do not think they will be able to cope and that
increased sick absence was anticipated. A different opinion was 12-hour shifts with a
few days off being preferred to eight-hour shifts, with benefits of less overall
commuting time and longer breaks. A participant considered their current pattern of
10-hour shifts, never more than four days in a row, to be the best. However, 10-hour
shifts were thought too long for some units such as control room, where staff work
non-stop, under great pressure.

e Different rotating patterns with their benefits and drawbacks were mentioned. For
example, six on/four off was liked while seven on/two off on a three-week rotating
pattern was thought difficult, staff being tired and their mental health affected.

e |ssues were identified with inadequate numbers of staff per shift, for example in call
centres and control rooms. Numbers were unevenly spread through day, for
example a call taker spoke of ‘pinch points’ when they have few people taking calls.
Staff worked longer hours than they were meant to - double in some cases - due to
the need to meet workload; this was thought unsustainable. Late shifts that should
finish at midnight did not because the following night shift would be short staffed.
People had to be moved between shifts to cover; a participant described how
sometimes there are few people handling calls for a whole county which they said
can be extremely difficult to cope with. Such issues were described as ‘destroying’
work-life balance, for example a lack of time to spend with family when working lots
of nights or weekend afternoons.

e Some positive views about working hours were expressed among staff, such as
flexibility of hours when office based, not needing to stay late or do overtime. A view
among PCSOs was that their work/life balance was better than for officers, allowing
more flexibility; this was cited as a reason for being put off applying to become an
officer.

A comment was made that requests for flexible working patterns for an individual take a
long time to be considered and should be dealt with more quickly as wellbeing can be
affected, for example worrying about childcare. One force was mentioned as an
example of local management having discretion to quickly approve a flexible working
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pattern for up to eight weeks while the process of approval by a resource management
group, chaired by a superintendent, is ongoing.

Rest days, overtime, annual leave and bank holidays

Some issues with taking time off work were identified.

It was repeatedly said that rest days are cancelled frequently. This was said to impact
on the following rest day, with the result that people are unable to catch up on rest, feel
exhausted and that they are never away from work. An individual can regularly lose rest
days; examples were given, including a supervisor having to fill in for another for weeks
on end, despite contacting those who manage shifts and their human resources
department (HR); and an officer who had to be signed off with exhaustion. There was a
suspicion that rest days are cancelled because that is less expensive than paying
overtime.

Overtime was said to be offered as an incentive that some could not resist, a necessity
for many to increase their income and ‘make ends meet’. This was felt to further reduce
opportunity for rest and recuperation.

Annual leave was said to be sometimes difficult to book, due to low staff numbers;
people need to be competitive, even ‘ruthless’ to secure it. Varied examples of booking
processes were mentioned. For example, in one force people were required to submit
requests many months in advance; approval could take some time and by the time the
leave comes around people have changed role/team or work requirements put pressure
on them to cancel or revise it (for example, to fill gaps on shift, attend court, training).
Examples were given of better systems where people applied for leave less far in
advance, and an automated system that would show if the date(s) were available and
could be booked by the individual.

Some lack of fairness in allocation of bank holidays was identified; for example, it was
said some people can work six out of the eight days, or do not get time with their family
over Christmas. It was felt that allocation should be more equal.

A general issue identified about working hours and days off was resource management
departments not knowing what resource will be needed when and where, with people
being pulled in different directions. There was a view that gradually minimum or critical
staffing levels have become the acceptable standard. Calls were made for better
planning of shifts and leave, and for more protection of rest days. There was a view that
a rest day should be enforced when someone has worked a certain number of
consecutive days (for example, six). It was thought that should be the case even if the
individual wants to come in, because they might not recognise their own need for rest.
Better planning, months in advance, was said to be needed for particularly busy events
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that occur each year, but some forces nonetheless are not prepared for; examples
included Halloween, Christmas, New Year’s Eve and festivities held in public spaces.

Refreshment and toilet breaks

Issues with breaks during work were identified by officers and police staff, including not
having time to take breaks at all and breaks being often shortened or cancelled.
Meeting demand was considered to take precedence over having something to eat.
This was despite, for example, officer regulations stipulating a 45-minute break. It was
said that their only option was to consume food while working. Some patrticipants felt
they have no down time, but just go from job to job. Consequently, there was a lack of
opportunity to decompress and socialise (see also 3.2.5 Opportunity for day-to day
decompression, socialising, team support networks and maintaining physical health).

Examples of inadequacy of breaks given by members of the workforce who work largely
away from stations and offices included: a PCSO having no toilet break in 13 to 14
hours; officers having a five-minute break in a nine-hour shift; no breaks for a staff
investigator when at crime scenes; and there being only one vehicle taking
refreshments to people to cover a whole county.

For office-based staff, examples of issues with breaks included: working 10-hour shifts
without a break; only getting a 15-minute break on an eight-hour shift, including time to
log off, go to the toilet, get something to eat and return (contrasted with 25 minutes on a
12-hour shift); time being monitored, and lateness queried. Timing of breaks was also
mentioned, for example the lunch break being eight hours into a 12-hour shift, the
preference being for it to be closer to half way.

It was felt difficult to complain and get things changed. Calls were made for supervisors
to take responsibility for ensuring people have a break; for better planning of breaks in
shifts; and for more flexibility in allowing changes to timing of breaks. An example of
what was considered good practice was a force that tries not to have staff lunchtime
meetings and ensure all get a break, though it was said that is not always achieved, and
is different for those working shifts.

Commuting to work

It was said that many members of the workforce have long journeys to work, due to
being unable to afford living costs near the workplace. The following points about
commuting were mentioned.

e The length of commuting times (on top of long hours) and difficulties experienced on
journeys was said to affect wellbeing. The ability to socialise and decompress after
work is reduced.
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e Car parking space was said to have been reduced or was not available, in part due
to sale of police estate. Calls were made for more car parking near the workplace.

e A complaint was made that a senior management team have free parking at the
station while junior officers and staff, who are lower paid, must pay for public car
parking; this was seen as outdatedly hierarchical.

e Safety concerns were mentioned among members of the workforce about walking to
their car, bus stop or train station, or being on public transport, late at night, and
about how to get home if working late after public transport has stopped.

e Travel time not being factored into duty planning especially for people living a long
way from the workplace, which can mean the statutory time off between shifts is
effectively reduced to less than the minimum.

3.2.4 Detachment from work, ‘24/7’ culture and work
life balance

There were participants who said they were able to leave work behind at end of their set
working hours. For example:

“I'm in a very good position where I'm in custody and | do my 12 hours
and that’s it. And as long as everybody is alive when | leave | can forget
about it and | don’t give it a second thought when | get home.”
(Constable/sergeant)

There were others who felt less able to clearly demarcate between work and home; they
talked of difficulty ‘switching off’ and getting to sleep, and of not getting enough sleep.
Their tiredness impacts on their effectiveness on the next shift.

There were people who spoke of ruminating on work at home, including about specific
incidents/ experiences, when decompression and debriefing at work is not adequate
(see also 3.2.5 Opportunity for day-to day decompression, socialising, team support
networks and maintaining physical health and 3.5.3 Debriefing of specific
incidents/experiences). Some mentioned passing their stresses on to family members
or felt unable to talk to their family about their difficult or traumatic experiences because
they would not be understood.

There was also widespread reporting by participants of working outside set working
hours, including staying on after the end of a shift, taking work home and feeling obliged
to be contactable off duty.

Some benefits to working outside set hours were identified, including being able to
complete work they had not had time to during normal hours/in the office and catching
up on emails. A desire was expressed to be able to concentrate on new jobs/tasks the
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following working day/shift, starting it with a ‘clean slate’, or to continue the momentum
of other tasks, rather than needing to catch up on the previous day.

However, there were repeated concerns about the culture of long hours and taking work
home being unhealthy.

Work was said to increasingly encroach on home life. People do not have time to
recover and be fresh when they next go into work. Mobile technology was considered to
have had a major impact, for example people being encouraged to check mobile
devices at home for emails, social media messaging, or expected to take phone calls,
such as requests to come into work to provide cover and offers of overtime. Email
culture was seen generally as a problem: the large quantity of emails to deal with was
described as overwhelming, with people questioning the necessity of so much email
use.

Precedents were said to be set by some managers working long hours. People spoke of
the pressure of being seen to work long or late hours if they have career aspirations.
Middle managers sometimes felt expected to be like senior leaders. Among inspectors
and superintendents feelings were expressed of never being away from the office,
always at work, including time working at home and being on call; that there are not
enough hours in the day to deliver; and doubt about being able to work at such intensity
for the rest of their career.

Feelings of pressure included conflict between obligations felt to colleagues and the
public and how much work they are physically capable of doing, described as a “sense
of moral anxiety” and “severe tension”. This included guilt at letting victims down, the
risk of something happening to a vulnerable person for whom they had responsibility,
and at being absent ill (see also 3.4.6 Sick absence management/policies). These
feelings were thought to apply across ranks. People spoke of no longer having faith that
someone else would cover their investigation, and of worrying that if something went
wrong while they were off duty they could nonetheless be examined or interviewed
under caution. The quote below illustrates the obligation members of the workforce feel
and how it impacts on their off-duty time:

“As a sergeant, | spend more of the time with my officers saying try not
to think about it whilst you’re off, we will deal with it, while you're
training, whilst you’re on annual leave. | had one of my staff messaging
me yesterday regarding a high risk domestic: I've passed this over, I've
done this, can do you do that, can you make a call there, duh-duh-duh.
He’s off, he should be off, but he’s that concerned about this victim that
he’s at home and for the last two days he’s been doing bits and pieces
whilst he’s been there trying to keep the wheel on; whereas, if he was
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slightly more sanguine about it he’d be saying I've done my bit, and
left.” (Sergeant)

Among participants the following solutions to the culture described above were
proposed.

e There should be a separation of work and home life; policies and rules need to be
introduced. It was mentioned that Police Federation advice is to not work at home or
to claim the time back, but this was not always being followed.

e There should be culture of leaving work phones at work.

¢ Reduce the use of email and manage email culture so people, for example, consider
what is appropriate to use it for, who they need to send or copy an email to.

e Supervisors should ensure better handover of work to the following shift, informing
them of the background of cases, what has happened so far, what needs to be done
next.

e There is a need to design a system that looks after individual accountability
throughout the day, every day so people can leave work knowing that someone else
has taken on a safeguarding risk.

e Forces that do not already have night superintendents should explore having them;
there was a view that those who do probably have better wellbeing.

3.2.5 Opportunity for day-to day decompression,
socialising, team support networks and maintaining
physical health

This section describes participants’ experiences and views relating to relationships with
their team colleagues and opportunities to decompress — talk about work with their
peers — socialise and maintain physical health, on a day to day basis. (Later sections
cover mental health checks and wellbeing services relating to build up of stress, and
debriefing after exposure to, for example, trauma, critical incidents and abusive
material).

The importance of decompression and socialising in helping prevent the gradual build-
up of mental health problems was mentioned. However, loneliness, a lack of company
or communication with colleagues and difficulty finding opportunity to talk with
colleagues were described by participants across the workforce, among officers at
different ranks, PCSOs and other police staff. Examples mentioned included the
following.

e Officers, PCSOs and other police staff such as crime scene investigators working
alone much of the time, in both urban and rural areas, sometimes geographically
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large. They felt distant and isolated from colleagues and supervisors, affecting their
morale.

e Getting together with the rest of their team being a rare occurrence (for example,
only once or twice a year).

e A PCSO working in a mixed team with constables where the interaction and
communication between them was considered inadequate, described as a “them
and us” atmosphere (see also 3.4.2 Culture between warranted officers and police
staff including PCSOs).

e People going straight home at the end of their shift without returning to a central
point (for some their lengthy commuting time compounds the need to do this),
finishing shifts at different times to their colleagues, or staying late, all resulting in
less time for socialising, less camaraderie, relationship building and understanding
of each other.

e A view that superintendents lack time and opportunity to decompress with either
those they manage or their own managers — described as being a “lonely” rank.
Peer support can come from keeping in contact with the cohort they trained with,
though they may be spread across forces.

e Police staff in telephone operations feeling lonely, with no-one to go on break with.

Participants proposed the following solutions to address issues such as these.

e Allow officers and police staff time out to decompress. This was mentioned among
inspectors/superintendents as well as constables/sergeants and police staff.

e Create opportunities for day-to-day interaction between individuals. Repeated
mentions were made of the benefits of being able to talk informally with a trusted
colleague, perhaps needing only a few minutes to mentally process an incident or
experience, learn lessons and share intelligence before moving to the next job.
Widespread calls were made for (a return to) more double crewing and greater
teamworking among officers. One view was that such time to talk was more effective
than volunteer or non-professional initiatives (see also 3.5.4 Volunteer/non-
professional wellbeing services).

e Have debriefings at the end of a shift or in the overlap between shifts, for the team to
share experiences and learn from colleagues (at least once/twice a week; instead of
doing paperwork). (see also 3.5.3 Debriefing of specific incidents/experiences).

e Create time for teams to exercise together (go for runs, time in the gym), built into
shift patterns, for example after handover of work to the next shift (an example was
given of a force doing that). It was noted that this would require supervisors to
ensure that it does happen, and chief officers should be prepared to stand up for the
benefits to officers. There was a suggestion that such exercise could be mandatory.
(See also 3.5.6 Physical health promotion and support).
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e Integrate a focus on wellbeing into the daily routine (for example a mindfulness
session).

e Enable teams to talk together and bond informally away from the day to day role. For
example, team building/wellbeing days (which could be structured or left to the team
and supervisor to decide what would be beneficial, such as a hike). Some existing
training days (not all of which were considered to be useful) could be used for this.
There was acknowledgement of potential difficulty in finding mutually available time
for all in a team, for example due to shift patterns or flexible working; and that it
might require some people to come in on rest days but that could be shared across
team. Good advance planning would be necessary.

e A call was made to bring back residential courses.

e An example was given of an internal social media forum being a good means for
officers to have interaction.

3.2.6 Facilities/space for day-to day decompression,
socialising, team support networks and maintaining
physical health

In addition to the discussion of time and opportunity for decompression and socialising,
there was discussion of facilities and common spaces that support such activities: for
example, canteens, bars/social clubs, gyms, breakout/refreshment rooms and kitchen
equipment.

Various examples were given of police stations/offices which did provide such facilities;
and of efforts by forces to improve the environment.

There were also widespread examples of the lack of or inadequacy of facilities. This
was seen to indicate a lack of care for the workforce by the employer. Participants
spoke of their basic requirements not being met (including a reference to Maslow’s
‘Hierarchy of Needs’) and the need for a good environment, such as somewhere to
store kit, a tidy report room, a decent place to have a meal break (not at the desk, in a
corridor, or in a cramped room), a breakout area or quiet space. Water coolers were
cited as lacking, despite being important in public facing spaces and for officers wearing
body armour in hot weather.

Facilities that are provided were thought to often be inadequate; for example, faulty
equipment, provision not sufficient to serve the number of staff and unwelcoming
communal rooms. Mention was made of the lack of common spaces for people to mix
with colleagues more widely resulting in unintended segregation of teams or roles.
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There were examples of requests for such facilities being refused by force
managers/facilities teams, lack of money for them, and people obtaining a room,
painting and furnishing it themselves due to lack of organisational support:

“The fight and bureaucracy you’ve got to go through to get it in the first
place, and it's people | think like us that either care or are passionate
about that sort of thing that had to get it started, the organisation aren’t
providing it.” (Member of police staff)

Loss of spaces like canteens and gyms was linked to reduction in the estate, due to
sale of buildings, and increased sharing of locations with other services, such as social
services or other local authority services. An example was given of tension created by
such proximity, because police workers did not feel able to talk about their work within
the hearing of those services’ staff in an open, shared environment.

Officers, PCSOs and staff who must buy and consume food in public (from cafes and
takeaways), as a consequence of the lack of opportunity or facilities to take a meal
break in the station or office, said they have to deal with being judged and criticised by
members of the public for doing so.

Solutions to these issues that participants mentioned included the following.

e Provide more and better facilities/spaces of the kinds mentioned above, throughout
the service. This includes local stations/offices not just at HQ/central buildings.

e Fund sports and social clubs (as used to be the case).

e Provide gyms/physical recreation facilities (See also 3.5.6 Physical health promotion
and support).

3.2.7 Safety issues

Several issues around the safety of officers and police staff were mentioned.

Lone working/single crewing

Changes to operating structures and reductions in team sizes were said to have
resulted in more lone working and single crewing. This applied to officers, PCSOs and
other police staff such as investigators and scene of crime officers (SOCOSs), both male
and female, and applied in rural areas and urban areas. Concerns for safety have
resulted: people feel vulnerable, with back up not available quickly or at all. This is
sometimes compounded by, for example, a police radio not working or being out of
signal range. Supervisors are sometimes unaware of their officers’ or staff’s
whereabouts - for example the control room will dispatch a PCSO without informing
their sergeant - and therefore cannot ensure back up if needed.
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Among police staff, examples of safety concerns through working alone included a
SOCO covering a very large area with long distances to travel - sometimes at night,
and, if on call, possibly after having done a long shift - with no-one knowing whether
they got home safely after attending a job. Another example was of an investigation
support officer not having defensive or risk assessment training and having to justify the
need for a radio. Another member of police staff reported having been physically
attacked.

Such issues resulted in people feeling that their safety is not of concern. Tension was
felt between doing the job required and maintaining personal safety. Members of staff
and officers can be reluctant to challenge the control room when dispatched to a solo
job.

A view repeatedly expressed was that double crewing should be the norm, for safety
reasons (see also 3.2.5 Opportunity for day-to day decompression, socialising, team
support networks and maintaining physical health). A proposal was made to revert to
open radio communications rather than point-to-point, to increase awareness of
everyone’s movements; it was said that some forces still use this or have reverted to it.

Officer safety equipment

Views were expressed that more, or all, officers should be issued with Tasers,
especially when single crewing. A similar point was made about issuing body worn
video more widely. Some officers felt that incapacitant spray is ineffective.

Police staff concerns

PCSOs in some forces perceived their role to be non-confrontational but described how
that was not always the case in reality. Examples were given of dealing with drunken
fans at a football match, of how conflict is frequently encountered in a city centre, and of
concern at being unable to escape an assailant while on moving public transport without
adequate means of self-defence in comparison to officers.

There was a view that PCSOs are not always differentiated from officers by the public:
their uniform has gradually become almost identical to that of officers, and they drive
similar vehicles. It was suggested the uniform should be more distinct. Though it was
also thought that this in itself might not be sufficient, because, for example, people
under the influence of alcohol or drugs would not notice; rather PCSOs should be given
suitable equipment and training (for example, confined space training, for those working
on public transport).

There were PCSOs who would like ability to maintain personal safety, and that of the
public, by being issued with handcuffs, incapacitant spray or body worn video, and/or by
having power of arrest or detention. It was felt this should be reviewed before a PCSO

33



gets killed on duty. However, there was also reference to variation in PCSQO’s views, for
example one force’s survey showed some PCSOs do not want handcuffs. Mention was
made of the 2017 Policing Act allowing chief officers to equip PCSOs and police staff
with incapacitant spray, but it was not known whether any had.

It was felt the PCSO ‘non-confrontational’ job description should be changed. There
were calls for PCSO powers to be reviewed. (See also 3.3.3 Statutory and legislative
requirements.)

Similar comments were made about the uniform and vehicle livery of other police staff
such as SOCOs and CSils not being distinct from officers. They included an opinion that
there was deliberate ‘blurring’ to create the impression of there being more officers. As
a consequence, they felt an expectation by members of the public that they can do what
an officer could. They felt at risk of attack and experience of this was cited. The view
that staff should have a more unique image was expressed.

It was said that the reduction in officer and PCSO numbers means police staff
investigators are often the first responders, but do not have safety equipment or self-
defence training. The view was expressed that they should not visit a scene until an
officer or PCSO has evaluated its safety.

Driving risks

Risks associated with driving on police duties were mentioned. This including when
driving with blue lights, especially on long runs in larger geographical areas.

It was felt that the dangers of driving when tired (whether on blue lights or not), due to
long shifts, particularly at night, are not recognised. There was perceived to be an
expectation for officers to be out of the station - an example was given of officers being
reprimanded for being inside - so they go out in cars, even if in their view that would not
be productive.

Miscellaneous safety issues

There was a view that the inability to recruit sufficient numbers of officers has resulted in
lack of ‘safety in numbers’ when responding to incidents or when policing events.

It was felt among custody officers that the number of suspects having to be managed
alone or by very few people is too large and very unsafe. An example was given of
being personally responsible for 90 people, and of that number made even larger by
having to cover for an absent colleague.
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There was a view that the inexperience and/or lack of resilience of new recruits can put
the safety of the more experienced at risk through having to look after those colleagues
as well as themselves during incidents.

A perceived risk relating to the police’s focus on using mobile technology was
mentioned: for example, officers can be distracted by having to use an app on a device
during a confrontational situation when they need to have an eye on maintaining their
safety.

3.3 Factors affecting wellbeing: ‘Hindrance stressors’
In this section we report findings relating to hindrance stressors, including:

e external demand and the relationship with partner agencies

e Dbureaucracy and procedural inefficiencies

e statutory and legislative requirements

e targets and performance measures

e |IT systems/equipment, uniforms, vehicles, other equipment and services

3.3.1 External demand and the relationship with
partner agencies

There was widespread frustration at the police service having to absorb demand that
was considered to be the work of ‘partner agencies’ including health and social
services, particularly relating to dealing with people experiencing mental health
episodes, detaining people under the Mental Health Act, and vulnerable children and
adults. It was said that this demand was not core police work.

This demand was particularly acute overnight and at weekends when some of those
agencies are not open. It was perceived that the police are seen as the service that will
not refuse to assist, that is constantly on duty and that takes on responsibility from 4pm
on Friday to 9am on Monday morning. Repeatedly, frustration with the other services
was mentioned, for various reasons including:

e ambulances taking some hours to respond

e police only being informed late in the day about safeguarding cases which the
agencies have known about for some time but not dealt with themselves; for
example, a school concerned about a child with a non-accidental injury and not
allowing the child home; social services’ ‘concern for welfare’ cases

e mental health establishments being able to refuse to take in a patient that the police
are looking after
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e other services not reciprocating when the police ask them for assistance, for
example to provide information about individuals

Picking up such work was thought to have a major impact on the police’s ability to meet
its core demand. It was said that a substantial proportion of all calls that police respond
to, even most, are not crime-related. For example:

“[We’re] getting snowed under at times, we’ve had it recently where five
response crews on, all five of them have been at mental health jobs, or
safeguarding jobs, which should be social services or the mental health
teams.” (Constable/sergeant)

Dealing with such work was felt to impact on workforce wellbeing. Police officers and
staff are picking up safeguarding risks: they feel guilty if they leave a person or incident
and the threat of repercussions or sanctions, including scrutiny by the Independent
Office for Police Conduct (IOPC) if something goes wrong. Officers go on sick leave due
to resultant stress.

"Once a police officer hears the information they are in the frame."
(Inspector/superintendent)

“If anything happens to that person and they die through no fault of the
police officer, they’re just trying to help, the IOPC are straight on us and
it's our fault.” (Constable/sergeant)

It was felt that the workforce lack expertise in how to deal with people with mental health
or substance problems in their care or custody, and want training.

“‘We cannot manage what they want us to manage. I'm not a mental
health expert, I'm not a social services worker, I'm a cop.”
(Constable/sergeant)

Solutions and examples of local action and arrangements

Various forces had taken action to tackle external demand. Examples of local
arrangements were given. A number of potential solutions were suggested.

e There were some contrasting examples of how multi-agency partnerships had been
effective or otherwise. There were positive views of police and other agencies co-
locating and attending calls together. In one force officers and social workers work
together well, going out on jobs. However, in another force it was said they just
complain to each other, end up sending the problems elsewhere, not working as a
team ‘hand in hand’. A suggestion was made for cross agency ‘hubs’ throughout the
country:
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“Where we all come together, and they sit as a group, discuss it. They
talk about the problem, they work out what the action’s going to be, and
we resolve the problem.” (Constable/sergeant)

Such an arrangement was said to exist, however frontline officers do not get invited
so things do not get dealt with properly.

Calls were made for more mental health professionals to go out with officers.
Examples were given of forces having ‘mental health cars’, driven by police officers
with mental health staff and an on-board IT system so relevant information can be
accessed as required. This allows the officers who initially respond to return to other
duties.

An example of a force having a mental health single point of contact (SPOC) who
reviews all Mental Health Act Section 136 cases ((when the police detain someone
in need of immediate care, to take them to a place of safety where medical staff can
assess them) and provides feedback to the health services about what they should
be doing.

A call was made for provision of more stringent guidance to enable control room
staff to decline some requests for assistance from the ambulance, social and mental
health services. Mention was made of the ‘Mental Health Concordat’ that sets out
what are the responsibilities but was said to not be followed. The example was given
of slow ambulance response times that mean officers must stay with a person,
administer medical treatment or take them to hospital themselves: it was felt control
room staff should be able to say the police will not triage; a force was said to have
started doing that.

An example of a force having mental health triage staff in the control room, who are
very effective (but are only on duty from 2pm-midnight).

A force had successfully put the onus back on mental health and other services with
regard to missing from home cases and ‘bed watches’.

A force had reached a clear position with its legal services around what appropriate
practice was for 'safe and well' checks (that is, requests to safeguard vulnerable
people).

To tackle the problem of missing from homes a group of sergeants had taught
themselves about the Mental Health Act and were thus able to say they will not send
an officer until the partner agency has taken certain actions.

