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	Executive Summary
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	OVERALL ASSURANCE ASSESSMENT
	
	OVERALL CONCLUSION
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		The HR learning and development at the Force requires serious review and Improvement

	
	The current software which manages learning and development requires replacing to provide an improved system.

	
	Training courses should be attended by all those nominated and follow up of benefits identified.

	
	An overarching direction of travel needs to be developed and implemented for learning and development.




	
	
	

	SCOPE
	
	ACTION POINTS

	The audit reviewed whether an accurate record of Police Officer learning and development is maintained. The audit focused on the following key areas; 
· Roles and responsibilities for maintaining accurate training records; 
· Appropriateness of the system for recording of police officer skills; 
· Accuracy of police officer training records maintained; 
· Appropriateness of the system to generate reminders for training that needs to be undertaken before training expires; and
· Management monitoring information.
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	Management Action Plan - Priority 1, 2 and 3 Recommendations
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	Risk Area
	Finding
	Recommendation
	Priority
	Management
Comments
	Implementation
Timetable
(dd/mm/yy)
	Responsible
Officer
(Job Title)

	1
	Directed
	Learning and Development is taking place within the Force and this is driven by the HR L&D team who are supported by the dedicated personnel within Sopra Steria.  Two strategy documents have been produced:  a) People Strategy 2017-20 and b) Leadership Strategy 2018-20.  As these were produced a few years ago they need updating and reissuing to support the current direction on Learning and Development.  In addition, there needs to be a clear direction of travel with regular evidencing so that as time moves forward action is being done to support the vision identified within the Strategy.  Also, management and monitoring needs to be focused on the strategy with clear evidence to support the effect and outcome from the learning and development process.
	A revised and updated People and Leadership Strategy be issued and as part of this guidance a forward action plan be in place alongside how the strategy/plan will be managed and monitored. 
	2
	The strategic direction of Cleveland has taken shape with our Towards 2025 Plan on a page and our service improvement agenda in final development to support its achievement. The People and Development leadership is working to revise strategy and delivery plans to meet these organisational priorities.
	End of quarter 1 2020
	Head of HR

	2
	Directed
	There is no corporate/coordinating arrangement/agreement in place which identifies the learning and development needs to support the operational direction of the Force.
In addition, there is no system, procedure or document that demonstrates that Learning and Development is being delivered to the right people at the right time and that this supports the operational delivery of the Force.
	Support the operational direction of the Force a corporate and coordinating arrangement/ agreement be developed which must support how learning and development is being delivered to the right people at the right time to support operational delivery.
	2
	A revised skills audit and greater dialogue with Force senior leadership is already underway. There has always been a delivery plan and this continues to be developed to support force needs. The governance arrangement have been made clear which are that the People and Wellbeing Board will provide recommendation with sign off being given by COT in time for budget planning for the coming financial year.
	3rd quarter 2020 for the training plan and skills audit to be presented to COT for approval for the year 2021-22
	Head of L&D

	3
	Directed
	Training records are managed by Sopra Steria as part of their contractual arrangements with the Force.  There is a structure for roles and responsibilities for maintaining accurate training records but currently these are very dependent upon Sopra Steria who are instrumental in managing the HR records.  Opportunities for improvement and a more transparent arrangement will become possible once the contract with Sopra Steria comes to an end in September 2020.
	Develop a modern recording system for all training and development requirements.
	2
	This will take place as part of the new arrangement for the service. A full business case will need to presented and approved and due cognisance of the wider HR platform taken before any movement on this can take place. 
	1 quarter 2021
	Head of L&D

	4
	Compliance
	The system that currently manages Learning and Development is operated by Sopra Steria and does not seem as interactive as it should be.  The reporting system also does not provide meaningful output both of training provided, future training needs and those who have not had training.
Police training records may not be totally accurate as training obtained/given outside of the corporate L&D process may not be picked up.
	An improved method of recording training and development both given and required be implemented with assurance that all records are totally accurate and capture all training and development received.
	2
	We will review the features of the current system to improve but it is likely the step change and integration required would be through a modern digital system and this will need a full business case developing.
	2nd Quarter 2021
	Head of L&D

