Report of the Chief Constable to the Chair and Members of the Audit Committee
June 2017
Executive & Presenting Officer: Mr Simon Nickless, Deputy Chief Constable
Status: For Information
Professional Standards Update
1.
Introduction


2.

This report is provided to update Members on the work of the Force’s Professional Standards Department (PSD) and to provide an overview of the number and types of complaints received during the period 1st December 2016 to 31st May 2017.

3.
It is recommended that Members note the content of the report.
4.
People Intelligence Board
5.
The Individual Support Programme (ISP) was introduced to provide bespoke support to those Officers where there are early signs, indications or concerns identified. This is a preventative approach that feeds into the People Intelligence Board which meets monthly and is chaired by DCC Nickless.
6.

Where officers are identified, the PSD Ch/Insp meets with the relevant department and supervisors to ensure that appropriate support, welfare and performance structures are in place that are then ratified and monitored through the People Intelligence Board.  There are currently six officers receiving support through this program.

7.
The People Intelligence Board (PIB) has been created to:
· Ensure that an intelligence-led approach is taken to the management of sickness, discipline, performance, business interests, notifiable associations and any management concerns.
· Provide a forum for regular case reviews of significant cases and to ensure appropriate interventions are managed in a timely way
· Make the best use of the information we hold on our staff to make timely, consistent, fair and evidence-based decisions
· Formally review the progress of discipline, performance and sickness cases, ensuring organisational and individual welfare risks are identified and managed appropriately
· Consider lessons learnt, policy matters and emerging issues.

8.
The criteria for consideration for referral to the PIB, is via one of three routes:
· 15 or more complaints against an individual within the last 3 years.

· Any disciplinary finding involving a written warning or final written warning.

· Serious management concerns raised in respect of any individual or remerging   patterns of behaviour.

· Five or more complaints in a twelve month period.

9.
The PIB programme has provided some positive interventions, helping to capture information that has assisted in supporting and managing officer behaviour conduct and performance. 

10.
The programme has also helped to highlight officers who may pose a risk to both the Force or members of the public; four officers that that had been identified through the ISP process for the PIB have since been dismissed.

11.
At the last PIB held on the 25th May 2017, eight officers identified from the ISP and ten officers identified from their current sickness records were discussed, to ensure that organisational and individual welfare support and risks were identified and managed appropriately and that timely, consistent, fair and evidence-based decisions made.

12.
It is important to note that the PIB is not intended to replace the responsibility of line managers to manage the performance / attendance of individuals and teams, but to assist in providing the appropriate level of support. 
13.
Business Interests 

14.
This process allows for the Force to have an appropriate level of scrutiny over the activities of officers that may impact upon the reputation of the Force and the wider service.  One area that is being reviewed relates to requests for details of any tenant, where the business interest relates to a rental property. A concern has been raised relating to the appropriateness of the police seeking such personal data and the purpose for which it is sought and used. This is now subject of further consideration by the Force Vetting Officer. 
15.
Notifiable Associations

16.
The PSD continues to monitor reports of notifiable associations, where officers or member of police staff, have declared any association with a person the Police may have an interest in. Where disclosures are made a risk assessment is undertaken and where appropriate, control measures to mitigate risk are implemented. At this time there are no issues of concern in respect of Notifiable Associations. 
17. 
Electronic Files

18.
The PSD continues to migrate historic case files onto the Force complaints system however this will take some time due to the volume of cases. There are no identified risks associated with this approach, requiring intervention.
19. 
All new files generated within Complaints and Discipline and Counter Corruption are now electronically processed. This system allows for closer scrutiny and management of cases to support improvements in quality and timeliness of investigations and provides an effective audit capability.
20.
PSD has now significantly reduced the timeline of all Gross Misconduct and Misconduct investigations, with the average time to finalise an investigation reducing from 127 to 79 days for the period 1st December 2016 to 31st May 2017 compared to the same period in the previous year. 
21.
During the period 1st April 2014 to 31st May 2017, there have been 28 Conduct Matters which have been referred to a Misconduct Meeting and 25 which have been referred to a Misconduct Hearing. 
22.
Appendix 1 provides a summary of these cases with outcomes.