Scope for ‘quick wins’ was seen in a force that has to put resource into dealing with
children being reported as technically missing from children's homes, but who are
actually just late back after curfew; it was said that staff in the homes do not inform
the police when they have returned (a solution was not specified, but implicitly the
home should not report them as missing so quickly or be better at telling the police
they have returned).
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e Regular meetings are held between an inspector and local children’s homes to
review all missing from home cases, explore the reasons and identify what the
homes can do to prevent them — the police set their expectations.

National solutions

Frustration was expressed that despite the issue being raised over the years with
management locally and nationally there had been no great change. There were said to
be some protocols in place but they are not followed. A reference was made to
amendments to the Mental Health Act 1983 made in December 2017 which were
perceived to recognise the health service's responsibility and give police the autonomy
to say no, but it was thought that nothing had changed in practice. Some
acknowledgement was given to National Police Chiefs’ Council (NPCC) work relating to
external demand.

A desire was repeatedly expressed for the Government to say that such external
demand is not in the police service’s remit and will not be answered unless it requires
application of the law or protection of people.

There was a view that police leaders should make some ‘bold’ decisions around the
management of some types of non-crime incident which were perceived to be at the
margins of the core business of policing.

It was repeatedly said that partner agencies should take responsibility and provide the
required services round the clock, including responding more quickly. An example was
given of a health service’s crisis response target of attending within four hours thought
not always to be met.

A need for a cross-government approach with equitable accountability and responsibility
was expressed. For example, it was suggested money for mental health services could
be made being conditional on movement towards them providing 24/7 service and
increased bed provision. A need for a single public service approach, from ‘cradle to
grave’, was expressed, with more cross agency/partnership working rather than insular
services. Related to this was a call for a single public service approach to staffing
(including benefits and pensions) to promote collaborative working, making it easier to
move between sectors and build a culture of problem solving.
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3.3.2 Bureaucracy and procedural inefficiencies

Internal processes, information recording, replication of
effort

Repeated comments were made about too much time being spent on internal
processes and paperwork, in offices, rather than being out on police work.

“Bureaucracy, paperwork filling in, nonsense, it all gets in the way,
doesn'’t it? That's what stops progress and it impacts massively."
(Inspector/superintendent)

“Behind a pc rather than being a PC." (Constable/sergeant)

There was felt to be too much information gathering, over-recording and
disproportionate administration requirements, which should be reduced. It was said that
promises to cut bureaucracy made in the past had not been fulfilled.

Repeated complaints were made about ‘pervasive’ replication of effort required in
recording information in systems multiple times. An example was that when recording
fraud crime an ‘action fraud referral’, with exactly same information, must also be
separately completed; the information should only have to be entered once, or at least
the facility to forward or copy and paste the information from one to the other. Another
example was of being required to record notes in a pocket notebook, though virtually
everything in it was also recorded in IT systems.

Software systems were seen to create a ‘cascade’ of required actions: these should be
reduced to specific actions that require immediate attention.

Systems requirements were seen to have caused loss of local or individual discretion:
"We have taken away localism and put it into a process." For example, a control room
classed a case to a priority level which requires response within an hour; the receiving
sergeant argued it did not need to be dealt with until later (with reasons) and that his
officer had other jobs, but was overruled because it had gone into the computer system
so had to be dealt with.

It was said some forms do not reflect reality but fields within them cannot be bypassed
so answers have to be made up. An example was given by one participant where, in a
domestic abuse risk assessment, there was no means to record that a person refused
to talk or that it was not possible to talk to them within the desired time period; there
should be a means to record such eventualities. Similarly, some details required are not
available initially, only once an investigation has proceeded; it should be possible at first
to record minimal information.
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While domestic abuse was acknowledged as a very important area of work, among
participants there was a view that some associated policy in their forces is not fit for
purpose. The bureaucracy required for some cases of domestic abuse was considered
excessive; the same amount of risk assessment (more than 25 questions to be asked of
victims) is required for cases of differing severity. This adds to workload and thus to
stress. There should be different requirements, not the same for every victim.

There were views that while police should be externally answerable for their actions, in
some instances the requirements go too far, and that police are ‘too accountable’ to
more vocal interests and lobbies.

Disproportionate administration was perceived to be required after, for example, the use
of force or stop and search. It was said that submitting intelligence is essential to
policing but if procedures are made too onerous people will stop following them.

Other examples of perceived bureaucratic inefficiencies in some forces included the
following.

e Taking 90 minutes to record a bag of powder (suspected illegal drugs) brought in by
a taxi driver only to then destroy it.

e An officer bringing seized property (such as cash, drugs, firearms) back to the
station and recording it into a system but not being allowed to place it in a secure
cupboard unaccompanied.

e Access to a stationery cupboard being too tightly restricted.

e Completing a form to fill a vacancy requiring several time-consuming steps before
HR will proceed.

Some suggestions were made to improve efficiency of certain operational aspects, and
examples of improved procedures given.

e Ensure everyone knows what other people or parts of a process require of them (for
example in other teams) so they do everything they are required to do, do not do
something they are not required to do, and reduce the need for discussion, checking
and further work. An example was given of 'burglary packs' that district teams in one
force use, which ensure they have recorded everything required, correctly, for CID.

e A suggestion was made to increase the facility for the public to report crime online,
or even to insist on it for low risk matters. It could be agreed what should and should
not be reported online across forces, so the public has a common understanding. It
was thought that would enable better management of workload by reducing peaks
and troughs in call taking. Administrative time would be reduced because
information is being input into systems directly by public; it would just need to be
read, checked and processed.
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One force was said to have introduced a ‘social media desk’ which responds to
messages provided by the public about, for example, road incidents - to say it is
already being responded to, so preventing more calls. The desk can also create new
incident logs and dispatch officers, as an extension to people being able to report
incidents by phone.

Financial inefficiencies

A few examples of financial bureaucracy and inefficiency were mentioned.

It was thought there is some wasted expenditure in the rush for budget holders to
spend their money by the end of the financial year (else it is returned to the force
centre); a percentage should be allowed to be rolled over.

A complex, lengthy train booking procedure was described; it can take weeks to buy
a ticket when it could be personally booked in a very short time and without paying
an outsourced service provider.

Similarly, it was felt that hotel bookings are more expensive through an external
provider.

‘Bureaucratically overcomplicated’ procurement systems were identified. An
example was given of the complex process and expense of buying a sofa for a
station. Potential was seen to save money by shopping around; an example was
given of how a force’s business centre, the source of ordering stock, does not shop
around; it pays £8 for five litres of screen wash which could be bought for £2. (See
also 5.3.5 Need for specialists in non-core police roles and 6.3.1 Unifying
approaches within the current force structure for discussions of the need for
procurement/finance experts and economies of scale in procurement.)

Cross-force issues

A number of inefficiencies relating to the current 43 forces structure were identified.
(See also 6.3 More collaborative approaches to policing.)

There was said to be a lack of ease in sharing of intelligence between forces, merely
because they are separate:

"Because there’s this imaginary line between them, they won't tell him
what he needs to do to be effective and do the job. It's a real stumbling
block, things like that, and that’s just one example."
(Constable/sergeant)

A need for a national policy/approach to policing in force border areas was identified
(for example relating to investigation, response, neighbourhood, custody
arrangements).
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Forces were said to not recognise each other’s qualifications, such as driving
permits (see also 4.2.2 Lateral development and career progression and 6.3.1
Unifying approaches within the current force structure)

More consistent processes and systems nationally were called for, so people do not
have to learn new ways when moving forces or when asking another force to
something for them.

There is some inconsistency in forms between forces. For example, the MG file
system (Manual of Guidance file preparation forms) was rolled out by government
but forces added their own elements to it. Some forces use SFRs (Streamlined
Forensic Reporting) or MG22 as an evidential statement, when it is a ‘streamlined
report’, which some courts accept but some will not.

Further comments and suggestions

In addition to the suggested changes above, or those implied by the issues identified,
the following comments and proposals were made.

Introduce or widen agile working: it was thought this would reduce stress, improve
work-life balance and that staff output should not be measured by length of time at
desk.

Changes to processes (such dropping use of a form or introducing a new one)
should be better communicated; sometimes people do not find out until they actually
need to use a new procedure.

Calls were made to increase administrative support or reinstate that which had been
lost, to release officers back to the front line (see also 3.2.1 Changes to
organisational structures, operating models and individual roles and 3.4.2 Culture
between warranted officers and police staff including PCSOs).

Frustration was expressed that proposed improvements are not implemented, even
when supported by managers/leadership, due to risk aversion (see also 3.4.1
Culture of risk aversion and blame and 6.1 Innovation and sharing good practice).

3.3.3 Statutory and legislative requirements

Various comments were made about legislative and statutory requirements and
regulations hindering the workforce. Suggestions were made for them to be reviewed
and changed, including the following.

Authorisations

There was a view that some legislation was old and needed to be brought more up to
date to reflect modern conditions. It was thought some ‘archaic’ requirements originated
when there were more superintendents, but nowadays take up a lot of their time, require
them to travel, and could be done differently or by other ranks. Suggestions were made
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to review authorisation levels and other requirements and change legislation where
necessary. For example: the need to be physically present at a PACE custody
extension (some forces allow video); Domestic Violence Prevention Notices;
downloading mobile phone data; tracking a missing person’s phone under RIPA
(Regulation of Investigatory Powers Act); and closure of unlicensed events.

It was noted that such authorisations and decision making can cause stress, due to for
example the threat of IOPC or judicial review, which could be potentially in the long
term, years later. Their decisions must be carefully logged.

Police and Criminal Evidence Act

Calls were made for review of parts of the Police and Criminal Evidence Act (PACE) 24
hour clock and the Bail Act. There were concerns that current processes increase the
risk of dangerous people being released from custody due to under-resourcing and staff
shortage. Additional time is needed nowadays, for example to check CCTV footage or
download a mobile phone. Officers were said to have to stay on shift or come in early,
to avoid a detainee accusing them of abuse of process — being detained unnecessarily
while officers are not present.

PCSO and other police staff powers

Various calls were made for the powers of non-warranted roles such as PCSO and
police staff investigators to be reviewed and made more consistent. It was felt that some
are not working, and that changes to them could mean less reliance on officers, freeing
up their time.

e PCSOs could administer civil injunctions and criminal behaviour orders if trained.

e HMICFRS was said to have highlighted the number of crimes investigated by
PCSOs in certain forces, because they are not qualified investigators. However, that
was considered to have led to a poorer service for the public, with crimes being
investigated by officers based in an office rather than victims being visited.

e Inconsistency in PCSO roles within a force was identified. For example, in one area
they attend burglaries but not in another. This creates the view that although they
are of the same rank some are doing less work and creates friction around the
expectations by officers from one area of PCSOs from another. Another example
was traffic PCSOs being allowed to issue parking tickets but the other PCSOs
cannot.

e More consistency in the PCSO role/powers was also wanted between forces or
nationally. For example, it varies whether PCSOs are allowed to seize uninsured
vehicles, to search, or to use reasonable force to detain someone.

e Calls were made for a uniform, generic PCSO role. It was thought Home Office
leadership was needed, rather than powers being at Chief Constables discretion.
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Varied opinions were expressed as to whether a two tier PCSO system would be
required, if PCSOs were to be allowed more officer-like responsibilities or powers, as
some but not all would like, and whether this was appropriate given the purpose of
PCSOs is a neighbourhood role, not response. (See 3.2.7 Safety issues regarding
the non-confrontational job description and for PCSOs to have powers of arrest and
be issued with safety equipment; see also 4.2.3 Barriers to development).

A call was made for better communication of changes to PCSO regulations and
powers. PCSOs were sometimes unaware of these.

Criticism was made of changes to regulations in PACE removing power of further
arrest of someone in detention, for the purpose of asking questions during interview,
from police staff investigators. This was said to have implications for resources,
being a ‘massive’ drain, in having to find an officer to make an arrest during an
investigation.

It was thought that adherence to a new ISO Scene of Crime standard from 2020 (a
Home Office requirement) will increase administration and impact on time available
to be out dealing with incidents.

Crown Prosecution Service and the Courts Service

Several matters related to the Crown Prosecution Service (CPS) and the Courts Service
were mentioned, as follow.

A sense of frustration was expressed about the respective roles of the police and
CPS in the process of making charging decisions.

There was a view that the CPS could deal with evidential matters and save police
time.

A desire was expressed for the police to have more autonomy to make charging
decisions, especially relating to some domestic abuse cases, and not have to refer
all of them to the CPS, which it was said has an effect on officers' morale.

Some alternative — perhaps contradictory — views related to custody sergeants. It
was proposed that powers (not specified) that had been given to the CPS be
returned to custody sergeants, who have experience and training. However, another
view was to replace the custody sergeant with a CPS prosecutor who could make
independent decisions, freeing up officer time. This would require a PACE
amendment.

It was said that improvements to administrative systems - such as better transfer of
documents between the organisations or sharing of systems - can have unintended
impacts, with a difference between the high-level policy intention and expectations at
practitioner level.

There were some frustrations among officers with appearing as witnesses in the
courts system, including spending long days waiting to appear in court, gaps
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between shifts being shortened due to having to attend court and not being informed
of court adjournment. For example, there was a perception that:

“‘we get treated with ... disregard ... when it comes to us being
witnesses. All we've done is go out and do our job to the best of our
ability, and what we joined for is to catch people and prosecute them,
and get them to court. And when we’re in the court system as witnesses
...they constantly call us in on rest days. They’ve got complete
disregard for police officers’ time off.” (Constable/sergeant)

¢ A need to review the whole Criminal Justice System was expressed; it was felt
joined-up thinking was required to bring about improvements because the police
service is only one ‘cog’ along with the CPS, courts, prisons and probation services.

3.3.4  Targets and performance measures

Culture of targets and performance measures

Various criticisms were made of forces’ cultures of targets and performance measures.
The existence of these varied across forces; some forces were said to have them while
others do not. One force was thought not to have them officially but does in effect which
was thought insincere. The culture was felt to result from society watching over the
police’s performance and conduct, politicisation of policing and treating policing as a
business:

“We’re under so much scrutiny, we are obsessed with gathering data
and storing data.” (Constable/sergeant)

It was questioned whether collection of data for performance measures helps in dealing
with crime or helps the public. (See also 5.3 Setting direction and the purpose of
policing and 5.4 Public support for the front line by police leaders and government.)

It was thought that pressure cascades down a force, with chief officers putting pressure
on superintendents to achieve targets, who in turn put pressure on inspectors or police
staff supervisors and so on down to those at the bottom of the organisation. This
pressure was said to impact on workforce morale, wellbeing and effective operational
activity. Examples given included having timed toilet breaks, call handlers dealing with
calls in a set time and requirements to achieve a certain level of stop and search.

It was thought that individuals can feel pressure to meet performance targets and that
this can sometimes affect operational practice or how cases are recorded.

It was thought that background measures could continue to be collected for
management use but not for pressurising the workforce. More meaningful targets
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should be considered, such as relating to quality of performance not quantity. For
example, whether a call handler has resolved the issue for the caller, so negating the
need to pass the case to someone else or the attendance of an officer, even if it took 30
minutes because it could not be resolved in five minutes as per a time target. An
example was given of a force said to have eradicated such time targets from the control
room with positive impacts on staff wellbeing and more effective handling of calls, better
victim-focus.

Other issues and proposed solutions identified with collecting information included the
following.

e It was said measures sometimes do not change in line with policy priorities, for
example from detection rates to community focus.

e |t was thought each force collects different statistics in different ways, with
implications for marrying resource to demand. More alignment was needed.

e Police already know much of what data tells them, such as which are high crime
areas. Rather there should be focus on collecting data to predict and get ahead of
the situation. An example was given of a force’s collaboration with a major online
company on analytics, predictive policing, ‘streamlining’ and being ‘solutions-driven’.

Home Office Counting Rules for recorded crime

Repeated comments were made regarding the Home Office Counting Rules for
recorded crime. The value and purpose of crime recording rules were questioned by
some participants. Changes that had been made to the rules were seen to have created
additional demand with more incidents and jobs needing to be classified as crimes than
previously. Some thought incidents that in their view were relatively trivial, while crimes
in law, need not be recorded. Many more hours of work per year were said to be added
to workload. It was perceived that the additional workload resulting from changes to
recording resulted in less time available to be spent investigating crime.

“They’ve gone crazy this year, Home Office Counting Rules in relation
to recording of crimes. We’re all now busy just recording crimes. We're
not investigating crimes; we’re just recording them.”
(Constable/sergeant)

There was a view that the rules reduced discretion on whether or not to record a crime.
In addition, there was a view that time can be wasted in having to justify why a case is
not classified a crime, rather than taking an officer’'s word for it, due to a perceived
increase in scrutiny of crime recording decisions in the wake of critical reports by
HMICFRS. Some felt this had led to officers not thinking so much about each job, and
simply recording everything as a crime.
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The fear of being taken to task for not recording crimes was mentioned. Concerns were
also expressed around pressure of increased caseloads when it came to investigating
crimes. Even when senior managers allow staff to make decisions as to whether or not
to investigate, middle ranks were said to be concerned about the potential impact on
them, such as a serious case review.

3.3.5 IT systems/equipment, uniforms, vehicles, other
equipment and services

The importance of the equipment, tools and services required to do police work was
repeatedly highlighted, and particularly the perceived problems with their inadequacies.

"The people who work for the police are predominantly fantastic people
and it's the support services and the equipment, the cars, the
computers and all that stuff ... that really stops them doing a better job
... That makes their life worse. They can’t get anywhere, they can't
communicate and those sort of things are where we need to improve."
(Constable/sergeant)

Computer software systems

There were widespread discussions of various computer software systems used by
different forces. Many were mentioned such as Niche, Athena, MetConnect, iOPS
(integrated Operation Policing System), Pronto, Connect, Saab SAFE, Storm, Police
Works and Red Sigma. Some systems were said to be used in a number of forces;
though versions and functionality appeared to vary. Sometimes contrasting views were
given of the same systems by users of them in different forces. Individual systems were
considered to have strengths and weaknesses.

Some positive opinions of systems’ merits were given, for example a description of one
being ‘amazing’. Sometimes these were qualified: ‘wonderful’ if it works properly,
brilliant in principle. An example was given of a new system that caused a major impact
on its introduction, for control room staff and officers, and is still unstable but from radio
operator’s point of view it is an improvement.

However, more common were reports of systems’ faults. They were variously described
as slow, liable to crash, not up to date (for example old versions of Windows), not fully
functional, not user friendly, complicated and generally not fit for purpose. Information
‘disappears’ within them. There were views that money had been wasted on them.
There was much reporting of time lost in using them, resulting in, for example, officers
being prevented from attending more calls. They caused much frustration and impacted
on workforce wellbeing. It was thought that younger recruits, with their facility with
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technology, would be particularly frustrated and potentially deterred from joining or
staying in the service.

There was repeated criticism of IT systems not linking up well, either between or within
forces. The fact that many forces cannot access the systems of another force, link
intelligence databases or transfer information was described as, for example,
‘ridiculous’. It was thought astounding that all forces do not operate the same command
and control system. Some exceptions were mentioned of forces whose systems could
link. As well as between forces links, it was thought police should be able to link with
external partners such as the CPS.

Examples of systems not linking up or being incompatible within forces were given,
such as:

e Workforce Manager and CARMS (Computer Aided Resource Management System)
e CRIS (Crime Report Information System) and Merlin

e Storm (command and control) and Niche (crime recording system)

e Web Storm, Aspire, Niche and windows-based systems

e Athena and tuServ

Such incompatibility was said to result in critical information being missing, which has
consequences such as worry about decision making and the implications of a serious
case review later. It also has safety implications; for example, information recorded in
one system about a weapon having been pointed at officers during a previous incident
not being flagged in another system, so not available to those attending another call to
the same address.

Even when a patrticular force had a unified system for case crime and custody, it was
said they could not be linked because they rely on officers inputting reference numbers,
which might not be done. The force was developing tools or applications so a name or
address can be entered and all connected information from all systems be collated. It
was suggested that a national solution could be developed. Such a solution would need
to work on mobile devices so officers can get information at the scene. An example was
given of a force whose officers' mobile phones can look up persons, addresses and see
warning markers — the Control Works command and control system can speak to Niche.

An urgent need for modern, up to date and integrated systems was identified. It was
thought that a national strategy was required, with common systems used across all
forces. There were views that government needs to lead, because Chief Constables
and Police and Crime Commissioners will not want to give up their discretion and
because forces will never agree what they all should use:
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“It would take someone like the Policing Minister to say what are you all
doing, so why aren’t you all sharing information and intelligence and
why aren’t you sharing your demand.” (Constable/sergeant)

"How about the Home Office design a police system for every single
force to use and it all speaks to each other."... "Start with the very
basics of your intelligence and your incident handling”... "Your business
continuity factors, so it’s your ability to respond to core policing, your
criminal justice, your missing from home, your intelligence
management, all the core business ... are all identical.”
(Superintendents/inspectors)

A number of comments and proposals were made with regard to how such modern
systems could be implemented.

e There were varied views on whether buying off-the-shelf or developing bespoke
systems was better. It was thought off-the-shelf products do not necessarily provide
what police need. A suggestion was made to invest in IT experts and IT departments
to develop systems, with a force being cited as a good example of having done this.

e |t was thought procurement should be done by experts, taking advantage of
economies of scale and ensuring contracts are beneficial to police (see 5.3.5 Need
for specialists in non-core police roles). Views included not buying the cheapest
products, or basic versions of systems, and ensuring that ongoing maintenance
contracts are affordable.

e Engaging with the right people/teams and thinking about the data processes and
‘journeys’ were highlighted. Participants mentioned the importance of consultation
with those who will use systems, proper user testing (across a range of users and
skill levels) and good training for users (which did not always happen or was not at
the right time - for example months before the actual introduction):

“| keep saying this, get a group of cops, ... PCs, the end users are vital.
Get them in a room and tell them you’ve got a week to go and design a
system. So you design a system, and then you go there’s the system,
and you go to an IT developer and say go and make us that system.
Then test it to the nth degree to make sure it's working.”
(Constable/sergeant)

e Learning from forces with good systems including from other countries was
proposed; for example, French police were said to be able to access UK DVLA but
not vice versa; and to have the facility to scan passports in car.

Some issues and warnings relating to implementation of new systems were mentioned,
as follow.
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Consideration should be given to required infrastructure such as shared servers: a
force was said to have joined another’s system with the result that servers crashed.
New systems should be introduced gradually, ensured to work before going live and
staff trained in their use: an example was given of a new call handling system not
working properly, staff not having been trained, resulting in duress for callers and
call handlers, a build-up of calls, long queues, pressure from supervisors and staff
having to take time off with stress, or leaving.

A warning was made of new systems potentially raising expectations and creating
more bureaucracy. For example, case files being linked to whole Criminal Justice
system and the forthcoming ability to upload CCTV footage so it can be shared with
CPS quickly with the result, in a participant’s view, that CPS now want more
information than they need.

Scepticism was expressed that ‘sunk cost fallacy’ would be apparent - that too much
has already been invested and that despite warnings or experience that a system
does not work well, decisions will not be reversed, and ‘propaganda’ will tell
everyone that a particular system is good and its use or roll out will continue.

It was thought forces will see how long implementation of a new system takes in
other forces and conclude it is too hard and they will not follow.

It was felt that scrapping and replacing systems would be of wasteful of funds. So
perhaps the service should look at fixing rather than changing systems, and at better
maintenance and training.

Delivering national systems was thought difficult. There were examples of existing
ones that were thought to be effective, such as Automatic Number Plate Recognition
(ANPR) - considered to be ‘amazing’ — and the Police National Computer (PNC) -
which has been in use for many years and, every force uses to access all criminal
records. However, the proposed replacement of the PNC, the National Law
Enforcement Data Programme (NLED), was thought among participants to have
faced problems. A more conservative approach might be required:

“National infrastructure projects aren’t necessarily going to just deliver
something overnight that’s going to improve. | think that mainly it's
about us joining the dots between us is going to improve things.”
(Constable/sergeant)

IT equipment: mobile phones, tablets, laptops

Similar comments to those about software systems were made regarding IT equipment.
Numerous specific examples were given; some positive but more negative. Descriptions
such as ‘shocking’ and ‘backward’ were used. Repeated calls were made for investment
in good new technology.
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There were views of certain mobile phones and other handheld devices that are issued
to officers and staff not working properly, being described, for example, as ‘rubbish’,
letting the workforce down and a wasted opportunity. Examples of problems included
devices’ mobile network connections dropping out, not being able to get a signal,
batteries draining quickly (a particular problem when in a rural area), devices crashing
and devices being too small. They were said to impact on the ability to carry out core
functions. They are intended to enable reports and statements to be written while out
but do not work outside. Officers lose a report half way through completing.

There were descriptions of such problems being embarrassing for the workforce, who
are made to look unprofessional, for example, when a device fails when in a victim’s
home or they must ask to use a victim’s Wi-Fi password. Complaints were said to be
received that officers appear uninterested in victims because they are looking at their
phones.

Training in the use of new devices was not always thought adequate.

Some members of the workforce therefore do not use their devices or feel they have no
choice but to use pc terminals in stations, and are then questioned by supervisors as to
why they are not out on the streets.

It was said not all people who would benefit from mobile or portable devices have them;
an example was given of response officers, described as the most mobile department,
not having any mobile devices and having to use desktops in the station, while in
contrast CID have laptops which are never taken from the office. An example of
insufficient supply was of two laptops being shared by stations 10 miles apart so people
have to make 20-mile round trip to get one when needed.