	6
	Compliance
	Management monitoring data is not freely available and requires a specific request to Sopra Steria to obtain this.  Also the data requested will only show what training have been given and recorded and does not provide a facility to identify those who have not been trained. This should improve once the current contract with Sopra Steria is brought back in house, however, it is likely that a new HR software system will be necessary to provide a more robust and informative database for learning and development.
	A new HR software system be resourced and acquired to provide adequate and appropriate management and monitoring data for all supervisors/managers in the Force.
	2
	As above.
	It is unlikely that a capital bid will be ready in time for the 2021 budget year but one will be developed for the coming year. In the interim we are seeking improvements in how we exploit the data in the current system
	Head of L&D

	7
	Compliance
	An example of training provided to facilitate a key initiative for the Force is in regard to the Personal Development Review (PDR) process. The Challenging Conversations training was instrumental in providing both Managers and operatives with the skills needed to assist in the development of PDR. 
The Challenging Conversations Evaluation Report (undated) identifies a) a lack of attendance at the challenging conversations training courses and b) a lack of take up on follow up initiatives. Quotes from the report include:
· “Out of 312 members of first, second and third line managers eligible to attend only 183 Officers and Staff have taken part on one or both of the days.”
· Cancellation or non-attendance of day 1 has run at 30%.
	Attendance and follow up of all training and development be at 100%.
	2
	In order to improve attendance a number of actions need to be taken:
Attendance at all courses needs to be managed at the front line through supervision.
A longer term cultural shift in attitudes to managing CPD is required which organisational changes through the service improvement agenda are aimed at
Changes to DMS and the rostering in of training days will support the non-attendance agenda in a large group of staff in IRT and will be extended to other groups   following the completion of further demand work. Improvements in performance reporting will enable local managers to understand rates of non-attendance. This is reported monthly through contracting arrangements and can form part of HR performance packs currently being developed for commanders.
	Long term shift






From Sept 2020
	Head of L&D

	8
	Compliance
	Overall the effectiveness of training is not a function of the Force and therefore whether the right training is being provided to the right people at the right time is unknown.
	Management to identify how training is measured for its effectiveness and to verify that the right training is provided to the right people at the right time.
	2
	Developing clarity about measures of effectiveness is part of service improvement. Evaluation methods will be improved so that at the design phase of a programme the impacts and outcomes are better understood so that we can better develop measures of success.
	4th Quarter 2020
	[bookmark: _GoBack]Head of L&D

	5
	Compliance
	The system generates reminders but is this fool proof and does it capture every training need to be followed up? Any training not initiated by Sopra Steria currently runs the risk of not being picked up and identified on Officers/Staff training records.  Also although training may be provided is this learning. I.e. what has the training done to improve Officer/Staff skills and knowledge and how is this confirmed as being learnt.
	All training be centrally controlled to confirm that training was relevant, appropriate and that monitoring and follow up can take place.
	3
	This will be impacted by the redesign of service.
	4th Quarter 2020
	Head of L&D
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	PRIORITY GRADINGS
	
	
	
	
	

	1
	URGENT
	Fundamental control issue on which action should be taken immediately.
	
	2
	IMPORTANT
	Control issue on which action should be taken at the earliest opportunity.
	
	3
	ROUTINE
	Control issue on which action should be taken.
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	Operational Effectiveness Matters
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	Risk Area
	Item
	Management
Comments

	There were no operational effectiveness matters.
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	ADVISORY NOTE

	Operational Effectiveness Matters need to be considered as part of management review of procedures.
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	Detailed Findings