23.
Recorded Complaints

24.
During the reporting period 281 allegations have been recorded as a public complaint. This is a 3.9% increase compared to the same period the previous year.  
25.
The numbers of complaints recorded should be seen in the context of the wider activity of the Force. Between 1st December 2016 to 31st May 2017:

· 166794 calls for service were received

· 7946 arrests (4.8% of total incidents)

· 281 allegations were recorded (0.17% of total incidents)
26.
The complaints finalised consisted of:
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27.
Appendix 2 provides the detail of the numbers and types of complaint received during the period 1st December 2016 to 31st May 2017.
28.
Local Resolution Process (Triage)
29.
The OPCC employs two staff members to undertake local triage of public complaints.  They identify, from complaints submitted, those which may be dealt with as a customer dissatisfaction issue, by early contact with the complainant to try and resolve the matter without the need necessarily for recording a complaint or undertaking an investigation. The staff have also supported the Local Resolution process, where it is suitable, again focused on a customer service approach to resolve the issue for the member of the public. 
30. 

The Triage team are now placing a greater focus on the management of the complaints process, removing any role in the processing of Local Resolutions and as such a new procedure for ensuring continued effective management of public dissatisfaction and complaints is being developed.
31.
During the period 1st December 2016 to 31st May 2017 there were 508 complaints of dissatisfaction recorded. Of these the Triage process enabled a re-contact to the complainant within 24 hours, in 459 (90.3%) of these case
. 

32.
All complaints of dissatisfaction within this period have been dealt with by the Professional Standards Department (PSD), leaving Operational Supervisors free to deal with operational issues, this provides a level of consistency and control over the complaints management process.
33.
The process is quality assured by the Ch/Insp at the beginning and at the conclusion to ensure consistency. 

34.
Learning Organisation
35.
At the conclusion of every complaint an assessment of any organisational or individual learning is undertaken. Individual learning is shared with the officer(s) concerned and organisational learning is shared with relevant units / departments. This learning is produced into a lessons learnt document and is communicated across the Force
.
36.
Performance Monitoring

37.
The performance of the department is now monitored through the departmental Tasking and Coordination Group (TCG) process, the Force Tasking and Performance Group (TPG) and via the Strategic Performance Group (SPG), chaired by the Deputy Chief Constable. 

38.
The IPCC publishes quarterly bulletins
 on complaints information for each force which includes ‘most similar force’ (MSF) averages and national results. Cleveland’s most similar forces are classed as: Greater Manchester; Humberside; Merseyside; Northumbria, and West Yorkshire.

39.
The latest available information is for the reporting period. The key points are detailed in the table below.
	

	Cleveland
	MSF
	National

	IPCC Appeals upheld
	
	
	

	% IPCC Investigation appeals upheld
	25%
	35%
	40%

	% IPCC local resolution appeals upheld
	0%
	57%
	75%

	Force Appeals Upheld
	
	
	

	% force investigation appeals upheld (1 Upheld)
	100%
	28%
	18%

	% force local resolution appeals upheld
	16%
	11%
	17%

	Complaint Cases - timeliness
	
	
	

	% complaint cases recorded within 10 days
	84%
	84%
	84%

	Allegations – timeliness
	
	
	

	Ave. number of days to locally resolve allegations
	61
	67
	67

	Ave. number of days to finalise allegations by local investigation
	171
	173
	166

	Allegations recorded
	
	
	

	% of other neglect or failure in duty
	35%
	34%
	37%

	% of incivility, impoliteness and intolerance
	17%
	14%
	12%

	% of breach of Code C PACE on detention, treatment and questioning allegations
	5%
	4%
	4%

	Allegations finalised
	
	
	

	% allegations locally resolved
	82%
	56%
	42%


40.
Professional Training
41.
Historically the training approach has focused on in house ‘on the job’ training and individual Continuous Professional Development [CPD]. In recognition of the need to Transform Professional Standards a Training programme throughout 2017 has been developed. Moving into 2018 a training needs analysis will be completed to identify any remaining training gaps and to coordinate future CPD. Training is focused on the skills of investigators, regulatory compliance, management of the Complaints and Discipline process and effective case management.
42.
Objectives

43.
The department has created a ‘Plan on a Page’, which summarises the Purpose, Values, Service, Objectives and Challenges
. This document has been widely circulated amongst internal and external partners.
44. 
The first Counter Corruption Control Strategy
 has been developed, supported by an action plan to tackle risks associated with specific areas of vulnerability, including 

· Behavioural Vulnerability

· Misuse of Police systems / Disclosure of information

· Notifiable Associations

45.
The force has agreed to invest in new technology to support the Counter Corruption Strategy. This will improve the capability to gather intelligence about corruption and will improve the ability of the force to mitigate against the potential risks associated. 