Calls were repeatedly made for better, more up to date mobile devices with access to
systems. This would enable more working while outside or in cars and reduce officers’
and PCSOs’ need to contact offices and control rooms. It was felt procurement needs to
be faster; by the time equipment is delivered it is out-dated.

There were positive comments about some forces’ equipment. For example, there was
a view that one force’s is second to none: the ability to talk to a supervisor on an
iPhone via Facetime for guidance was appreciated. Being able to upload information to
the cloud was considered to be efficient. It varied whether devices are able to access all
or only some systems.

There was a concern that provision of more and better mobile devices to enable officers
to be out and work more efficiently might be used as a rationale to reduce officer
numbers, because they still need more people.
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Issues with repairs to equipment, both in the office (including printers) and mobile
devices, were mentioned. There were views that equipment often does not work and
much time is spent arranging for things to be fixed. Examples were given of it being
personal responsibility to repair or replace smartphones and to buy screen protectors
and cases.

Vehicles

Several issues related to police vehicles were identified.

The need for more vehicles was identified. Repeated comments were made on the
inadequacy of car provision or availability, there not being enough vehicles, even in
large districts, or the right vehicles. Various reports were given of departments only
having one car; sharing cars between teams; having to spend time finding a spare car
that can be used; new vehicles that have not had livery put on them so remain unused;
and lack of cars to provide back-up, resulting in, for example, a participant having to
restrain an offender for 45 minutes.

PCSOs described difficulties in competing for access to vehicles; for example: a PCSO
car being used by officers; not being allowed a long-term hire car despite one being
fundamental to the job; and being told to use public transport instead. Issues with using
public transport included journeys taking longer, so arriving very late or too late to
answer a call; potential impacts on safety, data security (for example leaving a file on a
bus); and being ‘embarrassing’ for the public image. An example was given of a PCSO
not being able to get a parking permit, for use in a city centre where there is a lack of
public parking, resulting in them receiving parking tickets that they have to pay for
personally.

It was thought that forces should all use the same cars and that they should be
procured nationally, for reasons of economy. The front line should be consulted about
vehicle specifications and test them (see also 6.2 Consultation and user testing):

"l just want somebody ... to say right I'm going to provide the UK with x
because it's actually the best van, it's the best multiservice vehicle."
(Inspector/superintendent)

Some issue with equipment in police vehicles were mentioned, including the following.

e Police radio that does not work.

e Navigation systems not being provided but would make a big difference especially
for those covering large areas; an example was given of not being connected to
GPS for security-related reasons, so having to stop and check maps instead,
slowing down the journey.

52



e Torches in vehicles being without charge; recharging is supposed to be
responsibility of the vehicle’s previous users or maintenance staff but is not done.

e In a coastal area, throw ropes and life vests for sea rescue could be kept in vehicles,
rather than being stored in a building to be collected when officers respond to calls.

Uniform

Similar comments to those above on procuring nationally were made about uniform. A
mention was made of there being a national uniform procurement, but forces were said
to differ in, for example, whether officers have a boot allowance, according to how they
individually manage finances. Comments were made about buying uniform cheaply not
being cost effective. An example was given of firearms trousers not lasting as long as
more expensive ones.

"It's a false economy to buy the cheaper ... But get that quality one as
cheap as you can by buying volume." (Constable/sergeant)

Miscellaneous comments made about uniform issues included the following.

e A force introducing uniform for control room staff, the necessity of which was
guestioned on grounds of the staff not being in face to face contact with the public
and shortage of money.

e A force was perceived to have provided new coats to officers as though they were a
gift or reward rather than being a necessary part of uniform, the need having been
identified from an innovation forum. It was complained that the command team
presented them to individuals in a way that was considered patronising.

See also 3.2.7 Safety issues regarding uniforms and equipment for PCSOs and other
police staff.

Buildings, furniture and office equipment

Some issues were raised relating to the shrinking of police estate, including due to sale
of property. The closure of stations was questioned, with the view that the ‘central hub
model’ is not working. Use of hubs, combining with other public services and having
smaller stations results in fewer opportunities police workers to decompress and
debrief. Sharing non-police accommodation was also thought to have security
implications; for example, staff located in a council office annexe were reported to feel
vulnerable due to their proximity to interview rooms. Despite recommendations to
address this nothing had been done.

Furniture and equipment were said to be sometimes lacking or inadequate. Examples
were given of having to use broken desks and chairs; of not being allowed a new
whiteboard but told to find one somewhere; and of officers needing somewhere secure
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to put their paper case files - important documents — other than their personal locker.
(See also 3.2.6 Facilities/space for day-to day decompression, socialising, team support
networks and maintaining physical health.)

Translation services

It was said that in a multicultural society forces need more translators, for interviews or
while out in the street. There were said to be various current approaches across forces;
the quality of interpreters from agencies was sometimes not very good. A solution at
national level rather than individual forces level was suggested, for example being able
to dial into a central facility. An example of such a service being used by a force, the Big
Word, was given.

3.4 Factors affecting wellbeing: Organisational climate

and culture
In this section we report findings about organisational climate and culture, including:

e culture of risk aversion and blame

e culture between warranted officers and police staff including PCSOs
e culture of stigma around mental ill-health

e role of line managers/supervisors in wellbeing

e role of senior leadership in wellbeing

e sick absence management/policies

3.4.1 Culture of risk aversion and blame

A culture of blame and risk aversion was thought to exist in some forces. In part this
was thought due to the potential threat of the Independent Office for Police Conduct
(IOPC), which though intended to hold police to account has a constraining effect on
behaviour. People feel their actions and decisions to be under scrutiny, resulting in
anxiety and fear of being investigated and punished.

An example of perceived risk aversion was a force’s domestic abuse policy that
incidents must be investigated even when the risk of threat is interpreted to be minor
(such as a Facebook comment, a text message). Sergeants feel they cannot use their
common sense, because they fear consequences; the risk is not to the organisation but
is:
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“On your collar number, it's on your shoulders and if it goes wrong
you’re the one who’s going to be gripping the rail in the coroner’s court.”
(Constable/sergeant).

It was felt that a ‘permission to fail’ culture was needed, which accepts that people make
mistakes, that things cannot always be done 100 per cent right, recognises and rewards
decisions made for the right reasons even if failure resulted. People should be allowed
to be brave, fail, learn and move on; not criticised or threatened with dismissal. There
was a view that errors would reduce if supervisors intervene early when errors become
apparent, implement prevention measures, and advise or develop staff. A force’s
professional standards department was thought to be changing for the better from
blame to learning from mistakes, although individuals still face the threat and stress of
investigation. Examples were given of Chief Constables thought to be focused on
learning rather than sanctioning, and to have empowered staff by saying that policies
are advisory but can be side-stepped from if there is good reason. However, at the level
of middle manager/sergeant/supervisor people behave in a more constrained or
‘transactional’ manner, because if they follow procedure they will be clear from scrutiny.

Concerns that staff raise, for example about the impact of decisions or proposed
changes on operational competence or wellbeing, were said to sometimes be
dismissed, considered to be negative and seen as complaining, when the person raising
an issue is in fact well motivated - a ‘moral compass’ or ‘critical friend’.

It was said people who challenge can be perceived as troublemakers. Managers and
supervisors were felt to not stand up to those above them for fear of being seen to say
‘no’, or to not tell them the truth, when they should be protecting their teams. There
were thought to be senior leaders who do not want to hear objections, but just instruct
people to ‘make it work’. It was thought that consequently, money may be wasted on
initiatives, with no accountability.

It was thought that the police are sometimes not transparent in public, for example
about problems with capacity. However, a reluctance among the workforce to challenge
public messages that are not felt to reflect the truth was mentioned, because the
challenger might look bitter when actually they feel passionate about the job. A fear of
speaking out or whistleblowing was mentioned, because of potentially losing your job or
being marked. It was thought people making critical comments in public, such as on
social media, can be charged with bringing police into disrepute.
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3.4.2 Culture between warranted officers and police
staff including PCSOs

A number of issues relating to the relationships between officers and police staff were
identified. Most of the following was raised in the workshops with police staff including
PCSOs.

Officer centrism

Police staff wanted frames of reference to be less ‘officer-centric’. It was felt senior
leaders and Government tend to focus on officer numbers rather than police staff or the
total workforce. Staff feel they are second class and do not like being described as
‘back office’ or ‘support staff’; rather they are an important, integral part of the police
service, often doing the same work as officers or roles that enable frontline officers to
operate effectively. There was a view that some officers lack awareness that PCSOs
and other police staff work on the front line too, including having to face violent people.

“The public ... will end up speaking to police staff more often than not
than they would speak to an officer first, as the first point of contact.”
(Member of police staff)

PCSOs desired more positive communication about the purpose of their role:

“The focus has always been on what PCSOs can’t do, as opposed to
what PCSOs can do... The powers and roles that we’ve got do need to
be communicated to the public in a better way.” (PCSO)

It was also thought the Home Office could show greater public appreciation and
promotion of all staff roles, not just that of PCSO.

Officers doing work that should be for police staff

There were widespread comments that police staff do many frontline jobs that do not
require officer powers, and that they could do more such work. It was repeatedly said
that increasingly officers take roles that police staff could do, or used to do, including
‘business development’ roles that do not require police powers. It was described as
wrong, including among officers, that able bodied officers are used that way and that it
was pointless increasing officer numbers if they will work in offices. There was a view
that officers who know they are likely to be posted elsewhere in future do not perform or
develop into the job to the same standard as police staff. It was said forces should stop
officers doing tasks that do not require a warrant card. (See also similar comments in
3.2.1 Changes to organisational structures, operating models and individual roles.)
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Some resentment was expressed at retired officers returning as police staff. While some
justification was seen, regarding them taking specialist roles and the benefit of their
experience, it was thought to take posts from police staff and also block fresh ideas.

Job insecurity

Police staff worry about whether they will lose their jobs. Their conditions of employment
mean it is possible to make them redundant unlike officers. A force was perceived to
have wanted to reduce superintendent numbers and to have replaced police staff heads
of department with them because it could not make them redundant. Officers have
security of tenure and do not understand staff anxiety about job security or the impact of
reviews or changes to pay or pension. Staff feel they are viewed by officers conducting
reviews as dispensable. The officer centrism as reported above was thought to mean
staff cuts can be masked from the public:

“Police officer numbers is a figure that you hide cuts under.” (Member of
police staff)

Relationships between officers and police staff: ‘them and
us’ culture

There were examples given of good relationships between officers and police staff
(including PCSOs), of collaborative working and respectful treatment. There was
acknowledgement among officers of the important role staff play in policing. As reported
(in section 3.2.1 Changes to organisational structures, operating models and individual
roles), officers saw scope for increasing the numbers of police staff to take specialist
roles and to perform work currently done by warranted officers. Administrative support
was seen as an important part of everyday working for everyone - the ‘lifeblood’ of the
station — such as keeping supplies topped up.

However, there were widespread feelings of officers and staff not getting along well,
described as, for example, a ‘them and us’ culture. Staff mentioned various examples of
differences between how officers and staff or PCSOs are treated, including:

e lack of interaction between constables and PCSOs on the same team: “them and us,
white shirts, blue shirts”

e PCSOs not being given food and drink that was brought out to officers, despite
dealing with the same incidents

¢ lack of sympathy for PCSOs wanting to adjust work duties or hours to suit family life:
“you just get told to go and find yourself a different job”

e staff not having debriefing after incidents, or the same quality of it, including when
they have witnessed or attended the same incident as officers

e staff safety not being given due consideration
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e resentment that some staff do exactly the same job as officers but are paid less, for
example in a public protection office

e fewer training and career development opportunities for staff and opportunities being
given to officers instead (see 4.2.3 Barriers to development)

Officers, at various ranks, were considered to treat staff dismissively, with disrespect,
even to be ‘punitive’ toward them. Reports were given of: overheard comments on how
staff are ‘useless’ and should be got rid of; insensitive announcement of redundancies;
and credit taken (and promotion consequently achieved) by an inspector for work done
by staff member.

For their part, officers mentioned that police staff should never be paid more than
officers at the equivalent level. It was thought wrong that the force can attract staff but
not officers because of pay, related to low the starting pay of constables.

Officers managing police staff

It was repeatedly mentioned that officers do not understand the difference between
officer and staff/PCSO roles and their terms and conditions, for example relating to meal
breaks, rest day changes/cancellation, staying late. Even when it was thought chief
officers and the staff trade union representatives work closely, at the working level
sergeants and inspectors were felt to be less aware of the respective differences. It was
felt officers should be more familiar with the staff handbook and be better trained; an
example was given of the union suggesting to an HR department that they have input
into the sergeant training course. Officers were said not to understand the work of staff
well, for example sergeants in the control room.

Some issues with management and communication styles were identified. It was said
that officers do not have to provide evidence of being good managers when promoted
or put into a management role. It was said officers are not meant to order staff in the
same way they are used to ordering more junior officers; however, they tell staff what to
do rather than ask. Experiences were related of antagonism, confrontations and staff
being put on an action plan for standing up. Staff were said to feel uncomfortable
challenging officers and experience stress.

An example was given of sergeants trying to reverse the decision made by an inspector
that a PCSO with supervisory responsibility could intervene if the sergeants want the
PCSOs to do things outside their role description or conditions. The sergeants tried to
change the management arrangement; it was felt their attitude needs to be changed.
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Police staff managing officers (including ex-officers)

There were staff supervisors who said they experience officers who do not listen to or
obey them, for example, ignoring email requests. Staff do not have the authority to give
orders to an officer, for example to do more work relating to a case file. It was said that
ex-officers who are employed as staff can use their friendship with officers in ranks
above to their advantage.

Staff holding their own and representation at senior levels

There was a view that police staff managers do not carry the same weight as officers
even when of equivalent grade. Staff do not always have confidence to give their
opinion in a room of officers. Staff are taught about officer ranks and protocols, such as
whether they can address someone by name or need to call them sir or ma’am,
whereas officers do not necessarily respect the staff culture in the same way. Staff
should expect to be treated with respect and dignity by officers.

There were views that staff need representation at top level and that the senior team in
a force should be opened to staff. A call was made for a rank structure for staff.

3.4.3 Culture of stigma around mental ill-health

Mixed experiences and views were provided relating to stigma about mental ill-health.

There were views that policing was improving in terms of people feeling able to admit
they are suffering and in need of help. This was evident in the introduction of various
initiatives and services such as Blue Light Champions and Trauma Risk Management
(TRiIM) practitioners (see 3.5.4 Volunteer/non-professional wellbeing services). The
culture was felt to be changing, whereby a middle manager can say they need to take
time away from high risk jobs (such as around vulnerable people, sexual offences)
when they feel it to be affecting their wellbeing. Nonetheless further improvement was
said to be required.

However, there were also views that there was still considerable stigma. People pretend
they are alright when they are not. People are not supported but told that trauma is just
part of the job and they should, for example, ‘get up and get on with it’. Fears of the
consequences of admitting to mental health issues include: being seen as weak,
showing emotion, or to be a ‘shirker’; not wanting their state to be talked about by
colleagues or their case to be recorded on file; and the impact on career aspirations.
Examples were given of sick absence for mental health issues being recorded under
‘other reasons’ instead (see also 3.4.6 Sick absence management/policies). It was said
to be a huge step for some to admit the need for help and leave their colleagues. This
can lead to delaying the seeking of help until is very late, if at all. A view was that
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younger officers are better at verbalising their feelings than older ones, who keep issues
to themselves.

The importance of having supportive colleagues was mentioned. An example was given
of a work team where older hands were not supportive of newer staff and express
negative opinions about work (described as being “mood hoovers”) resulting in people
feeling negative about coming to work and wanting to leave. It was thought managers
need to deal with them. The contrast between such people and more supportive
colleagues was described as “drains and radiators, people who drain your enthusiasm
and [those who] radiate it” (Member of police staff).

A need for good role modelling by senior managers was identified; they should
acknowledge being affected personally by stress and trauma. Giving the opposite
impression, of having a ‘thick hide’ or ‘brushing it off’, was said to cause pressure on
other people to not admit to being affected — they ‘wear a mask’ and internalise issues.

3.4.4 Role of line managers/supervisors in wellbeing

Wellbeing support by line managers/supervisors for their
staff

The great importance to the wellbeing of officers and police staff of being supported by
their immediate line managers/supervisors was repeatedly mentioned. The level and
nature of support affects how much people give to the job.

The view was expressed (among inspectors) that positive aspects of wellbeing are due
to individual supervisors while negative aspects relate to things beyond their control, at
organisational level or views from outside policing about police. However, participants in
the constable/sergeants and police staff workshops related varied experiences of their
line managers and supervisors. Qualities and behaviours that people wanted to see
included the following.

e Line managers should: be good listeners, have ‘emotional intelligence’, empathy and
understanding; show common sense; have awareness of their staff’s individual
personalities and lives, for example their childcare needs. They should be proactive
in monitoring their staff for signs of stress, knowing when they have dealt with a
difficult situation and talking to them without waiting to be asked.

e Examples were given of managers/supervisors who have such skills, including: a
supervisor making a point of weekly face-to-face contact with individuals over
tea/coffee; an inspector visiting a staff member who was absent nursing an ill
parent; and a PCSO who felt able to approach their line manager about a mental
health issue.
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e Examples were given of managers/supervisors lacking such skills, such as: only
providing feedback when something bad happens; being solely focused on
dealing with the work load or meeting targets, for example in the control room;
not supporting with staff welfare issues or dealing with them badly; and having
trivial concerns with seating arrangements or the appearance of staff. High staff
turnover was sometimes said to be a consequence.

Managers should recognise a team’s need to take a break and decompress, for

example sharing food in the station after a tough night shift, rather than being

criticised and sent out on streets again. Small gestures can make big difference,
boosting morale, for example a sergeant providing bacon sandwiches to a team.

They should also support their team up to their own managers. An example was

given of senior leaders said to have given orders that did not conform to health and

safety regulations regarding breaks and refreshments, until this was pointed out to
them by a team manager.

Having a consistent manager or supervisor is important; examples were given of

high turnover of individuals’ managers (see also 3.2.2 Change management). Lack

of a consistent supervisor means less opportunity to share concerns and less
comfort in their disclosure:

“If you’'ve got a personal issue or an issue with someone in your team
and you’re having to explain it to a manager who then gets replaced
within three, four months, well, people don’t want to start telling their
personal lives again and again and again to different people.”
(Constable/sergeant)

Also, it is important to have consistency in management style and approach across
teams/departments, or else some people will feel less valued or well treated than
others.

Support required by line managers/supervisors to manage
their staff’s wellbeing

Managers and supervisors themselves need support in looking after their staff's
wellbeing. It was felt important to give them necessary time, tools and training. They
themselves experience stress related to managing wellbeing; for example:

“| feel as though as a supervisor I'm failing my team ... | can’t look after
them on a day-to-day basis. | can’t guarantee that they’re going to get
something to eat. | can’t guarantee that they’re not going to get called
on their rest days for something. | can’t guarantee that the force aren’t
going to change their hours at short notice for ... anything from a fly
landing on the window to oh my god is it Halloween already?... I've got
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three on the sick with long term stress and anxiety, which again I've got
to manage. | have to in my own time go and meet them for coffee.”
(Sergeant)

People repeatedly spoke of managers’/supervisors’ lack of time to attend to their staff’s
wellbeing, in addition to their other duties. Reasons for this included: the decrease in the
sergeant to constable ratio; managing large teams and/or across large geographical
areas; changes to operating structures/models meaning sergeants are more confined to
offices and spend less time out with their staff, so have fewer opportunities for one to
one time with staff. It was thought that even a few minutes could make a big difference
to an individual. It was felt that first line supervisors and middle managers should not
manage so many people, so they can know them better and recognise changes in them
that might require intervention.

Operational requirements were said to take precedent. An example was given of a
manager only being able to talk to staff on their days off. An example was given of a
force decreeing that managers should periodically meet each staff member individually
but does not provide them with the necessary time. There were views that supervisors
should be able to reject operational requests if they need to deal with a welfare issue as
priority; and should be able to pull someone from the front line and not be pressured to
get them back out. It was felt middle managers should support supervisors, empowering
them to make decisions. Suggestions were made that managers be given dedicated
wellbeing management time, protected from other duties (for example 30 minutes a
day). An example was given of a force whose shift system provides cover to enable
supervisors and staff members to talk one to one.

A lack of management training, including about wellbeing, among those with staff
responsibility was identified repeatedly.

"They should all be trained in recognising early signs of stress before it
reaches crisis point and do something about it when they recognise it."
(Constable/sergeant)

It was thought difficult for supervisors to know how to help if they have never
experienced similar issues themselves. It was felt training would be a good investment,
reducing sick absence and grievances. There were various suggestions as to what
training should be provided. Managers should be trained in people skills, though it was
felt that not everyone can be taught them, to some degree it is a natural quality; and that
people will vary in how seriously they take welfare. They should be trained in early
recognition of signs of mental ill-health. One opinion was that all line managers should
be Mental Health First Aid practitioners, or similar (an example was given of a force
where some but not all supervisors have been accredited).
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Managers are not always aware of the wellbeing provisions available; it was said they
should be trained in welfare-related policies and procedures.

‘I don’t think supervisors necessarily are aware of all the mechanisms
they can offer to staff to either prevent or assess." (Member of police
staff)

It was thought supervisors struggle to understand by just reading HR guidance.
Managers should have equality and diversity training and be aware of employment law.
Some training was said to be given to police staff supervisors, but there was no
structured programme or support during probation. The staff supervisors’ handbook
should include content on managing wellbeing, it was thought.

Examples were given of forces that did provide such training including:

e A programme (‘Live Well, Feel Well’) which as well as courses for all staff has one
for supervisors, that covers what they can do to recognise issues in their staff.
e Training for call handler supervisors to recognise stress and changes with staff:

"We’ve all had inputs on how to recognise stress, and changes in
people that may be a bit concerning. ... If we get those nasty incidents
come in to us, then we will, after that call has finished, the incident has
been dealt with in our world, we will then intervene and speak to the
staff and put the relevant referrals in." (Member of police staff).

e A local leadership training programme for sergeants and inspectors, focused on
‘people skills’.

Abstraction for training was identified as a potential issue; an example was given of
mental health training for sergeants being repeatedly cancelled due to resource issues.

Views were expressed that line managers/supervisors should not be expected to be
welfare managers, for example: their primary role is to supervise operational work; they
did not join police to be a welfare manager/counsellor; and they might be able to do
their police role well but not be a good person manager.

"We start off as police officers, then all of a sudden you go through the
ranks and you’re expected to manage people, and it's a completely
different set of skills as far as I'm concerned." (Constable/sergeant)

The promotion process was said to not prove how well an individual can manage
people. There was a view that the welfare side of individuals’ management should
instead be the responsibility of, for example, an HR department that would have
specialist skills and knowledge.
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Another view was that managers/supervisors need to be able to refer to a mental health
professional, for assistance or to hand over responsibility for a staff member when they
cannot deal with issues themselves.

3.4.5 Role of senior leadership in wellbeing

In addition to the above views and experiences relating to immediate line
managers/supervisors, organisational support for wellbeing by forces’ chief officers and
government was discussed. Many and varied experiences and opinions were
expressed.

There were views that welfare provision in the police service compares badly with
private sector, with various well-known companies and corporations being cited as
looking after their employees well and benefitting in return from their staff’s better
performance. It was thought the police’s provision would not meet standards expected
by courts or employment tribunals. To reap long term gains of reduced absence and
better performance was thought to require forces to invest money in wellbeing
structures. But there was also a view that the police do provide wellbeing services that
other sectors do not. Some forces were acknowledged to be doing good work in looking
after wellbeing, such as one said to be providing substantial welfare support: “we’ve
gone overboard with regards to wellbeing”.

Disjointedness and a lack of coordination in wellbeing service provision and policies
was thought to occur both between forces and within forces (for example wellbeing
SPOCs in different parts a force who do not coordinate). There was a view that
government needs to support wellbeing and provide a structure, not just by outsourcing
wellbeing services. But it was also said that it was hard for the Home Office to say what
all forces should do. A suggestion was made for a national wellbeing portfolio led by a
Chief Constable, whereby all forces would have to adopt the policies/practices (or, it
was said, answer to the Police Federation). A mention was made of a forthcoming (at
the time of the workshops) National Police Wellbeing Service rollout of a uniform
approach. Better coordination within each force was thought possible, whereby the
Home Office could make each force have a mandatory wellbeing board at which each
area/branch is represented.

It was thought staff who do not feel supported by their organisation will have negative
feelings about the job and what they give to it can be affected. The need for leading by
example regarding the importance of wellbeing, from chief officers through
superintendents to federated ranks, was expressed. An example of demonstration of
top-level support was a force’s policy of any assault on an officer being raised at the
daily management meeting and leading to a senior officer contacting them.
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There were repeated views on the importance of ‘credibility’ in forces’ support for
wellbeing, and on not paying ‘lip service’ to it as merely the latest fashion or ‘buzzword’.
The importance of senior leaders genuinely listening to the workforce was stated. It was
felt that some chief officers and senior leadership teams ignore wellbeing issues, do not
provide direction and are ‘burying their head in the sand’. Some cynicism was
expressed that the motive behind a focus on wellbeing is to keep people at work
because forces cannot afford to lose them. Various examples of perceived inauthenticity
were given as follow.

e The impact of organisational/operational changes on wellbeing (see 3.2.1 Changes
to organisational structures, operating models and individual roles) raised questions
as to senior managers’ practical application of their duty of care.

e Pressure to push wellbeing from senior managers has added significant extra work
for supervisors.

e Understaffed wellbeing departments do not indicate genuine support.

e Some wellbeing initiatives are part of promotion ‘tick boxing’ (see 3.2.2 Change
management and 4.3.2 Effectiveness of current promotion processes), especially at
Chief Inspector and Superintendent level, but are not innovative because the people
behind them do not want to risk failure or disapproval.

e There was a view that the wellbeing needs of members of the workforce involved in
high media profile cases are dealt with well, but not those due to more routine day to
day issues.

e The impression that a force was not interested in an individual, just covering itself
regarding civil litigation, was given to a line manager who had completed a required
stress referral risk assessment but not been contacted about the case subsequently.

e Some promotional activities, such as wellbeing weeks and other events, wellbeing
buses (see also 3.5.1 Raising awareness of wellbeing and wellbeing promotional
activity).