[bookmark: section5]Introduction
1. This review was carried out in March 2020 as part of the planned internal audit work for 2019/20. Based on the work carried out an overall assessment of the overall adequacy of the arrangements to mitigate the key control risk areas is provided in the Executive Summary.
Background
2. A training/learning programme allows organisations to strengthen skills that each member of staff/officer needs to improve.  While a development programme brings all employees to a higher level so that they all have similar skills and knowledge.
Materiality
3. Training and development supports the effectiveness and efficiency of the Force and will maximise customer satisfaction over the services being provided.
Key Findings & Action Points
4. The key control and operational practice findings that need to be addressed in order to strengthen the control environment are set out in the Management and Operational Effectiveness Action Plans. Recommendations for improvements should be assessed for their full impact before they are implemented.
Scope and Limitations of the Review
5. The audit reviewed whether an accurate record of Police Officer learning and development is maintained. The audit focussed on the following key areas;
· Roles and responsibilities for maintaining accurate training records;
· Appropriateness of the system for recording of police officer skills; 
· Accuracy of police officer training records maintained; 
· Appropriateness of the system to generate reminders for training that needs to be undertaken before training expires; and
· Management monitoring information.
6. The definition of the type of review, the limitations and the responsibilities of management in regard to this review are set out in the Annual Plan.
Disclaimer
7. The matters raised in this report are only those that came to the attention of the auditor during the course of the internal audit review and are not necessarily a comprehensive statement of all the weaknesses that exist or all the improvements that might be made. This report has been prepared solely for management's use and must not be recited or referred to in whole or in part to third parties without our prior written consent. No responsibility to any third party is accepted as the report has not been prepared, and is not intended, for any other purpose. TIAA neither owes nor accepts any duty of care to any other party who may receive this report and specifically disclaims any liability for loss, damage or expense of whatsoever nature, which is caused by their reliance on our report.
Risk Area Assurance Assessments
8. The definitions of the assurance assessments are:
	Substantial Assurance
	There is a robust system of internal controls operating effectively to ensure that risks are managed and process objectives achieved.

	Reasonable Assurance
	The system of internal controls is generally adequate and operating effectively but some improvements are required to ensure that risks are managed and process objectives achieved. 

	Limited Assurance
	The system of internal controls is generally inadequate or not operating effectively and significant improvements are required to ensure that risks are managed and process objectives achieved. 

	No Assurance
	There is a fundamental breakdown or absence of core internal controls requiring immediate action.


Acknowledgement
9. We would like to thank staff for their co-operation and assistance during the course of our work.
Release of Report
10. The table below sets out the history of this report.
	Date draft report issued:
	31st March 2020
	

	Date management responses received:
	7th April 2020
	

	Date final report issued:
	15th April 2020
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11. The following matters were identified in reviewing the Key Risk Control Objective:
	Directed Risk: Failure to direct the process through approved policy & procedures.


11.1 Human Resource learning and development is about alignment and connection with the organisations business plan and key objectives.  For Cleveland Police this would be to align learning and development with the requirements/objectives of the Police and Crime Plan.  Human Resource learning and development can be aligned vertically to focus on the aims and objectives that support the business strategy (Police and Crime Plan) with managers seeking to implement it. Horizontally, it is about consistency, policies and initiatives that are also in alignment with similar organisations and their HR programmes. There is no overarching document that aligns learning and development within the Strategic objectives/vision of the Force/PCC (Police and Crime Plan).
11.2 Learning and Development is taking place within the Force and this is driven by the HR L&D team who are supported by the dedicated personnel within Sopra Steria.  Two strategy documents have been produced:  a) People Strategy 2017-20 and b) Leadership Strategy 2018-20.  As these were produced a few years ago they need updating and reissuing to support the current direction on Learning and Development.  In addition, there needs to be a clear direction of travel with regular evidencing so that as time moves forward action is being done to support the vision identified within the strategy.  In addition, management and monitoring needs to be focused on the strategy with clear evidence to support the effect and outcome from the learning and development process.
	Recommendation: 1
	A revised and updated People and Leadership Strategy be issued and as part of this guidance a forward action plan be in place alongside how the strategy/plan will be managed and monitored. 