46.
Transforming Professional Standards
47.
A document, outlining in some detail, the purpose, justification and terms of reference for this Transformational review of Professional standards is attached. However in summary - At the beginning of January 2017 the Chief Constable of Cleveland Police and the Police and Crime Commissioner for Cleveland made clear their intention to transform the way in which Cleveland Police handles and investigates complaints made against its officers and staff and how it polices its workforce. John Armstrong has been commissioned to lead Cleveland Police through this transformational change and has set out his proposal of how he sees this work taking shape
. Transparency and accountability will be at the core of this work and he will work closely with all those involved in professional standards and with those who have an interest in helping shape its future.  

48. 
The proposal sets out the role of a professional standards department in a wider policing context before moving on to outline the case for reform. It sets out the fundamental principles that will underpin this transformational work: building organisational effectiveness, increasing transparency in assessments and decision making, and engaging with internal and external stakeholders. John Armstrong will be advising on how Cleveland Police can widen the scope of its professional standards, to include taking a leading role in all matters of policing standards and organisational learning rather than at present, a department focused on complaint management and dealing with misconduct. 

49.
The initial phases of this work are well progressed, with consideration of historic issues of concern to understand the past in order to improve the future; whilst also helping individuals move on from real or perceived unfairness as a result of past Professional Standards investigations. The original timescales were ambitious and as the transformational work has developed these have been revised with an intention to have designed the future model for Professional standards within Cleveland Police by the end of July 2017.

50.
Transformational changes have already commenced, with changes to culture, approach, policy and practices, and compliance with the regulatory regime. These changes are focused on delivering proportionate and consistent decision making, transparent of approach, timely investigations of good quality and accountability of roles and purpose, as well as developing systems and processes to underpin this work. The emphasis has been on changing the mind set and culture of the department as well as focus on structure, system and process, as a consequence positive feedback is already demonstrating change in the way the department and its staff perform their role.
51. 
Deliverables so far include:

· Creation of a Scheme of Delegation 

· Scheme of Governance

· Development and sharing of an investigation Terms of Reference

· Greater openness with officers under investigation from the outset

· A preliminary conduct assessment by the Appropriate Authority

· Participation in Force performance structures

· Vision / Mission statement

· Counter Corruption Control Strategy

· Broad stakeholder engagement including with staff associations, front line officers and supervisors 
· Bespoke training for PSD staff on regulations, investigation and case management

· Welfare and Support policy for those affected by conduct investigations
52.
Work continues to conclude those cases raised of historic concern to a satisfactory outcome, continued stakeholder engagement and consultation on changes being introduced and the final redesign of the Transformed PSD. This redesign will introduce a new structure, including a proposal for the New Head of Professional Standards to be a senior member of Police Staff rather than, as has been the case in the past, a police officer of Superintendent Rank.

53.
Implications
54.
Finance: The Force has identified funding to support the acquisition of counter Corruption software that will assist in mitigating risk from corrupt officers and enable more effective targeting of resource to tackle such threats. A full business case and costing has yet to be finalised, but initial capital investment is expected to be circa £55,000. This approach is advocated and supported by Her Majesties Inspectorate of Constabulary.

55.
The Transforming Professional Standards review seeks to implement a new structure that is cost neutral to the force.

56.
Diversity and Equal Opportunities: There are no diversity or equal opportunity implications arising from the content of this report.

57.
Human Rights Act: In the introduction of Counter Corruption software, there is the potential of impact on the Article 8 ECHR rights of employees to “Respect for a private and family life”. Engagement of this right will be carefully considered during the implementation phase to ensure appropriate control measures are in place to minimise impact and ensure ethical and proportionate use is made of this technology.

58.
Sustainability: There are no sustainability implications arising from the content of this report.
59.
Risk: There are no risk implications arising from the content of this report.
60.
Conclusions

61. 
This report provides Members with an update on the work on the Force’s Professional Standards Department and an overview of the number and type of complaints received during the reporting period.
Simon Nickless
Deputy Chief Constable

� This figure includes those persons that the PSD repeatedly attempted to contact within 24hrs period without success.


� Appendix 3 ‘Examples of Lessons Learnt’


� � HYPERLINK "http://www.ipcc.gov.uk//force/cleveland-constabulary/performance" ��http://www.ipcc.gov.uk//force/cleveland-constabulary/performance� 


� See Appendix 4





� See Appendix 5


� Armstrong, J. (2017) Transforming Professional Standards in Cleveland Police – Scope, methodology and terms of reference - � HYPERLINK "https://www.cleveland.police.uk/about-us/TPS.aspx" �https://www.cleveland.police.uk/about-us/TPS.aspx�





 





1