Various examples were given of teams/departments or other groups of individuals
perceived to have experienced highly inadequate wellbeing support by their force, such
as the following.

e A control room said to have high levels of staff suffering mental ill health — in some
cases severe - yet fearful of informing the employer in case they were taken down a
sick absence process; the managers’ only concern was with keeping on top of the
calls and meeting targets.

e Very inadequate welfare for people in aftermath of an event, the impacts of which
were said to have included very serious effects on some officers’ mental health.
Responsibility for providing support to a traumatised team was considered to have
stopped with sergeants, themselves feeling severely stressed. A lack of
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understanding and support for the occupational health recommendations made was
felt to have been shown by officers from Chief Inspector upwards:

“As a sergeant you’re almost feeling that you’re fighting against the rest
of the organisation to get people support.” (Constable/sergeant)

Further examples of participants personally experiencing good and bad support from
their forces, when they have experienced mental ill-health or other wellbeing issues
(even if their own line manager tried to help) are described in subsequent sections.

There was a view that wellbeing support is inconsistent and dependent on individual
managers, rather than being culturally embedded. Middle managers were said to be
less bought into wellbeing than chief officers and first line supervisors. It was said to get
progressively harder to deliver wellbeing lower down the hierarchy; pressure to perform
cascades down the management chain, impacting on the wellbeing support they
provide to their teams. There is a need to stress the benefits to managers of paying
attention to their teams’ wellbeing.

It was thought poor supervision should be challenged and dealt with, and support put in
place for people experiencing bad management. An example was given of a support
network that people can go to confidentially, to get advice and help in escalating issues
to higher levels. A view was chief inspectors and above should have their management
of wellbeing as a performance criterion:

“Make it mandatory for them to be judged on their performance for
managing the staff.” (Constable/sergeant)

Managers, it was felt, need to feel empowered to make decisions and use discretion,
not to be afraid of setting precedents (such as allowing working from home) or feel they
must refer to HR. Middle managers need local level expertise working with them to
develop wellbeing plans, but HR departments have been reduced. A need was
identified for middle managers/department heads to be open and transparent, to tell the
truth to chief officers about levels of demand, the condition of staff and the impact on
the service.

3.4.6 Sick absence management/policies

Various issues were identified relating to sick absence policies and processes having a
negative impact on wellbeing. They were said to contribute to absence levels.

People spoke of their feelings of guilt at taking sickness absence, due to their workload
and obligations to the public and their colleagues. They feel that by being absent the
rest of their team will be placed under more stress than they already are:
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“‘Because absence makes your friends work harder.”
(Inspector/superintendent).

Middle managers can feel they have to balance individual and team wellbeing, for
example one spoke of the need to encourage an officer’s return to work after injury in
part because team needs the person and because the individual would move to half-pay
otherwise.

It was questioned whether forces’ HR or welfare departments were caring for the
workforce or harassing them. Examples were given of people phoned at home within
hours of them reporting in sick, people being contacted during their absence by an HR
department seen as obsessed with getting people back to work, and managers being
emailed about their absent worker. It was felt that such contact should not be until after
a few days; it was not necessary for absence reasons like flu, but early intervention
could be good in relation to stress or other mental health issues. However, it was
thought individuals might prefer to talk to a supervisor, not someone they do not know.
An example was given of inconsistency between wellbeing policy and sickness absence
practice: a force stating that they will look after workers’ wellbeing but informing
someone who had been in hospital that they were heading towards being put on an
action plan was described as:

“contradicting themselves by talking the talk but not walking the walk.”
(Constable/sergeant)

Attendance management processes were considered bureaucratic and complicated. It
was thought supervisors are not always trained in them properly. Formal procedures
were felt to be invoked too early. People were said to worry for their job if their absence
will be flagged and automatically start an intervention. It was thought supervisors can
tell when someone is or is not genuinely sick. Repeated calls were made for more
flexibility in absence management policies, giving more discretion to line managers to
discuss with the job holder and assess the individual circumstances rather than follow
strict processes relating to trigger points (such as total days absent or number of
separate absences in a defined period exceeding a threshold). It was thought that such
triggers are not flexible; for example, someone can be put on a plan if they have a
number of separate absences but that does not consider the overall time absent.

For these reasons, it was perceived that people often do not take sick absence when
they need to, or they return before they are ready. It was noted that despite an observed
increase in mental health issues, absence for psychological reasons had not increased,
the conclusion being drawn that there is under-reporting because people are not going
sick but are ‘going to pieces’ in the workplace or are masking mental health issues with
other absence reasons. People were said to return before they are ready. For those on
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long term sick leave this can be forced by the move onto half pay after six months. They
are sometimes put on restricted duties resulting in more pressure on their colleagues.

An example was given of sickness absence being reduced by a force’s supportive
attitude. A high proportion of women returning from maternity leave were immediately
going on long term sick (for reasons not specified). The force set up a system of
maternity SPOCs in each district, with experience or understanding of the issues, and,
using a confidential social media platform over a secure network, enabled people to
discuss queries and offload concerns, resulting in greatly reduced sickness on return
from maternity. It was thought that such a simple solution could be replicated for other
wellbeing themes.

3.5 Wellbeing support services

In this section we cover various aspects of wellbeing support services provided by
forces:

e raising awareness of wellbeing and wellbeing promotional activity

e routine mental health support to prevent accumulated ‘drip-drip’ effect

e debriefing of specific incidents/experiences

¢ volunteer/non-professional wellbeing services

e reactive services (welfare departments, occupational health, counselling)
e physical health promotion and support

There were views that forces can be quite good at reactive wellbeing services and
management, once staff have reached a critical point (although opinions on such
provision varied, see 3.5.5 Reactive services (welfare departments, occupational health,
counselling)), but they are not so good at addressing what might drive people to that
point and taking preventative measures. Widespread views were held that not enough
was being done proactively to prevent long term build-up of mental ill health.

3.5.1 Raising awareness of wellbeing and wellbeing
promotional activity

Written information about wellbeing services

It was thought information about wellbeing support needs to be better promoted and
more easily accessed. Forces need to signpost people to wellbeing support structures
and provide practical advice (such as action to take or a person/department to contact if
someone has a specific issue). Examples were given of forces that do put up wellbeing
information/promotional material on posters, such as on toilet doors, on noticeboards,
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and on their intranets. There were varied views on how visible or accessible such
material was, from it being thought not difficult for the workforce to know what wellbeing
support is available to being thought hidden away. On an intranet it should be on the
homepage so is easily visible. Examples were given of information said to be dispersed
rather than in one place, or not up to date. Supervisors need training in what support the
force makes available.

Mental health awareness training

There were repeated views that mental health training should be available for all, such
as in recognising signs of mental ill health in self and others. It was said that in some
forces there was not much provision and no agreed standard, in comparison to, for
example, officer safety training. An example was given of a two-day mental health
workshop (‘Live Well Feel Well’) being positively received. Although there can be
abstraction issues - noted with irony - so the suggestion was made that perhaps it
should be mandatory. Similarly, a force ran weekly wellbeing courses, but it was not
structured around shifts or working patterns so many people unable to attend. Another
force was reported to have a wellbeing support group, which runs a mental health
awareness week, though the group is limited to a particular department.

Promotional events and activities

There were mixed views over provision of wellbeing events and promotional activities by
forces.

Some were thought to be insincere, a ‘token gesture’, ‘lip service’ or just ‘patching over’
issues (see also 3.4.5 Role of senior leadership in wellbeing). These included: a
wellbeing week with activities including massage, fruit basket and barbecue; the offer of
‘a head massage and a smoothie’; and information on walks people might want to do on
their day off.

There were varied views of a force’s wellbeing bus, which tours the force throughout
year, offering mental and physical health checks; some were appreciative, but another
view was that it just did things a GP could do (measurements such as blood pressure or
weight).

Other activities were more appreciated, such as provision of flu jabs (or vouchers for
them), health checks, massages, yoga, awareness talks about, for example, cancer or
Alzheimer’s Disease, and cold weather ‘survival kits’ (with lip balm, hand warmers and
tissues) issued to frontline officers. There was an example of a motivational speaker
being brought in. A suggestion was made to bring in professionals to provide advice on,
for example, diet, lifestyle, sleep, meditation, mindfulness and yoga.
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As with awareness training and support groups, such activities were not easy to access
for all; this was a factor in the views of insincerity. It was said to be easier for office-
based staff working office hours in central locations to attend, but less accessible to
some of the workforce who need these services most, such as those working out on the
streets, working shift patterns and in outstations. It was repeatedly said forces should be
providing them in places and at times that more people will be able to access.

Other force wellbeing initiatives that were mentioned appreciatively included:

e giving all officers two ‘wellbeing days’ in recognition of the stress of the job

e a meal break campaign

e doing work to reduce bureaucracy and other hindrance stressors

¢ the introduction of mental health triage in the control room, because so many calls
are not about crime, which was said to give officers and staff more confidence

3.5.2 Routine mental health support to prevent
accumulated ‘drip-drip’ effect

Views were expressed about staff having great resilience and putting up with the
stresses of the job because of their love for the work and the people they work with.
They can ignore the build-up of experiences — the so called ‘drip-drip’ effect - until it has
an overt impact on their mental health. This can be after some years, perhaps not until
they have left the police service.

"Continuous exposure to trauma that isn’t treated makes officers go off
il and often not during service, but in retirement."
(Inspector/superintendent)

The importance of managers and supervisors knowing their staff and recognising the
problems they experience, in order they can intervene and provide necessary support or
treatment, was cited. However, difficulties were mentioned about supervisors and those
they manage having adequate time and opportunity to regularly discuss work and
wellbeing and identify signs of mental ill health early and deal promptly with problems.
The personal touch was said to be more difficult to maintain, for example sergeants are
less able to go out with their teams because they are more tied to the office and
supervisors have more people to manage. As described previously (see 3.2.5
Opportunity for day-to day decompression, socialising, team support networks and
maintaining physical health), people felt they have less opportunity and space to spend
informal time socialising and decompressing with their peers and managers.

Examples were given of officers and police staff whose roles routinely expose them to
stressful experiences, or to offensive or abusive material, but who said they receive no
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regular wellbeing support. They included a staff member exposed to indecent images of
children who felt they received no support other than filling in an annual psychological
screening questionnaire; in the participant’s view a stress management consultant only
was brought in after it became evident that the mental health of people in abuse
investigation units was being adversely affected. However, that service was said to no
longer be provided. Staff who do not see such images but have to read descriptions and
write reports, were said also to be affected, but can feel they do not have the right to be
as they do not have same exposure.

There were views that people should take personal responsibility for discussing their
wellbeing with their managers. However, it was also felt that more should be done to
facilitate discussion on a regular and routine basis. This would not necessarily be with a
manager, but could be with a peer support network, or with a welfare or mental health
professional. Various suggestions, listed below, were made for ways in which forces
can provide better routine wellbeing support to staff, including some examples of
existing good provision.

e Aregular progress and welfare meeting to be held between staff and line manager,
one to one, for example every two to three months.

e An example was given of a force where it is supervisors’ responsibility to identify
signs of ill health in those they manage. They have training, and will talk to staff after
incidents, and make referrals as necessary.

e Freedom to talk informally, without it being an official, bureaucratic process, with no
reports required, or labelling of individuals.

e Staff should be able to access wellbeing support outside their chain of command,
instead of or as well as their line manager. This would provide expertise and relieve
pressure on line managers. Independent support might be important if managers are
the source of their problems (for example, ordering someone to single crew, refusing
leave). Suggestions and examples given included:

e A regular check up with a mental health professional, or welfare officer, for
example every six or 12 months. This should perhaps be mandatory.
However, potential difficulties were evident from examples of supposedly
mandatory checks not taking place and of a request being made for
mandatory health checks to be built into the calendar but being told by HR
that it did not have enough staff to provide to them to all.

o A welfare officer or mental health professional based at offices or stations that
people can approach, or who regularly travels around all stations and offices,
so they are not a stranger to the workforce.

e Provision of mentors or buddies with whom both new and experienced staff
can talk informally about welfare (and performance); someone who is a good
listener and knows the job.
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e A suggestion was made to increase chaplaincy services.

e An example was given of a force holding open door sessions where people
can talk about worrying issues.

e An example was given of a force with a mental health support network
including periodic meetings for those with problems to talk and get peer
support.

e See also 3.5.4 Volunteer/non-professional wellbeing services.

It was also thought that some assessments or checks for people in certain roles
should be conducted with health or psychology professionals. This included being
done in advance of people being placed.

e An example was given of mandatory assessments being conducted with a
psychologist for certain roles (such as covert policing).

e Clinical supervision was proposed for, for example, abuse investigators.

e An example was given of having a monthly stress management consultant
meeting that worked well.

e A suggestion that role profiling and psychometric testing should be done for
all new people once they have been recruited to ensure that they are being
put into roles that they are suited for:

"l didn’t have it before | started and we work in a unit where you're
dealing with the child abuse, the sex abuse, the highest risk DV side of
things... and that testing isn’t done early on to identify those that might
need a little bit more help or might not be suitable to go into those
roles." (Member of police staff)

However, it was also considered very important that there is trust in the
process and people feel comfortable being able to talk without the fear that
they will lose their job if considered unsuited. An example was given of
psychometric testing being promised but not delivered.

A different kind of regular support for wellbeing was the suggestion to provide
residential recuperation time to all, for example a week or two annually. The
potential issue of cost and/or staffing cover were noted but health benefits were
evident, based on personal experience.

“Let every officer once a year go to their convalescence home. | went to
Flint House not long ago, and those two weeks away from work were
fabulous. | know I did it on the backend of bereavement of [...], but
brilliant. Two weeks away from work, and whether you can manage it, it
IS resources again, but that two weeks of actually finding themselves
again, getting themselves rested, working out, nice food. They can talk
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to people if they want to, if they’re suffering with mental health issues.”
(Constable/sergeant)

3.5.3 Debriefing of specific incidents/experiences

As well as ongoing or routine provisions, debriefing after specific incidents or
experiences, to mentally process them and be able to move on, was seen as an
important means of preventing long term negative effects on mental health. Varied
experiences were recounted of when debriefings had or had not been conducted
following difficult traumatic, critical incidents and calls; and when they were conducted,
about their effectiveness.

Various examples were given of officers and police staff working in roles that involve
exposure to trauma, both on the streets and in offices - such as call handlers who talk to
suicidal people and investigators who view indecent images - who did not receive any
debriefing, or the debriefing received was adequate. Participants’ views and
experiences included the following.

e A force seen as complacent about what is normal for people to have to mentally deal
with.

e Supervisors not always asking how someone is or if they want to talk about an
experience.

¢ Not being debriefed after traumatic incidents, for example after seeing a decapitated
body, so taking the effects home.

e Call handlers not having support in place to talk following a difficult call. Including the
view that they might want to talk to someone outside the control room.

e Control room staff not receiving debriefing or welfare checks unlike officers involved
in the same incidents.

¢ Intended debriefing processes not taking place as promised or intended, or only
after a long interval.

e Mandatory assessments (for example of a SOCO) that are supposed to be done
by the line manager only happen if requested.

o Different experiences as to whether ‘hot debriefing’ — before people leave the
scene, at the end of the shift or the next day — happen.

e People being invited to critical incident debriefing by email, with the risk of them
being unable to attend or not attending by choice (which can mean the incident is
not processed)

¢ Ineffective debriefings, with poorly trained debriefers, following a formal script, held
in an inconducive environment
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For their part, it was said that supervisors, such as sergeants, can find it difficult to get a
team that requires such debriefing together. They can be conscious of their team’s
wellbeing but might not think of their own, perhaps until days later.

Participants proposed various things they wanted to see in place and gave examples of
what they considered to be good practice, including the following.

Debriefings of those involved in an incident, immediately afterwards. It varied as to
how people wanted them conducted, and with whom.

One view was there should be a formal target to see an officer at a point of crisis,
not rely on voluntary/charity provisions (see 3.5.4 Volunteer/non-professional
wellbeing services regarding such provision).

Another view was that Trauma Risk Management (TRiM), or similar assessments,
could be appropriate. An example was given of constables and PCSOs involved in
same incident all sitting down to discuss it immediately a with TRiM practitioner.
Clinical supervision might be required for some roles/incidents, such as abuse
investigators.

An example was given of a preference for informal debriefings conducted with the
other officers and staff involved, not a formal process with sergeants/inspectors
whereby people might be less willing to engage.

A chat with a line manager/supervisor might be enough in some instances.

There should be a structure in call centres whereby supervisors talk to staff about
traumatic incidents. Allow call handlers a few minutes away from the phones after a
difficult call.

Debriefing should be somewhere quiet, comfortable, with tea/coffee.

There was a view that debriefing should be mandatory, because people might not
acknowledge or be aware of the need for it in themselves. This would also help
mitigate stigma about seeking help or admitting issues, address desensitisation and
help people become more used to talking.

HR or welfare staff could monitor command and control systems and contact local
sergeants to ask if any support was needed. An email from a wellbeing officer could
be sent to individuals involved soon after involvement in an incident, asking them to
grade the severity of the experience from 0 to10.

Provide a forum such as an open-door session where people can talk about
issues/worries.

All staff should receive training in coping with trauma.

3.5.4  Volunteer/non-professional wellbeing services

There were many examples of forces with wellbeing services provided by workforce
volunteers or non-healthcare professionals, to help their colleagues deal with both the
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accumulation of stress and the processing of specific incidents/experiences. These
services included TRiM, Blue Light Champions, Mental Health First Aiders, RedArc,
mental health champions, peer supporters and similar schemes.

There were varied views as to the level and effectiveness of such schemes. They were
considered a good way of raising awareness of mental health and providing an outlet for
the ‘drip-drip’ impact on mental wellbeing; for example, one force’s Blue Light
Champions scheme was described as a ‘brilliant framework’. Wellbeing in forces was
considered to have improved. Examples of provisions that participants thought effective
included the following.

e A force with comprehensive arrangements: a number of officers were trained in
TRIM to deal with Type 1 trauma (single critical incident), helping to ‘defuse’ people
and signpost them to further help in a 48 to72-hour window. They deal with
hundreds of referrals per month. The same force had recruited many staff and officer
volunteers to be 'mental health peer supporters’, trained to offer support to workers
and managers, including linking them to occupational health or referring them
externally. Both schemes were thought to have the advantage of being informal,
outside occupational health and prior to it being required.

e A force perceived to have a strong mental health service provision, including a
wellbeing team, a wellbeing force lead, TRiIM practitioners and wellbeing
ambassadors who provide a signposting service to listen and direct or encourage
people to contact the appropriate service.

e The Police Federation’s RedArc service being positively viewed; whereby people
can self-refer for mental or physical health triage and are then taken through
counselling or other services as required.

e PCSOs in a force being TRiM trained.

e Case reports being tagged with names of staff exposed to trauma and TRiM
practitioners automatically alerted.

Some problems and deficiencies with these schemes were identified, along with some
suggestions, including the following.

e [orces need to recognise the volunteers’ need for time, support and training to
perform the role and provide necessary facilities or infrastructure.

e |t was repeatedly mentioned that TRiM practitioners, Blue Light Champions and so
on are volunteers who have to fit the role into their other duties; the schemes rely on
a ‘coalition of the willing’.

e People do not always have time to perform the role effectively. It was said that as a
result provision is patchy. An example was given of a force without TRiM but which
had potential volunteers; however, unless overtime was offered it would have to be
fitted into the day-to-day role.
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e Provisions were said not to be available to middle managers; it was thought
everyone should have access.

e Examples were given of schemes not being well-managed or poor service provided,
such as: a member of police staff in a call handling area taking traumatic call but not
being asked by a practitioner in the department if they wanted to talk, and a
superficial assessment consisting of a superintendent asking the colleague of a
person involved in an incident how they were, not the person directly.

e The existence of schemes needs better advertising, for example in briefings or an
email to all, explaining what it is and including assurances of confidentiality.

e The workforce should have easy access to lists of people such as mental health
practitioners and buddies they can talk to.

3.5.5 Reactive services (welfare departments,
occupational health, counselling)

In this section we consider the services that are required once a member of the
workforce’s need for professional mental health support or treatment has been
identified.

There were widespread views that welfare departments, occupational health and
counselling service provision, whether provided within-force or externally, was often
inadequate, in terms of access, timing, level of provision and expertise of practitioners.
Few examples were given of positive experiences of services.

It was felt that the police service contributes to the levels and lengths of staff iliness by
not providing the required care. Absence, for example due to Post Traumatic Stress
Disorder, was said to be longer - perhaps considerably - than it might be if care was
better. Staff could return to full duties more quickly and the numbers on
special/recuperative duties be reduced.

Forces’ internal welfare service provision

There were views among participants that their forces’ own welfare or HR departments
do not have adequate capacity; some forces were said to be understaffed, others not to
have any welfare staff. Instead much of the responsibility has passed to external
occupational health providers, which contributes to difficulty getting issues dealt with.
There was a view critical of outsourcing.

Those welfare staff who remain were thought to no longer deal with members of the
workforce day to day, are not used to communicating with them and to have lost local
knowledge.
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There were views that forces’ own welfare staff are not well trained or qualified and are
not equipped to deal with the mental health problems they have referred to them, for
example:

“Sometimes you do ring them up and you're just thinking have you
actually got a clue what you’re talking about. It's almost like they have a
tick sheet, they’ve asked you this question, asked you that question and
they don’t really know.” (Member of police staff)

Examples were given of a mental health nurse who did not know what to do for a
referred person, and of someone being moved from one department due to a mental
health issue only to be put in another which it was thought would be more detrimental to
them.

There was an opinion that there are people who take welfare roles to add to their CV to
help with promotion aspirations.

It was said that referral to occupational health was almost used as a threat against
people rather than to help them:

“It's like if you don’t pull yourself together I'm going to refer you to
occupational health, and it’s like hang on, is this supposed to be
positive or - it is almost like if you’'re not coping then you’re going to be
sent ... to the headmaster’s office.” (Member of police staff)

Participants wanted to see properly trained welfare or occupational health staff. This
included people with experience of police jobs or who know the work and understand
the issues faced. Calls were made for welfare officers, or other mental health staff, to
become more familiar with the workforce by visiting stations or accompanying the
workforce on their duties, to better understand the demands they face. An example was
given of a force formerly having occupational health officers.

People preferred that welfare or occupational health staff can be personally contacted —
by phone or located in same building — rather than an insistence on using online
services, which not everyone wants or is able to use. They want a named contact, a
consistent person to talk to, not a ‘generic’ department where it is difficult to know who
to contact. For example:

“You want these people in an office on maybe the next floor from you.”
... “You do need a human being.” ... “Not someone you can’t get hold
of because their voicemail box is full. You don’t know their names.”
(Members of police staff)
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Access to external mental health services: length of time,
distance and method of contact

There were widespread comments that access to mental health services that people are
referred to by their forces needs to be quicker. Various examples were given of it taking
weeks to receive even an initial appointment or call after referral to occupational health
or counselling services. In some instances there was then further delay between that
initial contact and receiving the necessary treatment or counselling. Examples were
cited of people who had attempted suicide or felt suicidal not getting the immediate help
they badly needed.

Examples of bureaucracy hindering the receipt of services were given, including:

e calls from occupational health/the counselling service that must be answered within
a certain period or number of attempts, otherwise the referral must be redone

e being required to see your GP before you can be referred to occupational health or
counselling, adding to the length of time; the necessity of this was questioned

It was felt mental health services need to be closer to the people who are referred to
them. They should be local to the user, not in another part of the country, as can be the
case when provision outsourced, or forces use shared services. Much time may need to
be taken out of the working day to visit a distant service. It was suggested that people
be able to use another force’s service if geographically closer to where they live.

Personal contact was seen as important, not online or automated telephone, which
cannot recognise a ‘cry for help’. The shortcomings of an experience of an independent
confidential counselling service, for a bereavement case, were described: triage by
telephone and a counsellor unaware of the case detalils.

However, there was an example in one force of an employee assistance programme
that provides good support by telephone; by ‘clever’ questioning, it can in some
instances help someone identify their problem and resolve their own issues. This could
cut the resolution time and address the travel issue.

Quantity/level of counselling provision

The need to assess and treat cases on their individual merits was identified, rather than
there being a fixed maximum number of counselling sessions. Examples were given of
the number of counselling sessions offered, such as six, being insufficient. Some cases
can take much longer to resolve. They included people having to continue treatment
elsewhere, in their own time, at their own expense. It was felt people should be afforded
time and commitment to deal with issue properly, on individual basis. If forces are going
to provide the service it was said they should do it properly, because it could be
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unhelpful or even dangerous to start a course that cannot be finished; the person’s
issue might be unresolved and they be left to deal with the problem alone. There was a
view that there should be a minimum ceiling of ten sessions.