	Priority: 2
	


11.3	There is no corporate/coordinating arrangement/agreement in place which identifies the learning and development needs to support the operational direction of the Force.
11.4	In addition, there is no system, procedures or document that demonstrates that Learning and Development is being delivered to the right people at the right time and that this supports the operational delivery of the Force.
	Recommendation: 2
	Support the operational direction of the Force a corporate and coordinating arrangement/agreement be developed which must support how learning and development is being delivered to the right people at the right time to support operational delivery.

	Priority: 2
	





11.5 Training records are managed by Sopra Steria as part of their contractual arrangements with the Force.  There is a structure for roles and responsibilities for maintaining accurate training records but currently these are very dependent upon Sopra Steria who are instrumental in managing the HR records.  Opportunities for improvement and a more transparent arrangement will become possible once the contract with Sopra Steria comes to an end in September 2020.
	Recommendation: 3
	Develop a modern recording system for all training and development requirements.

	Priority: 2
	



	Compliance Risk: Failure to comply with approved policy and procedure leads to potential losses.


11.6	The system that currently manages Learning and Development is operated by Sopra Steria and does not seem as interactive as it should be.  The reporting system also does not provide meaningful output both of training provided, future training needs and identifying those who have not had training.
11.7	Police training records may not be totally accurate as training obtained/given outside of the corporate L&D process may not be picked up
	Recommendation: 4
	An improved method of recording training and development both given and required be implemented with assurance that all records are totally accurate and capture all training and development received.

	Priority: 2
	


11.8 The system generates reminders but is this fool proof and does it capture every training need to be followed up? Any training not initiated by Sopra Steria currently runs the risk of not being picked up and identified on Officers/Staff training records.  Also, although training may be provided is this learning? For example, what has the training done to improve Officer/Staff skills and knowledge and how is this confirmed as being learnt.
	Recommendation: 5
	All training be centrally controlled to confirm that training was relevant, appropriate and that monitoring and follow up can take place.

	Priority: 3
	


11.9 Management monitoring data is not freely available and requires a specific request to Sopra Steria to obtain this.  Also the data requested will only show what training has been given and recorded and does not provide a facility to identify those who have not been trained. This should improve once the current contract with Sopra Steria is brought back in house, however, it is likely that a new HR software system will be necessary to provide a more robust and informative database for learning and development.
	Recommendation: 6
	A new HR software system be resourced and acquired to provide adequate and appropriate management and monitoring data for all supervisors/managers in the Force.

	Priority: 2
	


11.10	An example of training provided to facilitate a key initiative for the Force is in regard to the Personal Development Review (PDR) process. The Challenging Conversations training was instrumental in providing both Managers and operatives with the skills needed to assist in the development of PDR. 
11.11	The Challenging Conversations Evaluation Report (undated) identifies a) a lack of attendance at the challenging conversations training courses and b) a lack of take up on follow up initiatives. Quotes from the report include:
· “Out of 312 members of first, second and third line managers eligible to attend only 183 Officers and Staff have taken part on one or both of the days.”
· “Cancellation or non-attendance of day 1 has run at 30%.”
· “The action learning set following the programme. Very few take us up on that (12 so far) and two action learning sets have been set up, one floundered and the other is now running well.”
· “Management feedback is completed on our intranet site via a survey.  So far responses have been very poor from managers of participants, with only 12 responses.”
11.12	The programme facilitates increasing confidence and has made tangible improvement to the one-to-ones, agreeing expectations, giving motivating feedback and tackling under performance. These are the core skills needed for effective PDR and people management conversations. Given that this programme very much supports the PDR assessment process it should have had 100% attendance and appropriate feedback and follow up.
	Recommendation: 7
	Attendance and follow up of all training and development be at 100%.

	Priority: 2
	


11.13 Overall the effectiveness of training is not a function of the Force and therefore whether the right training is being provided to the right people at the right time is unknown.
	Recommendation: 8
	Management to identify how training is measured for its effectiveness and to verify that the right training is provided to the right people at the right time.

	Priority: 2
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