A call was made to reinstate couples counselling, to tackle relationship breakdown or
difficulties caused by police jobs.

A call was made for provision of services to be available to all who need it. It should not
be limited to certain roles, like CID; response officers, for example, never know what
they might encounter in their work.

General solutions and national approaches to wellbeing
services

Several proposals for general and national level solutions were put forward.

e A call for provision of mental health services to be nationally consistent.

e A view that occupational health services are generic but should be specific to the
demands of policing.

e A proposal for a national framework whereby police and other public sector
emergency service frontline workers can be fast tracked to see a GP or other
medical professional within a maximum time

e A suggestion was made for a robust framework (a “bulletproof charter”) whereby
wellbeing had to be taken into consideration in everything the police do as an
underlying principle or overriding factor akin to the National Decision Model. For
example, this would stop inspectors pressuring sergeants to get absent people back
to work to deal with a staff shortage.

e The view was held that the police should invest in wellbeing to save in the long term.
A wealth of research was said to support this, such as that the NHS saves ten times
what it spends on wellbeing.

e A suggestion was made to invest in health insurance and private health care for the
workforce.

3.5.6 Physical health promotion and support

The importance of good physical health was mentioned, in its own right and being
beneficial to mental wellbeing. Some suggestions were made as to how forces could
promote it.

e Build physical fitness into the daily routine/provide fitness time in shift patterns
(see also 3.2.5 Opportunity for day-to day decompression, socialising, team
support networks and maintaining physical health).
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¢ An example was given of a force trying to invest in its workforce’s physical
health, such as by taking part in a global fithess challenge.

¢ Provide staff doing sedentary work with opportunities to encourage movement
and aid blood circulation; for example, provide equipment at the desk or an
exercise bike in the break room.

e Provide gyms or other physical recreation facilities that can be accessed by all
staff. Some forces, or departments/teams within a force, have facilities, others
not (see also 3.2.6 Facilities/space for day-to day decompression, socialising,
team support networks and maintaining physical health).

e An example was given of gym access being withdrawn from some members
of the workforce because it was not accessible to others so thought unfair.

e Provide staff with discounts at commercial gyms.

¢ Allow staff to use facilities (such as gyms, showers) at other police
stations/buildings than their own.

e Provide physiotherapists and physio facilities in-house.
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4 Professional Development

In this chapter we present findings about the professional development of the workforce.
This pillar was defined within the workshops as relating to performance and
development activities and career aspirations, and how these can be supported.
Discussions covered various topics including:

e recruitment and initial training (4.1)

e continuing professional development (4.2)

e promotion and leadership development (4.3)

e quality and methods of, and ability to access, training (4.4)

As previously explained in the Introduction, all the findings reported are the participants’
experiences, opinions and suggestions, not the ONS authors’ or the police service’s
views. The accuracy of participant’s perceptions has not been assessed by ONS.

4.1 Recruitment and initial training
This section will cover:

e the recruitment of police officers and staff
e the initial training (which refers to both formal training and the probationary period) of
new recruits

4.1.1 Recruitment

Applicants’ life experience and expectations

Comments were made that the police as an organisation are recruiting people at a
younger age and with less work experience than past recruits and that, consequently,
these new recruits are not prepared for the realities of policing:

"No idea what they’re coming into; they’ve lived in a society where they
are wrapped up in cotton wool an awful lot. They come into this job and
their mental health or their ability to cope with certain situations is just
not evident from day one." (Inspector/superintendent)

The expectations of applicants were not considered to be managed well in the
recruitment process. There was a feeling that new recruits apply with their focus on the
exciting side of policing, not realising that the majority of time is not spent on these
tasks.
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Participants gave examples of recruitment interviews where candidates had stated they
do not like confrontation or were shocked by the need to work different shift patterns
and possibilities of cancelled rest days. However, it was suggested that these unrealistic
expectations may be a generational phenomenon related to people who have recently
reached adulthood - a “millennial thing” - and not unique to policing. It was questioned
whether it was possible to change this culture or whether policing had to adapt to the
changing expectations of the younger generation and try to be more engaging as an
organisation.

The need to focus on recruiting people with the attributes necessary to cope with the
situations they would have to face within frontline policing was repeatedly mentioned. A
suggestion was made for forces to recruit people who have worked in jobs where they
have had to deal with the public. Participants with this kind of experience found that it
had helped to prepare them for the confrontational situations they would later be put into
within policing, for example:

"l went and worked in a busy pub... then | joined the police because
then | thought right I'm ready for it. I've done that, I've had
confrontation, I've grown up and I've toughened up.”
(Constable/sergeant)

Moving away from recruiting graduates and focusing instead on encouraging police
apprenticeships where people are introduced into the organisation more slowly was also
suggested:

"Other industries are actually now going back to apprenticeships... the
sort of slow-learn and the slow-burn.” (Inspector/superintendent)

It was proposed that an effective way of ensuring that those with the right skills and
experiences are being recruited is to involve frontline police constables in interviewing
potential new officers. An example of a force already doing this was given.

The application process

There were comments that the application process has changed over time with a
greater focus on things like personality questionnaires and profiling, rather than life
experience and personal resilience. There was a feeling that this process is not
necessarily effective at identifying the best people for the job. An example was given of
a PCSO who had applied to become a police constable within their own force but had
not passed the initial recruitment process because the questionnaire they were required
to fill in suggested that they were not suitable to the force:
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“‘Even though | already work for the organisation, there’s now a
questionnaire at the beginning, which apparently | wasn’t the right sort
of person.” (Member of police staff)

This example was not unique, with others citing cases where those considered capable
had failed to pass the application while those with seemingly less ability passed.

The feedback process after an interview was seen to be lacking. For example, a line
manager spoke about one of their PCSOs who they felt would be a good officer but had
failed the recruitment to become a constable twice without being given an explanation
why and therefore struggled to know what skills they needed to develop. There were
references to courses teaching people how to pass the recruitment process, but this
was not considered useful because they were said to just be taught what to say rather
the process itself being an assessment of their capabilities.

There was a call for the application process to be amended to be more practically based
so that interviewers can more effectively evaluate the personal resilience of applicants
and their suitability for the job before they are recruited:

"Give them two days residential so that we can talk and see how they
communicate, see how they deal with stressful situations, see how they
can deal with decision making, all that type of thing..."
(Inspector/superintendent)

There was a suggestion that forces should look to the army for ideas of good practice
because there was a perception that they focus on the qualities and experiences of the
person applying rather than just assessing them against a set process.

Diversity of the workforce

The feeling that forces should be recruiting people with a wide range of characteristics,
experiences and backgrounds was expressed. It was thought forces should ensure the
workforce is diverse and representative of the community in the local area, for example
regarding ethnicity and socio-economic group.

A perceived requirement for degree-level qualifications on entering police was debated.
There was a general agreement that degrees should not be a necessity for entering
policing because new recruits are able to learn the skills they need on the job. Those
with degrees felt that it had helped them in policing but did not feel moving towards
recruiting only graduates would be appropriate because it could miss out on other good
candidates. Having diversity in the workforce in terms of educational attainment should
be the aim:
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“‘We need some graduates, but we also need some people from school"
(Constable/sergeant).

4.1.2 Initial training

General training points

There was a repeated perception that the training given to new recruits (both officers
and police staff) is often inadequate. It was felt that training is rushed and sometimes
outdated so new recruits do not have the skills they need to perform effectively and are
ill-prepared for what they will see and experience within their role. This lack of adequate
training results in increased pressure on both the individual and their colleagues, with
issues of workforce retention evident:

"We're just getting people to come in and do something without actually
giving them the skills behind it and expecting them just to hit the ground
running. Some people do it, some people can do it and thrive on it, but
other people sink and then eventually go off, because they can’t deal
with the stress with all the demand.” (Inspector/superintendent)

It was highlighted that some areas of policing are very structured in their approach to
training and accreditation (such as Firearms Command, Public Order Command and
Crimes in Action) but that this structure does not exist for other specialist areas and
‘mainstream’ police work. An overarching suggestion was made to learn from where
training is working well and replicate the good practice across policing.

Initial training of police staff

Role specific issues with initial training were identified by police staff.

e A lack of training for PCSOs, particularly when joining newly created teams (for
example a drugs task force) or taking on additional responsibilities.

e No formalised training structure for Police Staff Investigators (PSIs) to gain
gualifications necessary for their role. Those recruited are not being given the
training to bring them up to required standard, for example the Initial Crime
Investigators Development Programme. Instead, ex-detectives have been brought
back because they already have the necessary qualifications.

¢ Insufficient first aid training, for example, for those working in custody or for PSls
who are often the first responders on a scene.

e Inadequate mental health training for PSIs in how to deal with members of the public
who had mental health issues or were experiencing trauma. For example, not
knowing what to say to family members of a suicide or of someone involved in a
road traffic accident.
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There were also calls for training of police staff in the control room to be more focused
on how police officers work, so they are better equipped to deal with calls efficiently
when they come in rather than them having to be referred to an officer.

A lack of line manager support for training was felt to compound issues. For example,
police staff discussed being proactive in finding relevant training to fill a perceived gap
in their knowledge or experience, but not being supported by their line manager or given
time to complete it.

It was commented upon that people who are recruited individually rather than as part of
a general intake can end up missing out on any real introduction into the organisation.
There was a suggestion that there could be an induction day every few months for all
new staff to ensure that everyone is captured.

Initial training of officers

There was a feeling among officers that new recruits are not being given enough time to
learn and practice the skills they will need on the front line. An example was provided of
a student who had been approved to work independently but had never witnessed an
interview before. Reference was also made to a lack of emphasis on administrative
requirements (for example, completing files) during initial training. It was suggested that
new recruits should be repeatedly practicing the basics in training school so that these
processes become automatic rather than being given a brief, broad introduction to many
things.

The initial training provided to new recruits was not seen to match with the reality of
frontline policing. Participants who had been recruited as officers in the recent past
spoke about how they had felt demotivated to find that the training they had been given
on what problems they would face and how they should solve them was quite different
from the advice they were then given ‘on the ground’. A reason given for this issue was
training being delivered by external trainers who do not have experience of policing on
the front line. It was felt that the training should be updated to ensure it is aligned to
real-world situations and that potentially new PCs should be taught by officers who
understand the reality of the job rather than police staff without frontline policing
experience.

There were calls for specific training or courses to be included in initial training of new
officers.

e Police National Computer: "You are going to be needing these facilities from your
day one in the job." (Constable/sergeant)

¢ Blue light, Taser, Police Support Unit (commonly known as public order training) and
search training: in some forces officers were said to not get this training until they
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have been in for two years, but it was suggested they may require these skills earlier
in response roles if there are not experienced officers on shift. However, there was a
concern that not all drivers are suitable for blue light driving and therefore there was
some disagreement about whether this training should be offered to everyone.

e First aid training: there were calls for an increase in the medical training given to
officers because the current training was not felt to be adequate for the demands of
the role:

"We go to jobs where we are first on the scene at serious car accidents,
drugs overdoses, stabbings, and what do we get, some St John’s
Ambulance input on how to put a bandage around someone’s head. It's
grossly inadequate." (Constable/sergeant)

There was also a call for there to be greater preparation of new recruits for the
confrontational and dangerous situations they will inevitably be put in. One participant
spoke of an experience where a new officer had suffered a minor assault during one of
their shifts and was left visibly shaking for the rest of the shift and reluctant to go back
out. Although there was appreciation that being assaulted is clearly never right, it was
something which officers used to be prepared for because they knew it was the nature
of the job.

Similarly, there was not felt to be sufficient preparation of new recruits for the realities of
what they are expected to deal with and see within their role like there was in the past:

"When | went through Hendon it was post-mortems, it was photographs.
When you're talking about crime scenes, when you're talking about
RTCs, there were photos." (Constable/sergeant)

The initial training that new officers used to have where they spent a number of weeks
together at training school and got to know their peers and colleagues was felt to have
been a good opportunity for developing personal resilience necessary for policing.
Having the ‘camaraderie’ and social interaction amongst peers helped to create a
support network which was felt beneficial for new recruits.

It was suggested that new recruits should have greater street duties experience within
their training so that they are not put in situations where they are expected to deal with
incidents such as stabbings without being prepared. A formalised probationer pathway
was described as having previously existed in one force which involved a street duties
course, three months in CID and three months in safer neighbourhoods. It was felt that
this pathway had worked well in giving new recruits a greater understanding of the
realities of frontline policing as well as teaching them the core skills and knowledge they
needed before they were put into a team:
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“You had an officer who knew how to take a CRIS report, had
interviewed somebody, had got all the basics, and then you put them on
response team and you whanged them in a car and you said right 999
calls, off you go to the estate.” (Constable/sergeant)

Mentoring and on the job support for new recruits

The lack of mentoring and on-the-job support for new recruits after their initial training
was repeatedly raised as an issue by both officers and police staff, for example:

"You're supposed to be tutored for however many shifts and that
doesn’t happen and you find yourself sat on your own when you
shouldn’t be, without the confidence or the experience to be able to do
the job. So you are dropped in it sometimes." (Member of police staff)

The lack of experienced constables available on the front line was a real concern for
officers especially as line managers no longer felt that they had the time needed to
focus on the development of their new recruits. There were multiple references to
probationers relying on other probationers, or those only recently out of their probation,
for advice. Those who had been in the job for a while compared this to when they joined
policing and experienced officers were available to mentor them:

"When we joined you literally had the little folded up piece of paper in
your pocket with officers’ numbers of who to go to, like the traffic guru.”
(Constable/sergeant)

"The sergeant who was in charge of the shift would say right who’s my
most experienced officer? Right you’re going out with the newbie.”
(Constable/sergeant)

There were comments that new officers and police staff will leave policing if they are not
adequately supported and developed. To reduce this potential issue with retention, it
was suggested that each recruit could have three people (a tutor, assessor and
sergeant) monitoring development during the first two years. Each of these people could
be responsible for separate aspects of support and development of the individual, such
as supporting their initial training, monitoring their work towards the diploma and
providing ongoing line manager support:

"So that this officer knows I've got a few people who actually care about
me and they’re going to carry me through that two-year process. So
they come out the other end a lot more confident.” (Constable/sergeant)
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Probationer portfolios and diplomas

There were mixed views on the College of Policing’s decision to introduce a system
requiring every probationer to complete a portfolio or diploma within their first two years.
There were feelings that it was not a useful exercise and it is just ‘writing for the sake of
writing’. However, there were also comments that the lack of qualifications earned within
the police can be a limitation if applying for jobs elsewhere and therefore the move
towards formally recognising policing experiences and skills might be appropriate:

"You can be as qualified as you want in policing, but you go outside and
it means nothing, because the outside world doesn’t see those skills
and actually a lot of skills we have are way more than any qualification
in the outside world, because you’re dealing with such a variety of
things." (Inspector/superintendent)

It was suggested that it would be useful for probationer diplomas or portfolios to focus
more on practical skills and upskilling people for their role. For example, response
officers are now expected to do a lot more in terms of investigations and there would
therefore be value in upskilling them with interview training and investigative skills. The
Chief Inspectors leadership course was given as an example of a much more practically
based qualification which the organisation could look to adapt for all ranks.

There was a view that more experienced members of the workforce can feel separated
by not having opportunities to gain the same qualifications offered to new recruits.
However, there was also some understanding that it is not always feasible to offer the
same opportunities to all current staff.

It was felt that if the organisation is going to fund any degrees or qualifications, there
should be a way of claiming back the money from the individual if they leave before a
certain time period has passed.

4.2 Continuing professional development

In this section we report on findings about continuing professional development (CPD),
including:

¢ Dbuilding skills and expertise in current role

o lateral development and career progression

e Dbarriers to development

e the role of the Professional Development Review (PDR) in supporting development
e the line manager’s role in supporting development

e the force or organisational role in supporting development
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4.2.1 Building skills and expertise in current role

There were concerns raised that there is not enough of an emphasis on encouraging
the front line to keep building upon their skills and expertise in their current role,
particularly when the demands of the role, or on policing as an organisation, change.
The ability to access necessary training was repeatedly mentioned an issue for the front
line but this will be discussed in more depth within a later section (see 4.4.2 Accessing
training).

Keeping knowledge and skills up-to-date

The importance of keeping an individual’s knowledge and skills up-to-date was not seen
to be sufficiently focused upon. For example, issues were raised about officers in
specialist roles being brought back into response or neighbourhood teams and seeming
unaware of how much the role has changed, particularly in terms of the administrative
tasks involved. The need for officers to always be able to perform a response role was
expressed:

"There also has to be a reminder that police officers are police officers,
and every police officer should be capable of doing a response role."
(Constable/sergeant)

The desire for officers to receive better training in dealing with members of the public
with mental health issues was repeatedly mentioned (see also 3.3.1 External demand
and the relationship with partner agencies). There were calls for more training on this to
be included within officers initial training (see also 4.1.2 Initial training) and for regular,
refresher training to be introduced, as it is with Officer Safety training, to ensure that the
appropriate level of skills and knowledge are maintained. Staff in one force mentioned
that their force was looking into this issue and planning to introduce a set standard of
mental health training into their training days.

There was a call for increased training on IT systems when they are brought in or
updated to ensure that officers and staff have the capability to use them effectively. A
participant who had recently moved from a force using Niche expressed concern that
their new force had not yet begun training on how to use the same system considering it
was intended to be introduced within the next year:

“I know that there’s 18 months’ worth of training. Allegedly this is
coming in less than 12 months. I've not seen anybody have any training
on it yet." (Constable/sergeant)

89



Introducing training on software packages such as Microsoft Office, particularly when
there are new releases, was suggested as a simple way of building capability and
increasing efficiency in the workforce:

"Everybody’s sat there trying to muddle together PowerPoints without
knowing how to do it... if we trained people how to do it in the first
place, it might be that bit quicker. Same with Excel, same with Word."
(Member of police staff)

The legal profession was cited as having a legislative requirement to ensure its
members engage in a certain amount of development activities each year to maintain
their professional licence. It was felt that policing should have the same requirement in
place to ensure that officers and police staff are keeping their knowledge and skills up-
to-date. There is a considerable amount of legislation (the example of the new Bail Act
was mentioned) which they are expected to be aware of and understand. This was said
to often be far more complicated than a simple e-learning package can cover (see also
4.4.1 Methods of training) but there is not enough protected time currently available to
ensure adequate training is taking place. Having a national framework around
continuing professional development could help to create more of a learning culture
which it was felt the police is currently lacking.

Bringing back Special Priority Payments for those who complete all their necessary
training each year might also be an effective way of encouraging people to keep their
skills and knowledge up-to-date:

“You only got that at the end of the year if you'd done all the courses,
the PST (Personal Safety Training), first aid, if you had a really good
sickness record and you had to tick all those boxes... | guarantee
everybody did them to get their bonus at the end of the year.”
(Constable/sergeant)

Upskilling to meet changing demands

There was not felt to be enough upskilling of individuals when the demands of their role
change. For example, the introduction of a scheme in one force has increased the
expectation for officers in response roles to take on additional investigative
responsibilities. However, a lack of time, support and training of these officers to the
build the skills necessary to perform their additional tasks was identified:

"No-one on team has been given an ABE (Achieving Best Evidence)
interviewing course, but yet we’re supposed to be doing that.”
(Constable/sergeant)

(See also 3.2.1 Changes to organisational structures, operating models and roles.)
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As an organisation, policing needs to be constantly upskilling the workforce and
renewing knowledge on the front line to keep up with changing crime and technological
advances that could aid policing. One area where policing was felt to be particularly
falling behind was in their understanding of how to deal with online crime:

“Cybercrime is huge and just none of us really know how to deal with
it... we underestimated it completely how things have changed and we
haven’t kept up with it." (Constable/sergeant)

There was felt to be a real need for investment in this area to develop the skills and
expertise necessary to tackle it.

It was suggested that forces should be encouraging individuals to build their expertise
in, and become ‘force leads' for, certain areas of policing. These individuals could be
responsible for collecting all the local good practice in their area and would provide a
single point of contact for others in the force looking for information on a specific topic.
An example was given of an individual who had recognised an ‘evidence gap' in policing
and had written a journal about the research they had done in this area. Encouraging
this type of behaviour was seen to be a simple way of upskilling officers and staff as
well as ensuring that expertise is being built and shared effectively. It was suggested
that there should be some reward and recognition for officers and police staff willing to
take on this additional responsibility.

Peer to peer knowledge sharing

There was concern raised about the lack of peer-to-peer knowledge sharing within
forces. Issues identified by the front line included:

e team briefings not always happening
e limited opportunity to speak to those with their department working different shifts.
e a lack of knowledge about what other teams do

Team briefings
The importance of regular team briefings for providing officers and police staff the time
be updated on any changes and ask questions was commented upon:

“‘How can you run a department and you never have a briefing?... even
if it's just once a fortnight to get each team together." (Member of police
staff)

It was suggested that better use could be made of the team briefings to encourage
peer-to-peer knowledge sharing, particularly given the issues with accessing formal
classroom training (see also 4.4.2 Accessing training). For example, there could be
more encouragement in the morning briefings for learning and sharing from the previous
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shift so that people can learn from one another’s experiences of what went well and
what could have been improved.

Different shifts within a department

The lack of opportunity to speak to those working other shifts was described as leading
to inconsistencies within departments in the way things are dealt with because
knowledge and working methods are not being shared. It was suggested that peer-to-
peer knowledge sharing time between those working different shifts could be built into
training days to try to prevent some of these issues (see also 4.4.1 Methods of training).

Different departments

There was felt to be a lot of overlap in work done in different departments and that there
should be more emphasis on increasing understanding of how each other’s roles work
as a way of creating better working relationships and upskilling the workforce:

"Understanding what the specialists think and do, actually makes you
more aware of what you shouldn’t do.” (Member of police staff)

(See also 3.2.1 Changes to organisational structures, operating models and roles.)

Forces that had introduced short shadowing opportunities to other units or departments
found them to be very successful, with many benefits to the workforce in terms of
increasing knowledge, broadening experience and making new contacts:

"It is CPD, it's one on one, it’s free, with people doing the job anyway
and it’s a day out the office and they’re coming back with so much
experience, knowledge and joining the dots in who they can speak to
and the contacts they’re making and it's been really, really successful."
(Constable/sergeant)

Officers who had been sent to the control room were said to have enjoyed the
experience because they had a gained a much greater insight into the process (“from
the first call and right through, ANPR, FIM”) which they do not normally get to see.

It was suggested that these short shadowing opportunities could be built into training
days (where available). The knowledge gained from each experience could then be
shared with the team. The longer-term impact of these opportunities was felt to
outweigh any short-term impacts on resourcing:

"By investing a few hours here or there... you could reduce workload
just by going ‘oh actually I've just gone and had a chat with [another
department], we don’t need to fill out that part of the form, it's useless,

we’ll be wasting time’." (Member of police staff)
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The benefit of having longer attachments where there was felt to be a lot of overlap
between teams was also discussed; with participants suggesting that a mandatory
rotation should potentially be introduced where departments work closely together:

"You'll have response in the middle, what departments will they overlap
with the most... investigative teams, your CID, volume crime teams,
firearms maybe a little bit, dogs a tiny little bit... the more overlap you’ve
got, the more requirement there will be to have an awareness of the
skills that they’ve got, and the skills that they’ve got will benefit you
because you’ve got that overlap in your area of the business... So if it
just shades over, a day or two... maybe even a morning... just so
you’ve got an awareness of what their capabilities are, what their
demand is. But then when it comes to a volume crime team and you all
interview, you all build files... that’ll be a two/three-month mandatory
rotation if you like." (Constable/sergeant)

However, it was felt there would need to be caution about how longer attachments could
impact upon wellbeing if people are not comfortable moving teams. It was suggested
that attachments should be limited to two months maximum if they were going to be
mandatory.

Additions to pay based on obtaining qualifications

While the topic of pay was not within the scope of the review, the enhancement of pay
based on obtaining professional qualifications was questioned. There was concern that
it could increase issues with the undesirability of the response officer role because they
are less likely to have specialist professional qualifications:

"They seem to be going down the route of every single professional
qualification you get in the future will then give you something along
your pay... but the more you get the less chance you are they’re going
to be on frontline response.” (Constable/sergeant)

It was felt that those on response should be encouraged to build their skills and be
supported to remain in the role by being paid and rewarded for their experience
accordingly. This was considered important because response officers were said to be
the people who can reduce demand further up the line, if they have the right experience
and expertise to deal with a situation effectively at the time without it needing to be
escalated. (See also 3.2.1 Changes to organisational structures, operating models and
individual roles.)
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There was a concern that linking pay to qualifications could result in supervisors earning
less than the people they are managing which could impact on line management
dynamics.

4.2.2 Lateral development and career progression

Clarity of career pathways

It was repeatedly mentioned that there is no clear career path for officers or police staff,
with people feeling that they do not know where they could go or what opportunities are
available:

"There’s loads of different roles that you didn’t know were there in the
first place, so there’s no career map that says you can do that.”
(Constable/sergeant)

Participants from one force did feel that had clarity of their opportunities and that these
were advertised well, but they thought that could be due to the small size of their force.

Potential ways for helping people to identify different roles available within policing
included: an annual careers fair; a force mentoring scheme; specific career advisors;
and bringing back the ‘Orders and Instructions’ booklet which was said to have been
similar to a directory of all the roles available.

Opportunities for those not looking for promotion

There was a feeling that often people are pushed towards promotion:

"All we seem to do is, ‘you're really good you are, have you thought
about promotion?’... why should | have to think about promotion in
order to be recognised for the quality of the work that | do?"
(Constable/sergeant)

There were calls for there to be a move away from being promotion-focused as an
organisation and have alternative development opportunities available for those who are
happy to stay where they are. For example, encouraging them to become ‘force leads’
in certain areas of policing (see also 4.2.1 Building skills and expertise in current role) or
creating a role for a senior police constable in recognition of the value they bring to the
front line:

"You'll have that sergeant who’s supposedly your leader, but then you'll
have that PC on your shift who'’s got 16, 17, 18 years in, and he’s the
one that you follow. He's the one that you respect and listen to... And
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there’s no recognition of that role either. | think that could be
something.” (Constable/sergeant)

Creating this alternative career path for a senior PC, with additional pay and recognition
available for building expertise, was seen as an effective way of keeping more
experience on the front line and potentially reducing some of the issues with the lack of
experienced officers for probationers to learn from (See also 4.1.2 Initial training).

One force was said to have created an alternative pathway for officers by introducing
'Investigate Now' which is a formal fast track programme for people looking to be an
accredited detective, so they can develop directly into that role rather than having to go
through the route of being a police constable first.

Encouraging secondments and shadowing

The opportunities for secondments and shadowing were repeatedly discussed across
the workshops. There was felt to be many benefits of secondments which forces were
not always seen to recognise:

"This is the only carrot that we’ve got for our staff here... giving them
some career aspirations and if you take that away... you’re not going to
keep them." (Inspector/superintendent).

Benefits highlighted by participants included:

e gaining a broader experience can provide different perspectives

¢ new knowledge and skills that can be brought back to their team

e keeps up motivation and morale which can help with retention of officers and staff

e development for those not looking for promotion but may be interested in a lateral
move

e provides an opportunity to experience different roles and see whether they enjoy
them

e internal secondments to other departments can increase interdepartmental
understanding of one another’s roles (see also 4.2.1 Building skills and expertise in
current role)

e can help with the issue of ‘bed-blocking’ in senior ranks because someone can
temporarily ‘act up’ into the seconded person’s role

Forces varied in terms of their encouragement of secondments. ‘Develop You’ was
spoken about by officers and police staff from forces which had implemented it. This
programme was said to have created a more formalised structure for applying for
attachments to different departments. It was not vacancy-driven, and every area has an
opening available that people can apply for. To apply for an attachment, someone must
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fill in an application which has to be recommended by their line manager, and then a
committee decides whether to approve it. The lengths of attachments were said to
normally be around two weeks and well-planned so there is not a major impact on
resourcing. The system was said to be well-advertised and generally well-liked
throughout the forces because it brings a fairness to the process. If someone’s request
is rejected, then there must be feedback why, so it is not as easy for them to be blocked
without a valid reason.

However, there were also forces that were said to operate in an ad-hoc way and that
placement comes down to ‘who you know’ with people easily able to block
secondments:

“If you want to block it, it's very easy to block it, especially if you know
it's a good officer and you know that that’s it, you’ll never see them
again.” (Inspector/superintendent)

The secondments that do take place are not always well-managed; with roles often not
being back-filled which increases demand on their team, particularly if they are
seconded for multiple months. Opportunities for secondments were said to sometimes
be reduced because of these issues with backfilling roles.

Issues with abstraction for secondments were discussed. There was not seen to be an
equal opportunity to go on secondments; it was said to depend on who your line
manager is and whether they will release you:

"There are a lot of line managers that would block any secondments,
whereas another line manager wouldn’t, so people aren’t getting equal
opportunities in that respect.” (Member of police staff)

Even if the force and senior management express support for people going on
secondments and attachments, there were still issues identified with getting released to
go. Comments from supervisors indicated that they would like to be able to offer their
staff opportunities to go on short attachments because otherwise they will end up with a
‘stagnated’ workforce, but it is difficult with the resourcing issues:

“It's so difficult because you can’t afford to release that individual,
especially when it's departmentalised... if we're at minimum staffing
levels you can’t, there’s no scope for them to move.”
(Constable/sergeant)

Organisational structures where specialisms no longer existed within each local area
was found to make natural movement between roles more difficult. Having people
working at the same location was said to increase opportunities for attachments to other
departments:

96



"When | joined at [local area], there was a task force at [local area],
there was a drug squad at [local area], there were all these other little
departments were there that you could go into and get attachments
with." (Constable/sergeant)

(See also 3.2.1 Changes to organisational structures, operating models and roles.)

The importance of keeping up communication with those seconded, particularly if
externally, was mentioned. There was a feeling that people are forgotten about while on
secondment and it can negatively impact their opportunities for promotion rather than
aiding it due to the useful skills they will have gained:

"l was lining up to do the [promotion board] and | know that’s not going
to happen now as a result of it. | know | won'’t get supported, | won’t be
one of the faces that are tipped, so I'm better off staying where [ am."
(Inspector/superintendent).

National approach to career progression

There were calls for a national approach to career pathways so there is increased
consistency between forces in the opportunities they provide. For example, it was
guestioned why in one force it is possible to move from being a uniform sergeant to a
detective sergeant but in a neighbouring force this same development is not possible.
Similarly, it was repeatedly felt there should be more cross-force recognition of training
and qualifications; it was not felt to make sense that this is not currently the case, for
example:

“You come into [force’s name] and [they] will go well you’ve driven in
[another force’s name] for 20 years ... we don’t recognise your
qualification. So you’re going to have to do something else to justify that
you can drive.” (Inspector/superintendent)

It was suggested that there should be more cross-force advertisement of jobs in one
central place, similar to the Civil Service Jobs gateway:

“If the job’s good enough you should have a sergeant in [name of city]
want to go and work in London because the role is so specific and so
good that you can work into it for years.” (Inspector/superintendent)

The idea of having national role profiles was discussed. Role profiles for police staff
were only seen to be available when a job is being advertised and by that time it is often
too late. It was suggested that it would be useful to know in advance what you might
need to move into a different role, so you could then focus on getting the relevant
experience or developing the skills:
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"If you want to move into, let’s say for example surveillance...l wouldn’t
know where to begin to get some experience in that field to enable me
to apply for a position." (Member of police staff)

Role profiles were also seen as a useful idea for helping managers to support their
officers or police staff who are not looking for a promotion or to move roles because
they could build a career plan around what skillset is needed to develop their expertise
and progress within their role.

Having some kind of national training programme where everyone has a clear career
pathway offered to them when they join the organisation was proposed. It was thought
this may help with retention of officers and police staff but would also benefit them if
they ever wanted to go elsewhere if a recognised certificate or accreditation is provided.
The idea of Learning and Development departments putting new recruits on a course
teaching them how to set their own personal goals towards the end of their probation
was suggested. It was felt that this would give them the opportunity to gain more of an
understanding, early in their career, of what careers pathways could be available to
them:

"So then you can tell them exactly what the force has available to get
them on to that ladder, that footpath that they want to follow. That’s
where your PDR then comes in." (Member of police staff).

4.2.3 Barriers to development

Barriers officers face moving roles

Although the rank structure makes the promotion route clear for officers, there were
barriers identified in the ability to progress up the ranks. For example, the need to be
recommended by a manager, the interview process itself and the need to gather
evidence showing capability in performing multiple roles. (These topics will be further
discussed in section 3.3 Promotion and leadership development.)

There were also said to be difficulties with officers trying to move into specialisms, like
firearms. Many assessments were said to be necessary for moving into specialist roles
and a lot of time can be wasted if someone starts their training but later fails one of the
assessments necessary to move into the role. It was suggested that there should be
‘common sense’ in how to approach specialisms and which assessments to carry out
when. There should either be suitability assessments for everything you will need at the
start of the application process (for example, firearms and advanced driving
assessments in the case of the firearms specialism) or recognition that you do not need
to have all the skills right away because you can go on a course to learn and develop
these skills to the right level:

98



"Have a common sense approach about it and say right OK he’s done
his two days shooting assessment, so he can be taught things. He's got
a five-year driving ticket. He's passed his standard course... Is he a
good bet that he might pass his driving test?" (Constable/sergeant).

There was reference to an amendment perceived to have made to the colour vision
standards for becoming a firearms officer, advanced driver or receiving Taser training.
There was felt to be no evidence-based reason for amending the standards and it was
stated that forces abroad had not implemented the same restrictions. This amendment
was said to limit opportunities for officers who are colour blind.

The ability to move roles was found to be an issue for those currently in positions where
there were shortages. For example, there were said to have been job opportunities
advertised which specifically stated that detectives were ineligible to apply due to the
current shortage of detectives. Even if people can apply for a new role and are offered
the job, there can be difficulties moving from their current role until someone else is
available to fill their position. A regulation was cited as stating that if someone has been
offered a role, and completed the necessary training to move, they should be posted
within three months, but in reality, people were said to be waiting much longer, for
example up to two years, which impacts on their morale. The fact that advertisements
for training to develop into roles continues to happen even though those ready to move
are unable to posted was called into question:

"They’ve got these guys who have been waiting two years and yet still
are putting adverts out for more guys to do it, or girls, to do that course,
so why are you doing that? If you can’t post the ones you've got, why
are you advertising for more?" (Constable/sergeant).

It was suggested there should be more ‘bartering’ at senior leadership level to ensure
people can get released quickly to move into a different division once they have done
the necessary courses to move.

Limited opportunities for part-time officers

Part-time officers were not seen to get the same opportunities that full-time officers do in
terms of accessing courses or getting promoted. There was a feeling that they are only
seen from a business perspective as additional resource rather than an officer to be
developed. It was considered to be a short-sighted approach because part-time officers
could be planning to return full-time in the future but may re-evaluate if they feel their
development has been held back. It was suggested that if middle management
encouraged more flexibility in working hours then part-time workers could potentially
increase the number of hours they work and face less of a disadvantage in their
development:
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"By encouraging people to work more hours, we as a police force are
getting a better return on investment, they’re getting paid more and the
likelihood is that they’ll be given more opportunities because they’ve got
more hours." (Constable/sergeant)

Difficulties progressing higher up the ranks

The reduction in opportunities to progress as a person rises higher up in the force, due
to policing cuts and the removal of certain ranks, was highlighted as a concern. It was
felt to be particularly difficult to move into specialist roles when promoted. Encouraging
those in senior ranks to partake in external secondments (discussed in more depth
below) was considered as a potentially effective way of reducing some of these issues
with ‘bed-blocking’ because it would create an opportunity for those beneath them to act
up in their absence. There was also a call for a more structured development
programme to be put in place for the chief superintendent rank because currently there
was said to be nothing tailored for them like there is for superintendents (the Senior
Leadership Programme) or assistant chief constables (the Strategic Command Course).
This was felt to be of particular importance if people are going to remain in each rank for
a longer period due to the increase in the retirement age.

Barriers to development of special constables

There was discussion regarding the training and development of special constables. It
was highlighted that they are not provided with the same amount of training as other
police officers but are expected to perform the same role:

“They want a uniformed officer on the beat who’s been given a quarter
training compared to a regular cop, there or thereabouts, but don’t
actually further invest in that development.” (Constable/sergeant).

There was a feeling that there are many other skills that special constables can bring to
policing but these are not being utilised:

"So many of our staff have like volunteer roles and different skills that
they bring from outside policing. We don’t record any of that."
(Constable/sergeant).

Lack of opportunities for police staff

Career development was seen as being less structured for police staff than for officers
with a general feeling that there is a lack of opportunities available:
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"When you’re a police officer you’re working your way up through the
ranks... You're pushed from all sides... Police staff come in, you've
applied for a job... and you just get on with it." (Member of police staff)

There can be difficulties with lateral development because roles can be quite
specialised, for example:

"There’s no way | could transfer into say forensics because | don’t have
the qualifications or knowledge to do that." (Member of police staff)

“My team... within the police we are very niche... it does create issues
in terms of particularly for members of staff in my team in terms of
thinking about career development or progression.” (Member of police
staff)

A comment was made that this is similar to how things would be within the private
sector with not much that can be done about it because there is no incentive for the
organisation to upskill them for a new role. However, concern was raised that if
opportunities are not available for police staff to develop their careers then they will
leave:

"Having previously supervised PSls, there was a lot of frustration that
their career plan was very unclear, what was available to them was
unclear and the longer term plan as to where they wanted to be in five,
ten years’ time... | think we were risking losing or demotivating by not
having that structured plan available to them."
(Inspector/superintendent)

It was suggested that forces should be looking more at ‘workforce modernisation’ and
what additional roles could be opened up to police staff rather than only being available
to warranted officers:

"l think police staff are very much overlooked sometimes in terms of
well what opportunities could you have." (Member of police staff)

“It’s like our procurement, we’re changing to the whole regional system
now and all the senior staff... are all inspectors and | thought | bet |
could do that just as well. But you never get an opportunity to do those
jobs." (Member of police staff)

It was suggested that one reason that police staff do not get offered these roles is
because officers are too expensive to let go due to their pension entitlements. Even
officers themselves felt that there are too many officers in ‘back office’ roles which
should not be carried out warranted officers. (See also 3.2.1 Changes to organisational
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structures and 3.4.2 Culture between warranted officers and police staff including
PCSOs.)

Some good practice was cited of forces trying to increase the lateral development
opportunities and career pathways available for police staff. For example, one force was
said to have started enrolling new staff joining the force as call handlers onto a 12-
month customer service course that teaches them multiple skills they can use in other
roles. Multi-skilling of staff so they could perform each other’s roles and gain wider
experience was viewed positively (See also 3.2.1 Changes to organisational structures,
operating models and roles.) However, caution with this process was felt necessary
because if people are not performing the role all the time, they begin to lose the skills
they have learned.

In instances where new lateral development opportunities have been introduced they
have not been advertised to everyone:

"Something like this brand spanking new team and it’s not just with this
team, there have been others in the past that have sprung out of
somewhere, people are cherry-picked. There’s no application.”
(Member of police staff)

It was also stated that when development opportunities do come up staff are not easily
supported or encouraged to take them:

"I've been asked about doing some lecturing at [university name] on
their criminology course, on the policing degree course because I've
been in public protection for 21 years but they won'’t release me to do
it." (Member of police staff)

Opportunities to develop into management positions were said to be reduced because
retired officers are being ‘earmarked’ for these roles:

"You don’t even get short listed. | stopped even applying for the jobs,
because there’s absolutely no point, because you just know that you’re
just not going to get it." (Member of police staff)

It was recognised that from the force perspective, there are benefits to this if ex-officers
have the experience and training to do the role already whereas police staff would
require time to be trained. However, it was felt to limit opportunities for police staff to
develop which can impact upon their morale and desire to remain within the
organisation. It was also suggested that this approach can result in a lack of new ideas
and approaches:
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"When you look at things like innovation, what you really want is people
coming in with fresh ideas from other places... that have seen things
done in another way." (Member of police staff)

(See also 3.4.2 Culture between warranted officers and police staff including PCSOs.)

The fact that all police staff jobs must be advertised externally was also felt to reduce
the chances for promotion of current staff:

“You apply for it with every other man and his dog in your local
community.... most things are still advertised everywhere, in your local
newspapers and online and everything." (Member of police staff)

One potential solution suggested to this was to have the promotion opportunity itself
only available for staff already within the organisation but advertise an entry-level
vacancy externally to replace the promoted member of staff:

“I've seen it done in multiple organisations... they’d only allow the
people who were qualified within the organisation for the next step up,
but then there’d always be that entry level to come in." (Member of
police staff)

Limited progression of Police Community Support Officers

The barriers to development of PCSOs was discussed. There was said to be very little
upward or lateral progression for PCSOs as there is only one role that exists for them.
The opportunity to develop from a PCSO into a police constable was said to have
become increasingly difficult with the greater expectation for new officers to have
degrees and compile portfolios, and the large ‘pay cut’ to move between the
professions. There were examples given where additional opportunities were starting to
arise for PCSOs. For example, a co-ordinator role was said to have been introduced in
Swindon. However, in general the career pathway was seen to be limited. There were
suggestions provided for how the role could be expanded:

e Expansion of the PCSO role itself

e There was a call for an expansion of the PCSO role with additional training and
responsibilities available to them.

e There were mixed opinions on this suggestion. There were PCSOs who were in
favour of expanding their role and responsibilities. However, it was highlighted
that not all PCSOs would welcome this change and there would need to be
considerations regarding safety, pay, powers and equipment. There was an
opinion that if PCSOs wanted to do the work of PCs then they should change
professions rather than trying to change the role.
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e Senior PCSO or supervisor role
e There was a call for the development of a senior PCSO role or supervisor role:
"Why do we not have a leadership structure or rank structure almost within the
PCSOs. So you could have a senior PCSO who manages other members of that
PCSO team." (Member of police staff)
e One force was said to have developed a supervisor role in a specific unit of
PCSOs and it was considered to have been a positive step.
e PCSO to police constable route
e There was a suggestion that there could be a structured way to develop mature
PCSOs who have a lot of experience into police officers if they would like to
move into that role:

"l think there should be some kind of competency-based learning and
development for the PCSOs to develop into the police officer, rather
than having to apply like a member of the public." (Member of police
staff)

e There were mixed opinions on this suggestion. For those in favour there was an
opinion that being a PCSO for a set period should be a requirement for being an
officer. However, those not in favour were of the opinion that a PCSO and a
police constable have quite different roles and responsibilities, so they may
attract different people. It was felt that the skills learned as a PCSO may be
useful as a PC, but that people should apply for the role they want rather than
applying for one as a route into the other.

e (See also 3.3.3 Statutory and legislative requirements.)

4.2.4  The role of the Professional Development Review
in supporting development

Professional Development Reviews (PDRs) were not happening in all forces and there
were varying views on the effectiveness of the PDR processes that were in place. PDRs
were seen as a valuable opportunity in theory for ensuring line managers meet with
their officers and staff on a regular basis and have constructive discussions related to
their performance and development. However, the process was not seen to be working
effectively in reality.

There was a general feeling that the process has become a bureaucratic exercise with
little value attached to it and not enough time given to completing it.
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Incentive to complete PDRs

There was not seen to be any incentive to engage with the PDR process. Managers
described feeling reluctant to hold reviews because there are not enough training or
lateral development opportunities available to offer to their staff:

“The opportunities are really scarce... you don’t want to promise them
too much... we just can’t do it." (Inspector/superintendent)

Officers and police staff gave examples of requesting training multiple times but nothing
happening as a result, for example:

"It took me four years... before | got the specialist child and vulnerable
adult course, and I'd asked for it every year on PDR and it never went
anywhere." (Constable/sergeant)

Similarly, no reward or recognition was said to be provided for performing well:

“I've done a PDR every year... I'm at the top of my grade, | perform
outstandingly and so what? It doesn’t matter.” (Member of police staff)

The process was described as being just a tick box for the organisation rather than a
genuine concern for the professional development of the workforce:

“They’re not bothered about whether they develop you or not. What
they’'re bothered about is you haven’t done it." (Constable/sergeant)

Some participants felt that PDRs were rarely reviewed by line managers. Participants
described submitting a blank PDR for the past three years or having copied and pasted
the same PDR for multiple years with nothing happening as a result in either of these
situations.

It was suggested that more should be done to give value to the PDR because people
would be more likely to engage with the process if they could see the benefit of it:

"It means nothing. If it meant something then they would find the time...
You've got to make people believe in it." (Member of police staff)

Specific suggestions for how this could be achieved included:
e having a monetary bonus or time off for meeting all the targets set:

"Even if they said OK, we can'’t link it to pay because we haven’t got
any money, but you're performed outstandingly this year so here’s an
extra day’s holiday.” (Constable/sergeant)
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e (giving each sergeant a training budget which they can allocate how they deem fit
e allowing people to request their top three choices for training or development on
specific dates over the next 12 months of which one would be guaranteed:

"That would be your protected date for that learning on that course that
year.” (Constable/sergeant)

e allocating different tasks and training opportunities more effectively based on
individual interests outlined in their PDR rather than just based on organisational
need, as currently happens (See also 4.4.2 Accessing training)

The perceived lack of value given to the PDR in the promotion process was raised. For
example, a participant spoke about taking their PDR to a promotion interview and a
superintendent interviewing being unaware of what it was and informing them that they
would not be needing it. There was a call for an increase in emphasis on the role of the
PDR in the promotion process because otherwise was said to feel pointless to have
formally evidenced performance each year:

"It's all on what you say in an interview. Actually I've got 10 years’ worth
of outstanding in some areas, which | should be able to use for some
kind of interview if | ever wanted to go for one. But | can’t." (Member of
police staff)

(See also 4.3.2 Effectiveness of current promotion process.)

Time to engage in the PDR process

Difficulties in finding time for PDRs were described. It is a time-consuming process
which was seen to just be generating work for already stretched people. Line managers
said they did not have time to engage in effective performance reviews with their
officers or police staff and it was often a rushed job to get it done which made them
guestion the value of the process:

"l don’t have time to read 10 people’s reviews. So ...what are they
doing for anybody, | don’t understand that." (Constable/sergeant)

This was particularly difficult for those responsible for multiple officers or police staff
which was often the case due to the reduction in the number of supervisors for a team:

"Two or three years ago we had three supervisors looking after quite a
large team, now there’s one" (Member of police staff).

Individuals whose forces had moved to PDRs being completed by the anniversary date
of when an individual joined rather than having a universal date for everyone to
complete them by had mixed opinions on the effectiveness. There were people who felt
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this had made the process easier to manage because it split the workload throughout
the year. However, there were others who found it difficult to keep on top of knowing
when each person’s PDR was due:

"I've got 12 officers that | specifically line manage, so if you did it every
March 31st it was like OK you knew that was PDR time. Now it’s like
well when did you start, when did you start, and you’ve got to chase,
you know." (Constable/sergeant)

There were calls for forces to recognise the need to give people time for the PDR
process for it to have any value, otherwise all it will do is cause stress and leave people
having to work on it at home in their own time which impacts upon their wellbeing.

Tailoring of the PDR process

The PDR process was described as being inflexible with a ‘one size fits all’ approach
rather than tailored to individual’s goals and aspirations. Comments included the
following.

e The force objectives said to be used are not considered relevant to the front line.

e Reference was also made to a ‘Values and Competency Framework’ which was
viewed as too wordy and unclear.

e A member of police staff felt that the process was geared more towards officers.

e It was also said that the process is focused more on how you sell yourself rather
than your actual performance which some people are uncomfortable with:

“I've never liked them... I’'m not comfortable in the type of thing they're
asking you to write down.” (Member of police staff)

It was suggested that the process should be made more streamlined, informal and
personal. Instead of a formal, annual review process the focus could be on holding
more regular one-to-one ‘development chats’ between line managers and their staff,
with only a brief record of conversation required. One force was said to have moved
towards this approach of having a ‘check-in system’. There were line managers who felt
this approach would be preferable:

“I would probably rather, over a period of time, sit down with my staff
periodically for not a long period of time and have a human face-to-face
discussion that there may be a brief written record about for their
confirmation as to what we’ve discussed.” (Constable/sergeant)

However, others were concerned that they would struggle to find the time to hold these
regular conversations with each of those who they manage while keeping up with their
other workload.
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Such one-to-one conversations (when possible) could also provide an opportunity to
check on an individual's wellbeing and address any issues they are facing. However,
there was a concern about wellbeing issues being recorded on any formal
documentation related to performance and development.

Those not looking for promotion, training or lateral moves felt that the PDR process was
unnecessary for them:

“'m not interested in promotion, I’'m more than happy doing what I'm
doing... It has no benefit to me.” (Member of police staff)

It was suggested there should be an ‘opt-out’ of the formal PDR process. It was only
seen necessary if there are issues with an individual’s performance or they are looking
for career progression:

“if you’ve got somebody that has got either severe performance
issues... or you've got someone that is going for promotion then there
should be some comprehensive documenting. But 90% of the PDRs
that | do, my officers aren’t interested in promotion. They’re doing good
or acceptable jobs. They're doing what | want them to do. And you still
have to go through that whole form and fill in, like you say, every box
with examples." (Constable/sergeant)

There were calls for the process to be more tailored to individuals with different options
for those not looking for career progression:

"If you’ve got no career aspirations because there is none, because the
lateral development isn’t there... Then this should be structured for that,
as opposed to those that are looking to progress... it should be on
different levels." (Member of police staff)

One force was said to be introducing a new PDR system that will allow people to
choose from different pathways related to their own career aspirations and therefore
potentially achieve this more personalised approach to career development. The idea of
national role profiles (see also 4.2.2 Lateral development and career progression) was
seen as potentially helpful for supporting those not looking for a lateral move or
promotion if they set out what training and skills people need to develop themselves and
their expertise further within their own role.

Miscellaneous issues related to PDR

Other comments related to the PDR process included:
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e having to input objectives with a certain timeframe but then the PDR systems
change, or people move roles, so that the objectives and evidence input into the
system no longer exists or is irrelevant by the time of the review

e encouragement of completing PDRs is cyclical; a senior leader will come in and
promote it but then they will not follow it up and people will stop focusing on them
until a new leader takes over and emphasises its importance again

e lack of interest in the process by police staff because their supervisors do not “take it
seriously” and do not hold the discussions with their staff that they are meant to as
part of the process

4.2.5  The line manager’s role in supporting
development

Time to focus on development of staff

Lack of time was repeatedly mentioned as an issue in line managers’ ability to provide
as much ongoing support to each individual as they would like:

“The vast majority of people languish in their jobs with no-one taking
much interest in them, no-one really spotting whether they’re talented...
they don’t have time to do it." (Inspector/superintendent)

Leadership teams were said to come up with ideas but not think of the impact they will
have on line managers who have to find the time to implement them. For example,
talent mapping was seen to be a useful idea that had been introduced in some forces to
help with the development of frontline officers but there is rarely enough time for line
managers to do it. One member of police staff spoke about their concern around the
lack of supervision culture within policing, having come from a social services
background where they had policies in place to ensure everyone received supervision
on a regular basis.

Line managers said they needed the time to be able to go out with their officers, so they
can check in with them, talk about professional development and see how they are
performing:

“‘How can you be a leader or a line manager-if you’re not witnessing
how your staff work?” (Constable/sergeant)

Similarly, police staff felt that it was important for supervisors to be working more closely
with their staff, so they have a greater understanding of the difficulties people face
within their work. This was seen as possible to arrange monthly if they are managing
less than ten people but becomes increasingly difficult when the number they supervise
increases:
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“It's easy to do it over the month with eight of them, but when you're
looking after 14 or you’re looking after 30, well, then how can you, you
can’t give that time that warrants." (Constable/sergeant)

Amending shift patterns or organisational structure was seen to be potentially helpful for
providing line managers more time for managing professional development. For
example, one force was said to have introduced a type of split shift system which has
helped with covering the peak demand times and as a result provided more
opportunities for line managers and their officers and staff to have one-to-one
discussions. It was suggested that it would be useful to have admin days protected for
supervisors, so they could spend time looking at the development of their staff including
carrying out one-to-ones and addressing any disciplinary issues that have arisen.

Alternatively, it was suggested that responsibility for learning and development should
not necessarily fall to line managers and supervisors but instead there should be a
separate department that looks after an individual’s development. Having someone
independent from the line management chain responsible for development was seen as
potentially more effective because they would have the time to focus on the individual,
there would be fewer issues with the inconsistencies in line managers and it would
move away from the ‘who you know’ aspect of professional development which is seen
to impact upon opportunities (see also 4.3.3 Fairness of current promotion process.)

Recognising potential within the workforce

Recognising potential within the people they manage was an area where line managers
were sometimes found to be lacking. There was a feeling that line managers will
support people if they set their own goals and ask for support but that no one will
recognise an individual’s skills and push them to develop. It was suggested that
managers should be observing their staff, recognising their strengths and seeing how
they can support them to develop further:

"Managers have got to talk to people... look for the people that are
sitting there getting on with stuff, but not shouting about it... Talk to
people and say you’re very good at this, is there something, can we
develop you further?" (Member of police staff)

However, there were also multiple comments that there is a self-driven aspect to
professional development and it should not be completely down to line managers to
organise everything for their staff. There was not seen to be enough emphasis on
individuals taking responsibility for furthering their career:

“Sometimes they sit at the end of it and are like right so are you going
to arrange that then or...?" (Inspector/superintendent)
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"People don’t understand that actually on occasion you might need to
rearrange your rest day." (Inspector/superintendent)

Showing an interest in professional development

A supportive line manager was seen to be an important factor in professional
development. There was found to be a lack of consistency between managers in the
amount of support they provide. For example, a participant spoke about how having a
good supervisor who cared about their development had enabled them to get through
the promotion process which had been difficult as they struggled with exams.
Conversely, another participant described a supervisor they previously had who showed
very little interest in their development and had conducted their PDR by shouting across
the office rather than having a one-to-one conversation.

It was felt that line managers should be trying to create some time, even if only a few
minutes, to speak to their staff one-to-one and ask about their career aspirations:

“It's having the opportunity to speak with your line manager on a regular
basis to discuss what opportunities are out there for you, and see what
you're wanting really as a long-term plan.” (Constable/sergeant)

It was felt that if an individual has identified a career aspiration, then their line manager
should be trying to help them to achieve it.

Having a supervisor willing to provide the time for their officers and police staff to
engage in development activities was appreciated. There were supervisors who said
that they had actively tried to create more opportunity for those they manage to get
involved in different activities:

“I've had it in the past where my staff have been on rest days, or
they’ve been on time due and things like that, and I've facilitated that
and moved things round for them.” (Constable/sergeant)

However, there were also said to be a number of managers that will not release people
because they are more concerned about the impact on their team’s resilience than
trying to develop each individual. There was a feeling that managers should be doing
more to support development by providing their officers and police staff the time to work
towards their goals. For example, a PCSO said that if they had been allowed to have a
day out with a police officer it would have helped them with their police constable
application by giving them the insight into different incidents that they would not have
come across within their current role.
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Line manager’s awareness of available opportunities

A line manager’s awareness of what opportunities are available for the people they
manage was considered to be important in their ability to support development because,
as discussed in section 3.2.2, officers and police staff are often not aware of the career
pathways available to them:

"You need your sergeant to say what are you interested in, well there is
this route, there’s that route, that route." (Member of police staff)

It was suggested that managers have a part to play in monitoring and sharing new
opportunities that become available because people in certain roles are often too busy
to check the different systems themselves for any career development opportunities:

“‘Response officers are so busy... it comes back to the line manager,
who maybe then has to... monitor what’s available and circulate that,
communicate that with the team." (Member of police staff)

Having honest performance reviews

Managers should be prepared to have difficult conversations with their staff and talk to
them honestly about what they need to work on rather than always just telling them
what they want to hear.

It was suggested that something should be done to address this issue and encourage
managers to have more honest conversations because it will be more helpful for the
individual in the long run:

"People have had an honest conversation with me and said actually
[name] you’re not right yet to do this, you need to do x, y, z in order to
fulfil that... probably not what | wanted to hear at the time, but it was
really useful, because at least | went away knowing what | needed to
do." (Inspector/superintendent)

"We have to take responsibilities as senior managers to say you're not
the right person at this moment in time and, | tell you what, this is what
I’m going to do about it for you to get you to that position."
(Inspector/superintendent)

There was felt to be a negative connotation associated with development plans rather
than them being viewed as a positive step in developing potential:

"When you mention development plan... most officers will turn around
and go what have | done wrong? As opposed to no, this is a really
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positive formal process of actually development.”
(Inspector/superintendent)

4.2.6  The force or organisational role in supporting
development

Encouraging a learning culture

There was not considered to be much of a training emphasis within policing. Any work
on development and additional training generally needs to take place outside of work
hours (unless an individual has a supportive line manager as mentioned above). There
was not seen to be enough long-term planning in terms of developing staff, with calls for
a change in ethos throughout the organisation in terms of promoting and investing in
learning because it will benefit everyone:

"Training is vital and it is important and as much money needs to be put
in training as other departments, because that’s the basics for people to
go out and do the job." (Constable/sergeant)

It was suggested that there should be a way of incorporating training and development
time into the shift rota (see also 4.4.2 Accessing training).

It was felt that forces should be recognising the skills and talents they have and
investing in individuals to build their expertise rather than looking to recruit externally
when a new position becomes available. One force was said to have introduced ‘talent
grids’ which have helped them to move towards this approach. It has allowed them to
look within the force and see whether there is the potential for someone internally to
fulfil the role if they were given some training to upskill themselves. Another force was
seen to be doing something similar whereby the workforce can create an online
portfolio’ outlining their interests, skills, background and experiences which is then
searchable by specialist units when they are looking for a new recruit. It was also
suggested that forces should be doing more to recognise and utilise the digital and
social media skills of the younger generation entering the force now as their perspective
on improving the public image of policing could be very valuable:

"l think we should start asking people at recruitment, your 19, 20-year-
olds, what do you think we can do better, how we can market
ourselves, because we think we’ve got the big ideas, but actually they
might have." (Inspector/superintendent)

There was a call for policing as an organisation to move away from the ‘traditional
model’ of relying on learning coming from training courses and instead consider
encouraging more independent learning. If policing is moving towards being a graduate
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profession, then they should try to embrace the graduate mode of learning more. A
participant spoke about their previous profession where they were allowed to take a
study day as long as they could justify how they were intending to use it:

“You could say look on this day I'm going to have a study day... I'm
going to go to the library and look at X Y and Z. And as long as it was
clear what your objectives were, and you could report back on how
you’d used that time, there was that trust that you could use that day."
(Constable/sergeant)

Creating a more uniform approach to professional
development

Professional development opportunities were said to rely on individuals driving things
rather than there being some structure implemented at force or national level:

"It's so ad hoc and so dependent on individuals driving things that if you
haven’t got someone who’s really interested at a senior management
level who is really driving stuff, it just doesn’t happen.”
(Inspector/superintendent)

Although it was recognised that there should be a self-driven aspect to professional
development, the need for having support further up the organisation was still
considered important.

Forces were seen to be good at providing opportunities if they have leadership that
inspires people to try new things and develop themselves:

“We've got an extremely proactive supportive superintendent, and if he
feels that there’s a business need for it... if it's going to benefit the staff
and the area bang, let’s do it, off we go." (Member of police staff)

However, there was not seen to be a uniform approach to professional development
across policing. For example, one officer spoke about how they had found a university
degree they were interested in completing which some forces would support them to do
but their own force would not.

There was a call for a more uniform approach to professional development across
policing so that everyone receives the same support. For example, the creation of
national role profiles, career pathways, and training schemes (see also 4.2.2 Lateral
development and career progression):

"Consistency, clarity and accountability. Across the board, recruitment,
lateral development, other career moves, so that you know what the
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process is before you start on it and the goalposts aren’t moved halfway
along or it's changed for the next time or they tweak it so that the
application would suit a preferred candidate.” (Member of police staff)

Positive action and promoting diversity

There was appreciation that there is a need for inclusivity and diversity in the workforce
(see also 4.1.1 Recruitment) but some participants felt that this can sometimes come at
the expense of providing fair opportunities for everyone. There were comments that the
only people pushed towards leadership development seem to be women which was
said to be fair in some ways because they were felt to be under-represented but that
those without diverse characteristics can feel ‘in the way’. Those provided with
additional opportunities due to their diversity characteristics do not always feel
comfortable accepting them:

‘I was invited to events where | was told what the sergeants’ exam was
and it didn’t really sit well with me. | didn’t want to do it, but I'd have
been stupid not to..." (Constable/sergeant)

It was felt that forces should be providing fair opportunities for everyone and promoting
people based on who is best for the job rather than, as perceived by some participants,
only progressing those who have specific characteristics because otherwise it creates
further inequality:

"Our force seems to be obsessed with women being promoted... | don’t
dismiss that at all... | actually agree that it should be the best people for
the job that should be promoted... why are men not being supported in
the same way, just because there happens to be more of us.”
(Constable/sergeant)

4.3 Promotion and leadership development

This section will discuss promotion and leadership development of officers and police
staff. This includes:

e identifying potential and readiness for promotion

e effectiveness of current promotion processes

e fairness of current promotion processes

e Direct Entry and fast tracking

e the training and development of supervisors and leaders
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4.3.1 |dentifying potential and readiness for promotion

General comments

There were comments that leadership potential within the workforce is not often
recognised or encouraged:

“With the exception of the high development programmes there is no
real selection of potential managers or anything else.”
(Constable/sergeant).

Leadership development was said to be focused on those already in management
positions rather than recognising and developing individuals who appear to be natural
leaders within a team:

"You'll always get one person that people will turn to for advice.
Somebody who they value, they respect their judgement and their
experience... those individuals never get the opportunity to develop."
(Member of police staff).

There was a suggestion that the police should be learning from good practice
implemented in the Royal Navy whereby leadership potential is identified early in
someone’s career and they are provided with the appropriate training to help develop
them into a leader. There was reference to the ‘Talent Development Programme’ in one
force which appeared to be moving towards this approach of identifying and developing
talented individuals within the workforce.

A suggestion was made for the PDR process to include a grade, like in the military, to
identify an individual’s potential for promotion:

"The IPR system used to be twofold, you used to have two grades...
you had your trade grade, which could be one to ten or whatever it was,
then you’d have your fit for promotion grade... if you got something like
a 2B that meant this person is fit for promotion, he should be
encouraged, recognised. Why don’t we have that system in place?"
(Constable/sergeant)

Length of service

It was thought that forces are promoting people too early in their service into first line
supervisor positions. There was reference to new recruits already starting to look at
development schemes before they have finished their probationary period:
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“They’ve got ideas of going to promotion without even getting out the 10
weeks, never mind the two years.” (Member of police staff)

It was suggested that supervisors should not be recommending people for promotion if
they have not yet developed the right skills to be a leader and manage people:

“‘Everybody wants to be everything straightaway. Well, get some
experience under your belt and prove your worth... first of all, because
you might not be worthy, just because you handed in an application
form.” (Constable/sergeant)

"Are we expecting young supervisors to be doing too much? They're
not that mature themselves, can they recognise vulnerable people?"
(Constable/sergeant)

However, there was also seen to be difficulty in getting the balance between promoting
people too early and too late. There was general agreement that the longer you are in a
role, the more experience you gain and the better equipped you are to deal with
different situations. However, the downside of promoting later is that it results in people
only getting to the senior ranks with a few years of service left which was not seen to be
a good investment:

"l was speaking a chief inspector last week... And he said he’s got three
years left to work, he’s going to go for his superintendent’s board the
beginning of next year. So the most he’s going to do is two." (Member
of police staff)

"You'll get someone who becomes a superintendent for six months and
retires... who on that board would promote someone in the last year...
that’s a massive saving for the force there." (Member of police staff)

(See also 5.2.2 Experience of the front line.)

It was suggested that the reason officers are getting promoted earlier in their career is
because their sergeants are using the development of their staff as evidence for their
own promotion rather than considering whether the individual is really ready for
promotion:

"That sergeant’s going to go well if | can develop this officer who’s so
young in service to go for their sergeant’s, | can use that when | go for
my boards then." (Constable/sergeant)

(See also 4.3.2 Effectiveness of promotion processes.)
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Understanding of the role

It was considered important for people to understand the role they are going into,
otherwise they may not have the skills or experience to perform it effectively. Having a
least a background in the area they will be leading in was seen as a minimum
requirement:

"If you’re going to become a manager or a leader... you should have at
least had a go at doing the job fully before moving on that one."
(Member of police staff)

It was suggested that a leader of a team should be able to do the job of everyone else
beneath them so that they have the knowledge to answer any questions their officers
and staff have:

"The golden rule of management is you never ask somebody to do a
job that you can’t or won’t do yourself." (Constable/sergeant)

However, there was also the view that it is unnecessary for a manager to understand
every detail of the job below them, as long as they have a knowledge of the general
framework surrounding any processes and have sufficient understanding to take
responsibility for making any final decisions.

There were examples given of people being promoted and then posted into roles that
they are completely unfamiliar with. The expectations and pressure this puts on the
individual was not seen to be the best way to get the best out of people. There was a
recognition that some people thrive in these situations, but others struggle to cope and
may leave their post as a result. The idea of someone leading a team without any
expertise in the area was not said to fit with the idea that the police is an organisation
that puts victims first:

"You’d never put, the analogy you could say, you'd never put a brain
surgeon in charge of paediatrics, would you? Well, we do it all the time
in policing." (Constable/sergeant)

Promoting people into unfamiliar roles was not something which participants felt should
be completely discouraged as it would limit career progression. However, there needs
to be support available for them to ensure that the team they are managing, and the
public are not negatively impacted by their lack of expertise:

"If we identify that people are ready for promotion, that’s great, and yes
they should be able to move into other roles, it shouldn'’t just be for a
specific role. However, | think if we are going to put people into a role
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that they don’t have any recent experience at, then that should be
managed." (Inspector/superintendent)

(See also 5.2.2 Experience of the front line and 5.3.5 Need for specialists in non-core
police roles.)

People skills

There was not felt to be enough of a focus on people management and leadership skills
when assessing readiness for promotion. Promotion was seen to be linked more to
evidencing specific actions - for example stats or incident results - than the relationship
between leaders and their staff:

"They might know how to pass an exam... but they don’t actually know
how to manage a team, don’t know how to motivate." (Member of police
staff).

It was commented upon that managers are promoted even if the staff survey results
within their command are poor.

A need to identify those with the right people skills to be a leader was considered
important because although someone can have training, there are certain aspects
which were seen as natural and not able to be taught:

"l think a lot of our leaders are devoid of people skills... it's nothing that
can be taught, it's nothing that you can have a degree in, it's people
skills, and that’s why we need leaders who are people-people.”
(Constable/sergeant)

“You’ve got to have those behavioural abilities to be able to know...
when to give that understanding, to be able to look at a policy and go
well do you know what the policy might say that, but actually if we flex it
this way we can actually get a result." (Member of police staff)

Having the emotional intelligence to support people and understand issues with things
such as stress and sleep problems was seen as a vital skill for a leader within policing
(See also 3.4.4 Role of line managers/supervisors in wellbeing).

One force was said to be moving towards a more personal, value-based interview as a
way of assessing people management skills, rather than just operational capability in
the promotion process.
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4.3.2 Effectiveness of promotion processes

Interviews

Some participants questioned whether the promotion process was effective at selecting
the best leaders due to its focus on interview performance and exams (see below)
rather than looking at the skills and experience of the applicant. The interview process
was seen as being too academic and ‘buzzwordy’ rather than assessing how someone
works on a day-to-day basis. There was a suggestion that forces should move towards
the approach that the military was said to take and promote on merit and experience
rather than via an exam or being able to answer questions in a specific way within an
interview.

There were examples given of people who are very capable of performing a role and
have proved that through their experience acting within a position but are unable to
pass the promotion board because they struggle with interviews. Conversely, there
were people who are able to pass the process because they can write up their evidence
well but that was not said to make them a good leader). It was felt that some leaders
had been promoted to their incompetence due to this focus on performance in the
process rather than assessing their ability to perform the role.

Participants who said they struggle with interviews suggested that applicants could be
made aware of the questions they were going to be asked in advance of an interview,
so they could be better prepared. If everyone was given this preparation time, then it
would be fair and a better way of assessing someone’s suitability for the role:

“We should be putting the best people into the right posts. But we're
not, we’re putting the people in jobs who are good at interviews.”
(Constable/sergeant)

Exams

The effectiveness of exams as a way of identifying readiness for promotion was called
into question. As with interviews, there are people who perform well in their job but
struggle with exams. Sergeants exams were described as having numerous trick
guestions and double negatives. They were not felt to be an effective test of knowledge
with many of the questions not seeming relevant to day-to-day policing; for example,

"There’s one about wild animals, selling wild animals. Realistically when
are we going to deal with that?" (Constable/sergeant)

The preparation necessary for these exams was said to be lengthy and those who had
been through them did not find the knowledge they had acquired to have helped them in
their role once promoted:
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"Since I've been a sergeant I've had to do nothing to do with my exam.
I's hands-on, it's experience... it's about decision making, and it's
about dealing with people. There’s nothing on a written exam about
that." (Constable/sergeant)

It was suggested that passing an exam should not automatically be taken to mean that
someone has the good, basic knowledge required to be ready for promotion:

"It's all very well passing the exam, but you should have a good
knowledge of day-to-day policing so that you can be an effective
manager." (Constable/sergeant)

Focus on acquiring evidence

The focus on acquiring evidence for a promotion board was not seen as effective in
identifying potential:

“They’re building their evidence as opposed to building their
competence.” (Constable/sergeant)

It was not felt to be serving the public in the best way for the promotion process to work
in this way.

The link between creating change and promotion was repeatedly questioned. It was not
felt to lead to meaningful changes (see also 3.2.2 Change management). There was a
comment that this need to evidence change encourages people to create issues so that
they have evidence of managing something when they go to their promotion board:

"Bad things tend to happen to us when someone’s going for
promotion... they need a project to show that they can manage a
situation, so a situation gets created so that they can manage that
project and I’'m talking fairly high up the chain.” (Constable/sergeant)

It was suggested that forces should move away from this focus of linking innovation with
promotion so that changes are not made unnecessarily:

"Divorce change-making from promotion, because then people are
making changes because they’re in the best interest of their force and
not because it’s in their best interest of themselves."
(Constable/sergeant)

One force was thought to be an example of good practice in this area because they are
moving away from having to evidence innovation for promotion and are instead focusing
more on an individual’s ability to manage a team and whether they are keeping up with
things like PDRs and sickness management.
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The need for officers to perform multiple roles in each rank in order to be promoted was
also repeatedly discussed. The positive aspects identified with this approach is that it
can increase an individual’s understanding of the whole network of those beneath them
when promoted. However, there were also multiple drawbacks of moving people around
frequently:

e inconsistency in leadership and management for the teams they are responsible for
which can impact on the wellbeing of officers and police staff:

"You've no continuity... one boss will come in with his own vision and view,
be there for three months then be gone and someone else comes in."
(Constable/sergeant)

« lack of accountability of leaders for the decisions they make because they are not in
post long enough for them to have an impact:

"I've left those jobs, the decisions I've made have impacted on my
successor, but usually not my successor but the person after them,
because they take a few years to materialise." (Inspector/superintendent)

e not enough time to learn the role:

“How can you be in a role for six months and think you know what you’re
doing, because I've been in for 10 years and I'm still learning every day.”
(Constable/sergeant)

e unfair for those who are unable to move into different teams to build their evidence
due to shortages within their current department (see also 4.2.3 Barriers to
development)

It was suggested that there should be less of an emphasis on performing multiple roles
and more of a focus on the individual’s capability in terms of the skills and knowledge
they can demonstrate:

“I think we need to change the culture, so undertaking one role in a rank
is perfectly adequate to then go on and get promoted, so long as we
can demonstrate transferable competencies.”
(Inspector/superintendent)

There was a general feeling that the promotion process should be slowed down so

managers can spend longer in roles and take more ownership of problems. The idea of
giving people a ‘tenure’ so they have to spend a minimum amount of time in a post or at
least have to retain responsibility for any project they started until it is completed. It was
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guestioned how the current processes allow leaders to set any long-term vision or goals
or achievable aims if they are only going to remain in post for a short period of time.
Lack of value given to experience

Experience was not seen to be valued in the promotion process, with little consideration
seeming to be given to the capability of the individual as a whole:

"It’s just what you’ve done in the last six months really it seems to get
promoted, not the broader individual." (Constable/sergeant)

For example, a constable with seven years of experience described losing out for a job
to someone who had no previous experience. It was questioned how that was a positive
move for the force and how that individual will effectively perform the role when they
had no understanding of it:

“The force is taking someone who’s doing a perfectly fine job, and
putting someone in that post who has no idea. What other industry in
the world would do that?" (Constable/sergeant)

(See also 4.3.1 Identifying potential and readiness for promotion.)

It was felt that forces’ focus on appearing open and fair means the best people are not
getting through the process. Even when an individual has been acting up (that is,
performing a role at the next rank or grade without being promoted substantively) for a
substantial period with no performance issues, their permanent promotion is still
determined based purely on their performance within the interview:

“‘How ridiculous is that, that they can’t even promote somebody who is
already doing a good job, who everybody thinks is really good, they
can’t even say we’re going to give you a job as a sergeant. They’ve got
to go through this process and nobody is sure whether they’ll get
through or not.” (Constable/sergeant)

It was questioned why someone would even need to have an interview if they have
already proved themselves with the role:

“We trust you to do the job for eight years as a temporary; we should
clearly be promoting you.” (Inspector/superintendent)

There was felt to be some danger with experience of acting up becoming the primary
route to promotion because not everyone is given an equal opportunity to do so (see
also 4.3.3 Fairness of the promotion process). It was also suggested there would need
to be a process in place, a work-based assessment for example, to ensure that only the
ones performing well get promoted automatically.
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A suggestion was made that there could be multiple routes to promotion as a way to
more proactively develop the workforce and recognise the different skills bases that
people have, as described below:

« Practical route: for those who have the practical skills necessary to perform the role
but do not yet have the theoretical knowledge. If a line manager notices that
someone on their team is a good candidate for promotion, then they could be put
onto on a ‘practical’ development scheme. This scheme could allow them to be
temporarily promoted and able to start working on a portfolio right away rather than
having to go through a specific promotion board:

“If you succeed in 12 months’ time, you don’t need to do the board, we are
going to substantiate you because you’'ve done a portfolio for 12 months."
(Constable/sergeant)

e Theoretical route: for the people who pass an interview and know all the theory of
policing but are not necessarily able to put it into practice yet. They would have to
do 12 months of practical work to show they can perform the job.

e High developer route: those who are considered highly capable, similar to the
current fast-track scheme.

Work-based assessments

Comments were made about the timing of work-based assessments. These were
currently said to be carried out after an individual has already gone through the
interview process and were still required to be completed even if they had been acting
in the role for a period of time already.

It was suggested that these assessments would be more effective if they were used as
a way of assessing someone’s suitability and readiness for promotion rather than
introducing them after they had passed the interview:

"It's better to prove yourself before you actually get the ‘OK yeah you’re
definitely going to be a sergeant’, than be ‘OK yeah you’re going to be a
sergeant and then have to prove yourself after'. It just makes more
sense." (Constable/sergeant)

Calls for greater emphasis to be given to PDRs in the promotion process were also
made because they provide a record of performance and experience (See also 4.2.4
The role of the Professional Development Review in supporting development).
Examples of forces moving towards this approach were provided.
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4.3.3 Fairness of promotion processes

Impact of profile within the organisation

There was seen to be a repeating cycle where the same type of people are getting to
the senior ranks. It was felt that leaders tend to only promote others who are like
themselves rather than recognising and encouraging the potential talents of those who
have a different approach or perspective. There was a feeling that current leaders
should actively be identifying those who challenge them and recognising this as
showing their potential to be leaders rather than dismissing them as trouble-makers:

"The reason they might be challenging is because actually they’re
ready to be that person.” (Constable/sergeant)

There were those who felt the application process should move away from the need to
be supported by a manager because they may deliberately block the application if they
do not have a good relationship with the individual:

"You have to have an inspector to say yes | will support PC [name] for a
sergeant if he’s passed his exam. But if he doesn’t like [name] he’s not
going to support him and there’s no appeal process."
(Constable/sergeant)

A concern was also raised that an individual and their line manager could both be
applying for the same job if the line manager is currently acting up in their position,
which would likely result in the individual’s application being blocked:

"That has happened where you’ve got two sergeants wanting to be
promoted to be inspector, one happens to be in the... acting... role
supervising the other sergeant... so what’s he going to do, ‘not
recommended’, and that is it.” (Member of police staff)

However, there were also concerns that removing the need for supervisors to
recommend people for promotion, which has been done in some forces, does not
necessarily lead to the best people being promoted because the decision is then made
purely on how they perform in the interview or exam process (which as highlighted
above, is not always effective):

"Some people who you’d sit next to in the office and think God, |
couldn’t stand you as a supervisor, you'd be useless. But because you
do an exam and because you're good on paper you sort of slip through
the net a little bit, because no-one has said they are not suitable."
(Constable/sergeant)
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There was a call for even greater involvement of managers in the promotion process for
this reason; because they know the reality of how the individual performs in their role.
One force was said to be moving towards this approach; they have started to amend
their promotion process by asking people to submit their PDR and a covering letter then
a group of inspectors and a superintendent discuss their suitability.

Involving the opinions of additional people within the promotion process was suggested
as a way to make the process fairer and challenge the behaviour of those who only
promote people like themselves. For example, several forces were said to have
introduced a ‘people's panel’ when they are doing a promotion board for superintendent,
deputy chief constable or assistant chief constable ranks. These panels involve inviting
people from different ranks, including constables, and police staff to listen to the
candidates give a presentation and ask them questions. The opinions of the panel are
then fed back to the selection board. Multiple benefits were identified with this process:
it gives people an influence over the recruitment process, the opportunity to network
with others around the force and build confidence in challenging people's responses. It
was suggested these panels could be implemented in all forces and should potentially
be introduced for sergeant’s boards too.

The opinions of those currently being managed by the applicant should be taken into
consideration:

"If you want the best leaders, come to the people they’ve managed, not
how they perform in 10 minutes." (Constable/sergeant)

Providing an opportunity within the PDR for officers and staff to feedback on their line
manager was proposed.

Having a fair personnel department responsible for the promotion process rather than
the decisions being made by supervisors and leaders was suggested as a way to create
equal opportunities for everyone (see also 4.2.5 The line managers role in supporting
development). This department could keep a record of every individual’s skills which
they could use to decide who is suitable for a role when an opportunity becomes
available. However, it was advised that this department would need to understand
policing, or at least the type of roles available, so they can do effective psychometric
testing and build teams effectively.

Opportunities for acting up

There were concerns that progression can be limited if a line manager only offers
opportunities for acting up to one person rather than giving everyone they manage an
equal chance for development. An example was provided of an officer who was said to
have been overlooked for promotion and never offered the opportunity to act up despite

126



being qualified for nine years and being marked as outstanding in each of their
appraisals. Similarly, another officer said they had been qualified to be an inspector for
ten years but had only been given the opportunity to act up for one very short period
which they assumed was because they were the type of person to speak out and
potentially upset some people rather than due to any issues with their performance.

There was not seen to be a fairness to the process:

“l tend to find that it's not what you know, it's who you know in the
organisation." (Constable/sergeant)

For example, one force was said to have recently offered an acting inspector’s position
to a sergeant who had not completed their inspector’'s exam, despite the fact that there
were multiple other sergeants available who had passed their exam. It was felt that
acting opportunities should go to those who have passed the exam and are looking to
develop as they have already invested that time and proved their commitment.

One force was said to have introduced a mock sergeants board as a fair way of
deciding who will next get the opportunity to act. How an individual scores in the
interview will determine when they get the opportunity to act. This method would also
give people exposure to the interview process.

Unfairness of acting up long-term and after failing to achieve
promotion

Examples were given of people left in acting positions for years. The fairness of this was
guestioned as people are not paid to take on this additional responsibility and are
generally not given the training they would have if they were made permanent. (See
also 4.3.5 Training and development of supervisors and leaders.)

Encouraging people to act up if there are not permanent supervisory roles to offer was
felt particularly wrong:

"It's a high-risk role... sometimes you have to make snap critical
decisions... as a supervisor that your role, you sign up to that. But
you've got these people who are aspiring to be supervisors who are just
being used in that role and have been for years. It's just a constant
carrot being dangled. That is bad feeling.” (Member of police staff)

If someone has been trusted to act up for a long period of time but is unable to be made
permanent because they have failed their promotion board then it was felt there should
be more questions about the supervision the individual has received:
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"If this person’s been doing a job for x number of years and then
suddenly they deem him not suitable for that role... you start saying
well hold on but what'’s his supervisor been doing for the last x number
of years." (Constable/sergeant)

Asking people to continue acting even after they fail the promotion board was not felt to
give them mixed messages about whether they are capable of performing the role or
not:

"The thing is people will fail a board and then the next day, oh, you can
still temp." (Inspector/superintendent)

“You clearly are telling him he’s good enough because again you’re
making him act.” (Constable/sergeant)

The lack of feedback and support for these individuals after failing the board was
guestioned. There should be more done to develop them to ensure they can pass next
time.

Miscellaneous issues

Other issues identified with the fairness of the promotion process included:
« different promotion processes being in place in different forces:

“You'd be promoted to a sergeant or inspector in one force in one way and
then move to another force and they go through a completely different
process and why is that not the same, consistent across all the forces?"
(Constable/sergeant)

« alack of consideration of the consequences for police staff when placing a police
officer into a staff supervisor role (see also 4.2.3 Barriers to development)

« a personal experience of a promotion application being blocked due to complaints
about them that were found to be false. This was said to be not adhering to
procedures around the acceptance of candidates who had been subject to false
complaints.

4.3.4 Direct Entry and fast tracking

Pros and cons of bringing people in from outside of policing

There were mixed opinions about the Direct Entry programme which has provided an
entry route for professionals from wider sectors to enter the police service at inspector
or superintendent rank.
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The need of Direct Entry leaders to understand the realities of policing was emphasised:

“‘We’'re dealing with 5,000 different calls at any one time and it’s all got
to be done immediately. And sometimes we're going to have to use
force... sometimes we're going to have to back off and say no that’s not
ours... people coming in from other disciplines really need to know what
it's like to be a police officer." (Constable/sergeant)

There were concerns about the lack of experience and knowledge of direct entrants in
comparison to those who have worked their way through the ranks, and about the
respect they would be given. The length of time those on Direct Entry schemes are
required to spend experiencing different ranks was called into question. Having only a
few weeks as a police constable was not considered sufficient to give them a grounding
or understanding of the role and create empathy for the officers they will be leading:

"They still need to understand the kind of decisions they’re making and
if they’re a PC for four weeks, realistically what are they going to learn
about the impact that they are going to make on people’s lives: very
little." (Constable/sergeant).

However, there were also opinions that the amount of time spent on the front line does
not impact on the ability to be a good leader (See also 5.2.2 Experience of the front
line).

Benefits of Direct Entry programmes were also identified. For example, it can bring in
people with the right expertise to be managers:

"l actually quite support this idea of bringing in bosses from other
industries who are already qualified in management to a high level."
(Constable/sergeant)

It can also bring different perspectives and culture to the organisation that some people
felt is needed:

"If we keep doing it the way we’ve always done it we're always going to
get the same results and we’re still always internalising, recruiting from
our own cultures within and then we reinforce our own ideas."
(Constable/sergeant).

The appropriateness of Direct Entry schemes was seen to be dependent on the type of
role they are expected to perform. For example, there were comments that Direct Entry
superintendents are more acceptable than Direct Entry inspectors because their role is
more about ‘managing’ rather than making strategic decisions which would require them
to have a policing background:
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“Other than having duties under PACE that only a certain rank can do,
they are managing.” (Inspector/superintendent)

There was also a view that direct entry should be limited to police staff roles, to take
advantage of outside expertise, rather than used to recruit inspectors or
superintendents:

"l don’t mind Direct Entry bosses who've got a non-operational role to
manage, because they can probably do it far better than somebody who
is more operationally based, but the ones who are going to be involved
in leading operationally based need to be able to do it otherwise they
hide." (Member of police staff)

"We hear the scare stories about people coming in Direct Entry
superintendent, and come in, oh | was head buyer for Asda, I'm now
going to be a super. We worry they’re going to be in charge of [a big
football match]. But if they came in as a civilian, or even a
superintendent wage wise to be head of procurement, because that’s
what they specialise in, brilliant." (Constable/sergeant)

There were areas of policing, for example procurement, where bringing in experts from
outside of policing was felt to be particularly beneficial, because senior leaders whose
only background is within policing do not have the specialist skills necessary to perform
these roles (See also 5.3.5 Need for specialists in non-core police roles).

Fairness of Direct Entry schemes on current officers and
police staff

Direct Entry schemes were described by some as being a ‘kick in the teeth’ for those
who have been in the force for a long time and worked their way through the ranks:

“There’s seven of us sitting there with our exams waiting to be put into a
role, and yet they’ve had two people that have just been put into an
inspector’s role from outside. How do you think that feels for the people
in the job who’ve worked and developed ourselves, and put ourselves
out?" (Constable/sergeant)

There was a perception that those already in the force have to wait for promotion
boards to happen, but Direct Entry employees seem to be able to join at any time and
take up opportunities before internal candidates have a chance to apply:

"Your inspector boards might be every year, but the direct entries seem
to come in at any time they want to. So they seem to be filling the role
while we’re waiting for a board to come along.” (Constable/sergeant)
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The fact that internal candidates are not able to apply to be a Direct Entry
superintendent was seen as unfair:

"l agree totally, we do need to open our eyes and see more from the
outside... But you've got to create an equal professional development
system." (Constable/sergeant)

People coming in on these schemes were seen to receive more opportunities for lateral
development than current officers which was not considered right:

"In [force name] the only sergeants and the only inspectors that can
move from a uniform into a detective role laterally are those on those
schemes... Unless | drop back, go to main office CID, take two years’
out and then come back up, I'll never get that; whereas somebody
who’s coming through a scheme will." (Constable/sergeant)

Personal resilience of direct entrants

Direct entrants were not seen to get the support they need. There was concern for the
personal resilience of young Direct Entry level inspectors who have not been through
the standard probation process:

“That entry level, on the beat cop where they get broken into it a bit.”
(Member of police staff)

"Just setting her up for mental health problems... and she hasn'’t the
respect then from peers." (Constable/sergeant)

It was suggested that there should be a programme to support direct entrants which
includes at least two years’ probation on the front line and additional work-based
training:

"They’re expected to come in and be supervisors of the future. They're
given less training than anybody else and then chucked in to the
neighbourhood police team without even going on to uniform... and
then expected to come up with these massive ideas while they’re
learning the job. They’re just set up for failure." (Constable/sergeant)

Rank skipping and fast-track

It was felt there should be more consideration of rank skipping for those within the force,
so they can apply for a position a couple of levels above them if they feel they are
ready:
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"When they’re advertising promotion for superintendent they’ll say you
have to be a chief inspector... | think the doors should be opened that
little bit wider." (Inspector/superintendent)

There was some confusion among participants about the eligibility requirements for
internal fast track schemes (from constables to inspectors). One constable stated that
they had been able to apply for a fast-track scheme despite only having GCSE level
gualifications. However, there was a perception that the College of Policing guidelines
require people to have higher academic qualifications to apply and that this was
unnecessarily restrictive:

"These people are being chosen, not of their ability of policing, how
they talk to people, how they engage with their colleagues, they're
being chosen off the back of, well, could you pass an MBA, what use is
an MBA in the police force | will never know, and what business plan
can you bring to the police." (Constable/sergeant)

4.3.5  Training and development of supervisors and
leaders

Degrees and portfolios

There was reference to the National Police Promotion Framework (NPPF) where
officers were said to have to spend a year writing essays on leadership to get a
foundation degree when promoted. The academic style of learning and assessment of
this system was not said to work for everyone:

“The style of studying is someone who'’s been to university... That's not
my background and I really struggled with it." (Inspector/superintendent)

The relevance and benefit of it was also questioned with officers feeling that the content
is not applicable to their daily jobs and therefore will be forgotten once they have
completed it.

These qualifications were said to have been brought in as a way to professionalise
officers, but this was not felt to have happened. There was an opinion that certificates
and qualifications are a ‘gimmick’ and that they should not be a requirement for officers
to be respected as professionals. If the police are going to continue down this route of
requiring qualifications, then it was suggested they should be treated like professionals
and members of a chartered institute:
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"We're the College of Policing and not the Royal College of Policing
and they said that was because we wouldn’t pay the money to be
chartered and that’s rubbish." (Constable/sergeant)

If the NPPF system is to continue then the focus should be on teaching skills and
knowledge that will be useful in their work:

"Frontline operational experience. So give them training modules on
mental health, 136s, warrants, the things that we do, the things that we
pick up daily, that’s the type of training we need, not namby-pamby
stuff.” (Constable/sergeant)

Having a national standard for how much protected study time officers are entitled to
was seen as important because there is currently a lack of consistency between forces,
and officers often have to complete it in their own time. Providing protected time for the
assessors was also suggested because they are volunteers and if they do not have time
those completing the NPPF will be unwilling to continue with it:

"l did about 50% and the person who was assessing me never looked
at my portfolio in six months, so | abandoned it."
(Inspector/superintendent)

Timing of training for supervisors and leaders
Training of supervisors should be timely:
“They get put into a role and then they will get the course several

months later when, to be honest, they’ve worked 80% of it out by
themselves anyway.” (Inspector/superintendent)

Those who are acting or in temporary positions need to receive similar training to those
who are permanent because they have to perform the same role but often with no input
(see also 4.3.3 Fairness of promotion processes):

"The timescales aren’t right. I've been acting two-and-a-half years and
I've not had a sergeant’s course yet.” (Constable/sergeant)

It was suggested that forces should follow the army's example and proactively train
people for the next rank in advance of any promotion. However, there is a need to
ensure people can put any training into practice relatively soon after receiving it so that
the skills taught can continue to be developed:

"l was put on leadership courses when | first started... and it's great,
you have all this training, you become quite excited about what you can
do as a potential leader and then it all just goes down the swanny,
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because you don’t have the time to focus on it and actually put it into
practice and carry on developing it." (Member of police staff)

Reference was made to a ‘baby sergeants' course’ that constables used to go on before
they were temporarily promoted so they had a chance to learn some of the basics
needed to be a sergeant.

The importance of encouraging leadership at all levels was highlighted. One force was
said to hold leadership development days run by a superintendent and chief
superintendent which are open to officers and police staff of all ranks and roles,
regardless of whether they are aiming for promotion. These are considered worthwhile
attending and beneficial for the workforce, covering topics such as how teams should
look after each other, and sometimes with guest speakers attending.

Content of training for supervisors and leaders

There were mixed opinions on the leadership courses available in different forces. For
example, those who had been provided with generic management training did not find it
particularly effective because often the content did not seem relevant to policing:

“We were taught to just concentrate on the things we could have an
effect on and leave everything else... that’s not what being a police
officer is about.” (Constable/sergeant)

Conversely, specifically designed courses, such as a Core Leadership programme in a
named force covering four areas (HR polices, Health and Safety, Leadership and
Professional Development, and Operational Leadership), were spoken about highly.
This was said to be quite interactive and the scenarios included within it to be plausible.
Also, the specialisms of students on the course were said to be mixed so different
perspectives are shared depending on people's experiences. A video called ‘Turning the
Ship Around’ was referred to as being particularly good for teaching leaders the
importance of developing leadership skills in their staff:

"He talks about leadership by intent and what he, the push of it is that
every leader’s responsibility is to develop the next group of leaders, and
the way you do that is by getting your staff to make their own decisions.
And supporting them in those decisions." (Constable/sergeant)

Leadership courses were felt by some to be too short. For example, inspectors used to
have a course that lasted seven weeks which does not happen anymore. There are
various training courses are available, but this was not felt to match the experience of
going away for a set period of time and focusing on development and learning without
being distracted by daily duties.
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The need for line managers to have more training on wellbeing and HR policies was
repeatedly mentioned (see also 3.4.4 Role of line managers/supervisors in wellbeing).
There was a felt to be a significant number of people who would be uncomfortable
learning about wellbeing but that the only way to get them comfortable with it is to
expose them. Training on the terms and conditions of police staff employment was felt
necessary for officers who manage police staff (See also 3.4.2 Culture between
warranted officers and police staff including PCSOs). An e-learning package on the
police staff handbook for all supervisors of police staff was suggested. Alternatively,
staff trade union representatives could input into sergeants training courses.

The need for regular refresher training on these topics was highlighted:

"Once you're a sergeant it’s like you’re expected to be a font of
everything all the time forever and that can’t be the case, but there’s no
repeat training... this is what we want you to understand about
recruitment or this is what we want you to understand about how you
can influence recruits as they join. There’s nothing like that."
(Constable/sergeant)

Increased training for supervisors in how to help manage professional development of
their officers and staff so they feel more able to hold useful and honest performance
reviews would be beneficial (see also 4.2.5 The line managers role in supporting
development). For example, having some kind of toolkit available so they know how to
approach difficult conversations and can work with people to understand what
development they are looking for.

It was suggested that having people in different roles speak to managers during
leadership training to explain what their role is and what they expect from their
managers could be beneficial in increasing understanding and improving people
management skills:

"When you actually look at what they’re supposed to be doing, they’re
supposed to be leading people who are delivering a service, and they
probably know very little about those individuals delivering that service
on a day-to-day basis and what they face out on the front line."
(Member of police staff)

"Let’s get some PCSOs to come in and tell you all about how they work,
what they expect from you as a leader, because it doesn’t work the
other way round. You just get told what your leaders expect of you, you
never have the opportunity to tell your leaders what you expect of
them.” (Member of police staff)
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Specific content related to middle managers and senior
leaders

Reference was made to a force bringing in performance psychologists which was seen
to be particularly useful for those implementing change. It provided the opportunity to
learn about approaches to tackling issues and thinking in new ways:

"It really made a difference for me... just sitting down with somebody
who is used to teaching and coaching people for the Olympics and the
Commonwealth competitions and that sort of thing, but to sit down and
just when you talk, that’'s not a realistic aspiration, or to break down
some of those barriers and challenge your thinking was really, really
impactive." (Inspector/superintendent)

It was suggested that senior leaders should be given financial training, so they know
how to manage budgets effectively. However, it was also felt that non-core policing roles
like this should be carried out by experts instead. (See also 5.3.5 Need for specialists in
non-core police roles.)

Certain people were said receive more training than others:

"We have a top 75 is the phrase, and that’s the 75 leaders of our
organisation. And they get input, they get open days, they get
management days, whatever.... Middle management, which is myself,
get nothing.” (Member of police staff)

It was felt that the availability of this training should be extended to everyone or those
who have attended should, at least, be filtering what they have learned through the
organisation.

Consistency of training for supervisors and leaders

It would be useful if leadership training was standardised across the forces to ensure
more consistency because there was currently felt to be too much disparity between
one line manager and another. Having these courses run nationally rather than
internally could be beneficial because it helps people to learn from each other and
creates additional support networks for people to turn to if training cohorts are kept
together:

"l think when you do go on a management course with other forces,
that’'s when you start picking up oh that's a good idea, that’s a poor
idea." (Member of police staff)
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However, caution was felt necessary to ensure that the training is not so prescriptive
that all managers end up being exactly the same:

"We don’t actually train people for leadership or management... we
train them to be a carbon copy of the last chief inspector."
(Constable/sergeant)

"l think all of our chief officers are ... clones of each other. They all go
on the same command team courses ... so they all speak the same
language, which is far removed from day-to-day policing.”
(Constable/sergeant)

Initial and continuous mentoring or coaching

There was said to be insufficient coaching or mentoring when people start in a new role.
It was felt there should be more mentoring across all ranks and roles to tie in with the
leadership courses so that people learn to do everyday tasks to a good standard rather
than being left to teach themselves. For example, it was suggested that having a
formalised tutorship programme, for at least the first six months, could be beneficial for
new sergeants as it would give them a single point of contact to turn to when they need
advice.

Ensuring there is a handover period between new and departing supervisors could also
help limit the impact upon those they are managing:

“How are you supposed to effectively manage those staff if you’ve not
had a proper handover with the previous supervisor?"
(Constable/sergeant)

Opportunities for supervisors in lower ranks to have a mentor in a more senior role was
suggested as a way of increasing their understanding of the force’s aims so they can
spread then the message more effectively to those they manage:

"l would like to... have access to ... a mentor who's in that slightly more
senior role so | can get a bit more of an understanding to try and cross
that bridge, really understand what the next, from a higher point of view
what we are actually trying to achieve and then feed that back down."
(Member of police staff)

There should also be a mentoring process in place to ensure knowledge is not lost
when people leave. An officer who had been in the police for many years had offered for
someone to shadow them before they retired but were told that would not be possible
because it would put the team over its formal headcount (‘over establishment’) in their
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department. This was despite their manager questioning how they would ever be able to
replace the specialist knowledge they had gained.

However, it was also commented upon that people are just expected to be mentors but
there is no support or training available to them to build the skills necessary to
effectively help others:

“There’s an assumption that people know how to coach or mentor when
actually they’ve never been taught... you’re not just going to turn into
that person.” (Member of police staff)

Therefore, any formalised mentoring and tutoring schemes should consider this.

Having a structure in place for assessing someone during their first year in role is
necessary to ensure people are performing effectively. This was said to be happening
for officers now with a 12-month period of assessment before they are confirmed in
rank. However, police staff were not said to be given the same structured programme of
support and someone monitoring or assessing them in their probationary period.

It was felt there should be more ongoing support for supervisors to build them up to be
leaders rather than seeing their management responsibilities as just as additional part of
their role:

"There’s lots of good practice around now. But... supervisors,
managers, leaders don’t get together to discuss those because there’s
nothing for them... it’s like an add-on role... to your role that you’re
performing on a day-to-day basis... one, two, three days a year ain’t
really enough." (Constable/sergeant)

Learning from best practice in leadership outside of policing

Secondments of leaders to businesses outside of policing were seen to be very
beneficial in terms of the skills and knowledge that they bring back. The benefits of
secondments were not seen to be recognised enough within the organisation (see also
4.2.2 Lateral development and career progression).

It was felt that policing should be doing more to learn from best practice externally,
particularly when it comes to the business side of senior leadership:

"l think we could learn a lot more by placing our managers with ... other
successful businesses, or bringing those people with that expertise in.
Because | think policing has for a long time assumed that it had all the
answers and it doesn't... policing is still primarily providing a service to
the public, but because of the budgetary constraints and all the rest of it
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you have got to have a business head on as well when you’re a senior
leader." (Member of police staff)

(See also 5.3.5 Need for specialists in non-core police roles.)

Having a short secondment to an outside business would be helpful for new leaders as
it could increase understanding of this business-side of leadership. Not all of the
practices externally would be positive or relevant to policing, but it could be a useful and
interesting experience to gain a wider understanding. It was felt senior leaders need to
be open to change and new ways of working that are suggested from these learning
experiences.

It was also considered potentially helpful for there to be more attachments to partner
agencies because they face similar challenges to policing. There was recognition that
these agencies are not perfect but that they could still have some useful leadership
practices that policing could learn from. There would also be the potential added benefit
of improving interactions with these agencies (see also 3.3.1 External demand and the
relationship with partner agencies).

4.4 Quality and methods of training, and ability to

access it

This section will cover overarching issues with training that have not been covered in
depth elsewhere in this chapter, including:

e methods of training
e accessing training
e quality of training and trainers

4.4.1 Methods of training

E-learning

There was much discussion of e-learning packages (commonly referred to as NCALT
which is an acronym for the widely-used previous e-learning delivery platform; National
Centre for Applied Learning Technologies). This method was generally disliked and
criticised, sometimes in strong terms”. Many various specific reasons for these negative
views were provided.

e |tis viewed as a tick box exercise to cover the organisation in the event of
accusation or investigation of mistakes or misconduct, in that it can be demonstrated
that a worker has received training in a particular topic:
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"It is purely a tick box for the organisational requirement rather than for
the needs of the actual officer." (Constable/sergeant)

“It tends to be a stick to beat people with to say you haven’t done it,
rather than something which will develop officers." (Constable/sergeant)

“If anything happens, well that officer’s unlucky, he did that NCALT
training on the 27th July 2016, so that’s totally our responsibility
absolved.” (Constable/sergeant)

“It's a tick box and if you’ve ticked it and then... fall foul of it it’s...
‘there’s the force policy, there’s your NCALT, you’ve done it, there’s
your misconduct papers.” (Constable/sergeant)

e Itis overused and not suitable for vital policing topics:

“It's gone beyond what it was originally intended for. It's become the go
to tool for forces to train their officers, and it really shouldn’t be.”
(Constable/sergeant)

“This is stuff that you’re going to be using tomorrow when the Mental
Health Act comes in and you’re watching a video and PowerPoint about
it." (Constable/sergeant)

‘I watched an NCALT package, a mandatory NCALT package just a
couple of months ago relating to child sexual exploitation. For goodness
sake, we shouldn’t be teaching that by computer.” (Constable/sergeant)

e Multiple choice questions are not effective for assessing understanding of complex
topics:

“I could pick A or B and give you a reason why I'm picking A or B,
because that’s policing, you can almost fit that answer either way to that
question they’ve just asked you.” (Constable/sergeant)

e It does not consider different learning preferences and needs:

