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Report of the Chief Constable to the Chair and Members of the Audit Committee
September 2020	

Executive Officer:  Chief Constable

Status:  For Information

Cleveland Police Service Improvement Programme

1 Purpose

1.1 The purpose of the report is to update members on the progress of the Cleveland Police Service Improvement Programme.

2 Recommendations

2.1 It is recommended that members note the contents of the report.

3 Background

3.1 Since the last report to the Audit Committee in June 2020 progress has been made in respect of the Service Improvement Programme which is now approaching the end of the first stage (i.e. Stage 0) due for completion at the end of September.  

3.2 Following relaxation of the government’s lockdown measures the Force’s governance meetings have now been re-established with the recently introduced bimonthly Futures Board being the main oversight meeting for the programme. The Service Improvement Team were ring-fenced during the CoVID lockdown period by the Chief Constable due to the critical nature of their work in protecting and safeguarding the communities served by the Force. The team continue to work on a partly remote basis to assist the Force in respect of social distancing guidance (due to estate capacity challenges) however these working arrangements continue to be effective. 

3.3 In October 2020 the police staff that were outsourced a decade ago to Sopra Steria will return to Cleveland Police and planning is now almost complete in this respect. However, in 2019 the Force Control Room (FCR) personnel were brought back early from Sopra Steria due to concerns regarding the effectiveness of the arrangement and critical performance issues. At that time a separate project was initiated to bring support the return of staff and implement improvements. The FCR project remains ongoing however following recent discussions internally the Chief Constable has directed to move the project under the overall Service Improvement Programme. This will align all major operational change work as a collective providing governance and support in the delivery of the FCR change requirements. This is now being developed as part of the Service Improvement Programme.

3.4 This report aims to provide a summary of progress and should be read with reference to the documents contained within the appendices. As noted in the June update these are the key control documents for the programme and are formally reported to the Futures Board chaired by the Deputy Chief Constable. The Appendices include:

3.4.1 Appendix A: Programme Stage Plan outlining the high level stages and priorities of the programme over a 2 year period which is reporting every 2 months (closed session) 
3.4.2 Appendix B: Programme Progress report as of July 2020. (closed session)
3.4.3 Appendix C: Latest update to the Police Performance Oversight Group
 
4 Leadership and Governance

4.1 As per the July progress report the programme was at Red status requiring direction on the following:

4.1.1 Slippage on the final recommendations for the Demand worksteam. This came as a result of CoVID-19 and the force being unable to engage Process Evolution until social distancing implications could be mitigated. This delay was unavoidable and unforeseen and will result in the overall stage not being able to fully report until November 2020. All other workstreams are still planned to deliver on time. 

4.1.2 The raising of a new risk in relation to the impact on delivering the programme as a result of cultural issues. The detail of this is included within the progress report attached below and it was agreed that a new risk be raised. The Service Improvement Team alongside the respective silver commanders are now tasked with clarifying mitigation and contingency measures.

4.2 The various Delivery & Assurance groups are now in progress and are receiving regular updates from each of the workstreams, the latest status (August 2020) including key direction and support are listed below. The wider programme will report again at the Futures Board at the end of September. 

	Workstream
	August Status
	Direction/support provided

	Prevention, Problem Solving and Engagement
	Amber
	The Engagement strategy outcomes and objectives were agreed meaning the strategy can be issued and equality assessed.

Additional support was required to support the completion of the Community Safety Review and Prevention work in progress.

Neighbourhood Policing scope and responsibilities were agreed.

Direction was provided to join up work in progress for repeat victims and victims firstpolicy that had been directed across different portfolios.

	Vulnerability
	Amber
	Direction was provided to confirm the future development of the Vulnerability Desk including options with the OPCC to exploring a multi agency approach.

Approval was provided to confirm four areas of Domestic Abuse (DA) analysis work to be explored by SafeLives – this is a contracted provider utilised and recognised for improvements in DA across a number of forces within the UK.

Support was provided to roll out the recruitment of Domestic Abuse Champions across the force area.

	Ethics and Equality
	Red
	Approval was provided to trial a People Readiness Assessment in support of making decisions for change. This includes a combination of understanding people related data and facilitation of the impacted teams to identify cultural and team development requirements for the future.

Direction was provided to formulate a working group to tackle the issue of how ethics and equality will be measured including HR, Learning & Development, Standards & Ethics, Wellbeing and Equality. 

Support was provided to progress the DCC’s ethical leadership survey which will be issued at the end of Setpember.  

Direction was provided to prioritise the end to end review of the recruitment and promotion process rather than attempting to (and in addition) complete the review of the grievance and abstraction processes. These will slip into Stage 1 once the Board has received recommendations for Recruitment and Promotion. 

	Leadership
	Green
	The Chief Constable’s Pledge has started to be issued through the Senior Leaders Quarterly Leadership Events and will continue through recruitment, promotion and development days.

The Sgt’s/Inspectors promotion process is complete and the associated training course has been reviewed, modified with advice from the College of Policing and is now ready for delivery. Support has been provided to identify options for large training venue;s which has been identified as an issue. 

	Understanding and Managing Demand
	Green
	Slippage has been tolerated for the Demand recommendations. This will cover the following areas of the Force and deliver November 2020:
· Response (initial findings reported Sept)
· Investigation (initial findings reported Oct)
· Safeguarding (initial findings reported Oct)
· Final assessment reported November.

The workstream is also conducting a review on how resources are planned and allocated (duties review), the outcomes for this review have been approved and will report at the end of September in line with the Stage 0.

	Investigation
	Red
	Compliance of officers in completing the Raising Investigative Standards (RIS) Phase 1 training has required senior support to increase volume and application. As a result later phases of RIS will now be delayed until senior officers are content that Phase 1 has been adopted.

A 3 month consultation period was agreed prior to the implementation of the Silver Detective Cadre following advice from Police Federation. It is hoped that this will not be necessary if a voluntary agreement can be achieved with the respective staff.

Slippage of PIP accreditation assessment and  review of IT projects that would support Investigation until the end of September 2020 – this is movement within the stage.



4.3 As mentioned in the first section of the report an additional workstream has now been added to the Service Improvement Programme in September. The FCR project manager Temporary Head of FCR and the SIT Programme team will now assess the addition as part of the the end Stage 0 review. 

4.4 Stage 0 – Immediate Response and Stability through CoVID. 

4.4.1 As detailed within the Stage Plan the programme is currently in Stage 0 which commenced in June 2019 and is due for completion at the end of September 2020.  

4.4.2 A fundamental aspect of the programme is the assessment and understanding of the Force’s demand which will inform both immediate and longer priorities for change and development. A procurement exercise has been undertaken with external consultants suitably qualified to assist the Force with this work. Process Evolution was selected following the tendering process. Process Evolution have carried out similar work with over 20 UK forces to date. Not only has the Force procured their consultancy services but in addition their analysis tools and software which following bespoke training will enable the Force to review demand on an ongoing basis in the future. 

4.4.3 Unfortunately delays developed in procuring the Process Evolution contract due to CoVID19 and also social distancing restrictions prevented face to face workshops taking place prior to July 2020. 

4.4.4 The impact of the above delay is that the previously planned demand analysis completion date of September 2020 will now slip to the end of November 2020 which is outside of the programme stage timelines. Options to mitigate this issue were discussed with both the supplier and within the Local Policing Board but the delay could not be avoided as it would have adversely impacted the accuracy and quality of the associated work.

4.4.5 There has also been an additional impact as a result of the Process Evolution delay in respect of the end of Stage 0 programme review. Usually at the end of a stage of a programme a detailed review is undertaken to ensure effective delivery of the associated outcomes and deliverables. This will not be fully possible until the results of the Process Evolution work are reported in November. As a result of this the Service Improvement Board (now the Futures Board) granted an extension for the completion of the end of Stage 0 review at the July board meeting. This review will now be fully completed by November 2020. 

4.4.6 The programme and wider implications of the demand slippage have also been discussed as follows:

· All other Service Improvement workstreams are required to deliver as planned therefore providing clarification on those areas of change that have been delivered, not delivered (where agreed) and in addition the various reviews and recommendations that will need to be presented for approval.
· The key decisions from the above will include clarification of those areas where the day to day command can now start to manage without the support of the SIT (as the change has been delivered), those aspects that still require support and new requirements that have been identified from the review work conducted or the overall stage. 
· Once completed in November the additional information provided by Process Evolution for Response, Investigation and Safeguarding will assist in supporting decisions about force priorities specifically identifying where resources are not adequate to meet demand and where change and/or investment is required.
· The demand work presented by Process Evolution formulates parts of the Force Management Statement which once completed will also identify where priorities for future investment or change are required.
· Wider work progressed by Corporate Services will also bring together other areas of change such as Fusion, IT development plus working with the OPCC to consider the EDI programme Everyone Matters. 

4.4.7 Overall the various components supported by a collective approach between Corporate Services and the Service Improvement Team can then be shared and considered with senior leaders inevitably leading to difficult decisions about priorities and investment. This will be progressed within the timelines for budget setting to inform decisions on precept. 

4.4.8 Following the end of Stage 0 review, which will be presented at the November Futures Board, approval will be sought to move to Stage 1 of the programme.

4.4.9 The attached Stage Plan is updated and reported into the Futures Board on a bimonthly basis reconfirming progress of the overall stage and/or presenting any changes or exceptions that require approval.

4.5 Service Improvement Risks

4.5.1 The initial programme risk register was provided to the Audit Committee in June 2020 however an additional risk was added at the July Service Improvement Board meeting. This risk was in respect of Force cultural issues impacting the ability to deliver the programme on time or to the required quality criteria. The cultural issues included significant levels of support being required to develop and coach officers and staff in delivery and performance requirements; capacity issues to deliver change whilst maintaining daily operational performance; and a perceived lack of engagement from staff. This risk is also now subject to mitigation activity and regular scrutiny.

4.5.2 As the Audit Committee were provided a copy of the programme risk register in June an updated copy has not been presented with this report, however, this can be forwarded separately if required.  All risks are subject to active management and mitigation. Some risks have now been closed down as they have been effectively ameliorated. Specific risks and feedback is considered via the monthly Delivery and Assurance groups to identify those risks which require focus within specific reporting periods. They are also captured within the bimonthly Programme Progress Report (see Appendix B). 

4.6 Benefits, Measures and Evidence

4.6.1 As identified in the June an outcomes based performance framework has been agreed with HMICFRS which includes 25 outcomes and a range of key performance indicators linked to each of the Causes of Concern.

4.6.2 The framework was developed and agreed with HMICFRS due to the scale and volume of outstanding work and as a result of the latest PEEL inspection. It was confirmed that prioritisation was necessary and a number of the improvements required would be delivered as a collective if an outcomes based approach was adopted. This also developed the Force’s capability in driving activity as well as impact which has been identified as a gap previously. 

4.6.3 A detailed list of all outstanding recommendations and areas of improvement for all force inspections is maintained by Corporate Services who are working with the Service Improvement Team to ensure that the evidence is captured incrementally as the workstreams report every month. A number of vacancies have been recently fulfilled that will provide the capacity needed to support this work.

4.6.4 In addition the Head of Coporate Services and Service Improvement Programme Manager have engaged with the newly appointed Internal Audit in relation to the review of governance and process for reporting and closing HMICFRS areas for improvement and recommendations. 

4.6.5 The latest progress of the outcomes for Service Improvement and the wider areas of the Road to Improvement have recently been reported to the Police Performance Oversight Group included at Appendix C.

4.6.6 This update confirms those workstreams where sustainable change has been confirmed including areas such as the domestic abuse arrest rate, reduction in victim withdrawal rates and the completion rate for Public Protection Notice’s including improvements in how children are identified that could be at risk. In addition work in progress within Ethics including the use of the independent Ethics Committee is now starting to embed and support senior officers in key decisions. 

4.6.7 There are also areas of the report where improvement has started to be identified in pockets such as Neighbourhood Policing and other areas where improvements are yet to be clarified or realised such as understanding demand. This reiterates that the journey for improvement is long term, will continue to be challenging and in some areas requiring tolerance and time for change to be implemented and to take effect. This is currently being reflected within Response and FCR performance where issues have been identified, regular discussions are in progress across all levels to consistently balance the immediate risks with the time required for longer term development. This continues to be challenging. 

4.6.8 Regular engagement is maintained with the Force’s lead from HMICFRS who is invited to attend all Force Delivery groups as well as the Futures Board. 

4.6.9 There is also ongoing scrutiny of the Service Improvement Programme via the OPCC with the most recent update being presented to the Police and Crime Commissioner in August 2020 where the FCR performance issues were scrutinised. 

4.7 Key Areas of Delivery

4.7.1 All Stage 0 workstream deliverables remain on track in line with documented timescales (other than the Process Evolution work as discussed above). The Stage 0 end of stage review will take place by November 2020 following Board approval. 

4.7.2 High level deliverables include:

· Rebuild of Neighbourhood Policing Teams and clarification of strategy, methodology, toolkits and performance requirements.
· Comprehensive demand analysis work including response, investigative and safeguarding demand (never previously undertaken by Cleveland Police). 
· Full assessment of the Crime Assessment and Allocation Framework (CAAF) launched earlier this year.
· Further delivery of the Raising Investigative Standards Learning Programme.
· Ongoing development of the Standards & Ethics Board and Ethics Committee including the launch of an ethical leadership survey and review of policy and processes for recruitment and promotion.
· Domestic Abuse training i.e. The DA Matters programme which has been procured and roll out is imminent. 
· Launch of the Sgt/Inspector leadership training
· Mainstreaming of the Vulnerability Desk within FCR with wider partnership resourcing and extended remit of vulnerabilities being managed.
· Implementation of the Philomena Protocol.
· Clarification and agreement of the forcewide Leadership Training Needs Analysis informed by external support and diagnostics.
· Reviews and proposals for Community Safety, Integrated Offender Management and Duties Management.

4.7.3 The programme progress report (Appendix B) provides a summary of performance across each workstream and will also include the FCR workstream in future.  

5 Implications

5.1 Finance  
	There are no outstanding budgetary issues associated with the programme. Of note £200k has been allocated to the leadership workstream since the last Audit Committee update. The development of the Force’s leadership team is seen as a critical component of our contined improvement. Financial requirements identified as a result of improvement work are progressed through the Cleveland Police financial decision making processes. 

5.2 Diversity and Equal Opportunities
	There are no diversity or equal opportunity implications arising from the content of this report. The Equality, Diversity and Inclusion Team continue to support the Service Improvement Programme in all aspects of their work. 

5.3 Human Rights Act
	There are no Human Rights Act implications arising from the content of this report.   

5.4 Sustainability
	There are no sustainability implications arising from this report.     
   
5.5 Risk
The risks associated with the programme are outlined in detail within the bespoke risk register. Linkages have been made with the Force’s overarching Corporate Risk Management Processes to ensure all relevant actions are being regularly reviewed, mitigated or ameliorated. 
 
6 Conclusions

6.1 The Service Improvement Programme continues to progress to schedule aside the CoVID related delay of the Process Evolution work which was an issue beyond the control of the Force. 

6.2 The Stage 0 review will take place by November 2020 and the findings will be presented to the Audit Committee thereafter.

6.3 The FCR project has now been included as a separate workstream within the overall Service Improvement Programme as a result of issues highlighted above. 

6.4 Governance and accountability has been established for all workstreams as well as the processes for benefit realisation and evidence capture.  


Chief Constable
Richard Lewis


Appendix A – Programme Stage Plan (closed session) 


Appendix B –Programme Progress Report – July 2020 (closed session) 
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Appendix C – PPOG Progress Report – July 2020
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Introduction

Welcome to our latest edition of Road to Improvement.

| am proud of the progress we continue to make at Cleveland Police despite the additional
complexity presented by policing in the midst of a global pandemic.

We are now approaching the close of ‘Stage 0’ of our improvement journey (detailed on
pages 4 to 5 of this document) which allows us a brief opportunity to reflect on some of the
key improvements we have made since we entered the Police Performance Oversight Group
(PPOG) in 2019. Whilst the improvements need to be verified and confirmed by HMICFRS
during formal inspections, | am confident that the improvements already made are sustained
and becoming embedded.

We have re-introduced Neighbourhood Policing across the organisation which has seen a surge in confidence amongst our
partners on our commitment to working together to solve long standing community problems. The Chief Executives of each
of our Local Authorities agreed to place on record (attached) the improvements they are already seeing.

Indeed, we are at the point of fully resourcing our neighbourhood teams and the operational successes already evidenced
are worthy of celebration. Our newly formed neighbourhood team in Stockton alone has already seized over £2m of
controlled drugs over the most recent six week period and dismantled one of our highest risk Organised Crime Groups
(most of whom are now charged and remanded for serious offences including ones relating to firearms). Stretching back
over the period referred to as ‘lockdown’, they arrested over a 100 people and seized countless cars; focussing on
problems that our communities tell us cause them the greatest concern.

The investment in Neighbourhood Policing has been made as early as possible to reduce the demand on our front line
officers and we acknowledge that reducing demand is a longer term and indeed ongoing commitment. This early
investment has meant we tolerate a deterioration in response times until our front line teams are back up to the required
numbers to service the demand by October 2020. This was planned and accounted for in our forecast.

It requires courage and nerve to plan for and accept a short term deterioration in some aspects of performance to make
sustained improvements in other areas. It is analogous to having the courage to stop a race car for a short period of time to
fix fundamental faults in the knowledge that the longer term benefits of a fully functioning machine will reap rewards. Our
investment in Neighbourhood Policing is a lived example of this approach.

Of all the improvements for which we should feel justifiably proud, the performance relating to ‘Vulnerability’ must be
considered the most worthy of praise. We have moved from one of the lowest arrest rates for domestic abuse (DA) in the
country to above both the national and MSG average. This is a sustained improvement. Furthermore, the DA victim
withdrawal rate has moved from amongst the highest in the country to well below the national and MSG average.

These are two statistics amongst many which are worthy of praise.

| accept that much remains to be done but | trust that the improvements we continue to make in so many areas has served
to increase trust in our processes and plans for improvement.

/) /\\
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Richard Lewis, Chief Constable
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Programme Plan

Stage 0 - Immediate Response & Stability
through COVID-19 | June 19 - Sept 20

Vulnerability Desk and DA, Philomena Protocol, Process
re-engineering for domestic abuse, multiagency safeguarding
review, force-wide Vulnerability CoP self assessment, DA
forcewide training

Understanding behaviour

- Equality, Diversity and Inclusion Self Assessment

- Workforce Maturity Self Assessment/ Cultural Web

- Standards setting (DCC)

- Ethics & Equality Planning

- Development of internal engagement

- Review and design of people management information

Develop core operational processes for Problem identification,
Tasking and Community Engagement

Develop NPT induction and progress NPT roll-out

Conduct review of Community Safety and Citizen Focus

Recruitment of Chief officers, Senior operational teams and
critical roles e.g. Strategic HR, Programme Management,
Business Analysis)

Request and engage external support, Re-engage external
scrutiny groups

Commence Leadership expectations; Pledges and Senior
facilitation
Silver Command training and development

Options appraisal for MIT and Homicide

Internal business process re-engineering, Recruitment,
Grievance, Promotion, Complaints, Abstraction, Attendance

Victims Development, VCOP and Victims journey mapped

Managing the day to day operational challenges including the
force and multi agency response to COVID-19. Responding to
the new complaints legislation in addition to potential increases
with COVID-19 and police enforcement of social distancing

Integrated Offender Management end-to-end review

Revised Crime Assessment Framework in place and
evaluated. Investigation Standards programme Stage 1/2
completed. Gap analysis and planning for PIP1/PIPZ2 roles

Stage 1 Duties Management (assess immediate risks)

- Critical Incidents, Response demand management (shift
change), Day to day management capacity/capability, Wider
project approach (Stage 2 Duties)

Data definition and tolerances developed for internal and
external data. Demand assessment for Investigation and
Response

RISKS IN PROXIMITY
* Operational Capacity and Capability

END STAGE REVIEW
Agree the ov :rall plan and priorities and develop the detail for delivery with Senior leaders - whole team approach

Governance approaches confirmed

OFFICIAL-SENSITIV
CLEVELAND POLICE SER

Stage 1 - Understand, Define & Plan
Oct 20 - March 21

Operational development plans agreed
and in progress

- Local Policing

- Crime

- Tasking and Co-ordination

-FCR

Gradual development of NPT and
Engagement - test and learn approach

Internal engagement channels increased
including; staff networks development,

ethics/EDI champions, increased use of Let's
Innovate, Ask the Exec etc

Strategic Planning process agreed and in
progress

Ethics and EDI integrated through all service
improvements and L&D programmes

Partners engaged, approach shared and
supporting schemes where needed

Vulnerability development across all teams
planned and in progress

END STAGE REVIEW

Business Process Re-engineering, Structure
and Shifts assessment
- MFH
- Vulnerability (High level)

- Investigation (High Level)

Confirmation of revised Leadership,
Programme integrating value based decision
making, Scheme of Delegation in Place

External engagement mechanisms in place
and regularly scrutinised

- Engagement team/NPT performance

- Development of IAG's and partner feedback
- Public engagement in scrutiny

Forcewide PIP development plan in place
and in progress

Initial demand processes embedded. Duties
Stage 2 scoped and in delivery e.g. wider
processes such as events/emergancy
planning and related tehnology

* Culture: Working in silos, improving constructive challenge and taking people with us
« Recruitment capacity and workforce planning; impacts all workstreams and Uplift

Delivering outstanding policing for our communities - proud to serve, proud to belong, proud to lead
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Stage 2 - Develop and Deliver Stage 3 - Continuously Improve
April 2021 - December 2021 Jan 2022 - June 2022

Workforce plans in place and driving People Self assessment is built into working
activity including volunteers practices informed internally and
Corporate criteria used to prioritise investment/ externally (inwardly and outwardly
projects and resources looking)

Increased use of volunteers across the
workforce and engagement

NPT demand analysis completed and resource
model updated
Integrated team development with partners

Completion of the Force FMS 2022
Use of public feedback and industry
assessment methods to confirm force
priorities

Demand informed by partner data and
priorities

Demand data being proactively used through
Duties Management

Duties Stage 2 implemented - wider business
areas and required technology embedded
Duties Stage 3 - Moving to BAU approach
agreed

Areas of local and regional collaboration
re-confirmed/ developed

Completion of the Force FMS 2021
Use of public feedback and industry assessment
methods to confirm force priorities

FCR resources in place, training plans in
progress and THRIVE and response
appropriately delivered

Partnership information sharing for
understanding community make up and need
in place and developing shared data

END STAGE REVIEW
Update and re-confirm - Delivery on time? Performance improvement? Risk mitigation? Culture change?

END STAGE REVIEW
Update and re-confirm - Delivery on time? Performance improvement? Risk mitigation? Culture change?

Assessment of collaboration projects/
opportunities

Evauation of Leadership capability and
incorporation of Values based decision making

Processes and demand analysis completed
(subject to planning):

- Multi Agency safeguarding

- NPT

- Cybercrime

- Other areas of Investigation (subject to
planning)

- Internal: Flexible Working, Annual Leave,
Bullying & Harrassment, Employee Support

Update and re- confirm - Delivery on time’? Performance improvement? Risk mitigation’? Culture change’?

Unknown funding requirements and affordability
Keeping partners and the public with us

FUSION - enabling services capacity and stability
Impact of COVID-19

Delivering outstanding policing for our communities - proud to serve, proud to belong, proud to lead






Overall Programme Assessment

Overall Programme Assessment

The focus of the Service Improvement Programme over the reporting period has been on driving delivery across each of the
work streams, clarifying how the team will work with business areas leads to develop and implement areas of change.

A dedicated Programme Manager is now in post and the Force Delivery and Assurance groups were re-established in May.
This has provided a more robust way of reporting and assuring the work in progress and clarifying where support or direction
is required to ensure delivery remains on track.

As previously reported the programme is currently working to the priorities agreed within Stage 0 — Immediate Response and
Stability through COVID-19.

All but one work stream is on track to deliver by the end of September 2020 with the current exception being the
Understanding Demand work stream. As a result of COVID-19, delays occurred in engaging Process Evolution to support us
with our work on this work stream and as a result of social distancing restrictions work to assess investigative and response
demand has had to be delayed. This work stream will therefore be extended to the end of December 2020 when it is
expected that the demand work will have been presented including recommendations for change. This is not considered a
significant impact on the progress being made within the programme.

A number of risks have been identified and continue to be actively managed. Key risks that continue to be reconfirmed
include standard items such as capacity and balancing the requirements for change against managing day to day operational
demand. This is particularly challenging when considering the scope and scale of change required across the organisation in
both operational and enabling teams, when there is a desire and drive to improve quickly across all parts in order to make a
difference. As a result continual direction is required and supported by senior managers and Chief Officers to ensure that
change activity is balanced with capacity, ensuring there is clarity on outcomes, being clear on the problems that we are
seeking to fix and ensuring we take the people with us on our improvement journey.

owards 2025

The road to improvement ==
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Performance Assessment Criteria

Over the last few months we have worked in consultation with HMICFRS to develop and agree a performance monitoring
framework which will help track our progress against our ‘causes of concern’. This framework has been developed around:

¢ 6 thematic causes of concern
e 25 identified performance outcomes

e 224 associated performance indicators (a combination of numerical performance measures and
evidential based assessments)

e 58 proposed service standards or performance ‘targets’

Each indicator within the data set, is assessed on a monthly basis in terms of direction and delivery.

Directional Assessment - This is a comparison of performance over time. Rather than rely on a simple binary
comparison (e.g. the current month compared to the last) we use a series of statistical process control charts to identify
significant changes within our data. For presentational purposes we have adopted the following mechanism as a means of
summarising our directional assessment.

t Significantimprovement
(positive exception)

Improvement
Stable

Deterioration

‘ Significant deterioration
(negative exception)

Delivery Assessment - This is a comparison against the required level of performance. An exception will be
raised when performance falls below a predefined service standard or a specific performance improvement target. For
presentational purposes we have adopted the following mechanism as a means of summarising our delivery assessment.

Delivery Key

. Achieving

Working towards

. Failing

For some aspects of performance our expectations have been precisely defined e.g. we will answer 999 calls within 10
seconds. In these circumstances we have set an explicit service standard and our delivery assessment is based on a simple
‘pass’ (green) or ‘fail’ (red) assessment. However, we recognise that an explicit numerical threshold is not always
appropriate and therefore in certain circumstances we have a set ourselves a directional improvement target e.g. to achieve
a level of performance which is in keeping with the MSG average. In order to assess progress in these circumstances, we
have included a third element to the delivery assessment. This is referred to as ‘working towards’ (blue) and is applied when
the directional assessment shows an improvement but at this time performance continues to fall short of our longer term
aspiration. This will help us to avoid falling into the trap of our performance discussion ssimply being focussed on numbers..

Whilst our new performance framework has now been live for three months and feedback to date has been extremely
positive, we recognise that there is still more work to do in order to maximise the quality and validity of our current approach.
With this in mind, the Performance Analysis Team are undertaking a further review of the judgement criteria currently used in
relation to our directional and delivery assessments.

The data referenced in this document refers to our performance position as at May 2020 and a more detailed monitoring
report has been submitted to HMICFRS. The June update is currently subject to review through the Force performance
monitoring arrangements.
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Vulnerability

Progress made since last reporting period

The Vulnerability work stream has been the main priority for the Chief Constable in terms of improvement and change
intervention over the past 12 months. Since the last reporting period change activity has continued including the following:

e Launch of a domestic abuse performance dashboard enabling managers to proactively track and address/recognise
performance across teams

e Launch of PPN audit of risk assessments through Response (standard risk), and the Safeguarding Hub (medium/high
risk) covering approximately 10% of PPN’s per month. This has identified common errors such as missing details for
GP’s and delays with supervisory comments. Results will support discussions within the Safeguarding and
Vulnerability Delivery and Assurance Group.

e Movement of centralised PPN completion back to frontline officers as the timeliness and quality of audits improve
across the Force

¢ All domestic abuse crime recording is now completed by the vulnerability desk resulting in a 21% increase in recorded
crime in May and the highest reported compliance rate for NCRS of 98.3%

e The procurement of domestic abuse training from Safer Lives and the development of an associated training plan

¢ Clarified and commenced improvements to embed the Philomena Protocol

e Agreement of the terms of reference for an immediate review of the Force’s multi agency safeguarding arrangements
as a result of the recent Ofsted inspection of Middlesbrough Council. This has triggered a review of the police
contribution and how this aligns across safeguarding internally

e Agreement of a force wide definition of vulnerability

¢ Commencement of the College of Policing vulnerability self assessment across all force areas.

In addition the Force has taken a number of steps to mitigate against the potential negative impact of COVID-19 on
vulnerable victims. This includes:

e An externally targeted video produced by Corporate Communications highlighting ‘what child abuse is’ and how
Cleveland Police and partner agencies could assist during the ‘lockdown’ period which reached an audience of 54,000
via social media

e A Cyber Crime Team Facebook video in respect of keeping children safe online during lockdown which reached an
audience of 70,000 people

e Work with one of our Police Cadets on a message for ‘silent 55, featuring a series of short Tik Tok videos showing
domestic abuse victims who may need to contact the police under duress how to make a ‘silent solution’ call. The first
video released had 485,000 views and the second incorporating NPCC guidance on silent calls, generated circa
186,0000 views. This work also featured in various national periodicals and news channels.

Performance outcomes

From a performance perspective the vulnerability work stream in conjunction with a focus across the Force is now beginning
to demonstrate impact across a number of the following performance outcomes:

e Improve the initial response to all callers in order to ensure the correct identification of vulnerable victims

e Improve the initial risk-assessment to identify vulnerable victims correctly

e Improve the emergency response (P0) provided to vulnerable victims

e Improve the priority response (P1) to vulnerable victims

e Improve the assessment of risk associated with victims of domestic abuse and others living in the household
e Improve the identification of children in the household or associated with domestic abuse

e Increase the use of and timeliness of arrest for domestic abuse

In February 2020 new audit methodology was introduced to assess the quality of THRIVE assessments completed in the
Force Control Room (FCR). Although the overall compliance rate remains relatively stable (peaking at 79% in April), it is
considerably higher than previous assessments (35% in January 2020) and there is evidence of month on month
improvements in the ability to identify potential harm, risk and vulnerability.
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Specifically within the area of vulnerability, performance has improved from 60% in January to 80% in May further supporting
the increased focus to ensure that vulnerability is identified as early as possible within the FCR. Consequently the Force has
experienced an increase in the volume of incidents involving a vulnerable person when compared to the same period last
year.

The number of 999 calls received has been falling for some time and despite a slight increase in the last few months, current
levels remain below the historical average. Our ability to answer these calls within the local target time of 10 seconds has
improved over recent months, peaking at 93.1% in April. This figure does however continue to fluctuate and fell to 88.2% in
May. Our 999 abandonment rate remains comparatively low, falling to less than 1% in both April and May (76 calls).

The number of 101 calls received has started to increase but performance in this area still needs to improve. As part of the
FCR transformation the switchboard has been removed which has increased the volume of 101 calls, this is not replicated in
the volume of incidents, which remain relatively static. Despite previous improvements, in May the proportion of calls
answered within two minutes fell to just under 66% (in line with the historical average) and the abandonment rate rose to
11% (1,952 calls). All abandoned calls are subject to daily review by the Interim Head of FCR and a number of technological
issues have been identified and addressed to cleanse the data and remove erroneous records. A detailed piece of analysis
has also been commissioned to understand incoming and failed demand. Additionally some newly recruited staff require
urgent training to be able to answer 999/101 calls, this has been addressed by recruiting a dedicated training manager.

Incident response times to those incidents involving a higher level of risk and the most vulnerable also continue to
improve. In May 67% of immediate and 68% of priority graded incidents were attended within the local target time. Further
improvements are required, but more detailed analysis has shown that our response times are getting quicker with the
average response time for priority calls down to 133 minutes in May 2020 compared to 210 minutes in May 2019. It is
anticipated that the recent shift change and improved resourcing within our Response teams will lead to further
improvements in this area.

The domestic abuse crime arrest rate continues to improve and is now consistently above the national and ‘most
similar group’ average. In May this rose to 46%, a similar rate to that achieved for the past six months, some 16% points
higher than it was this time last year. In addition the domestic abuse victim withdrawal rate also continues to fall. For
example, in May this fell to 51%, a rate which is below the national and ‘most similar force’ average and almost half the rate
reported at the same time last year.

The PPN completion rate is now consistently around 99%, with 93% of submissions now including details of all associated
children — a rise from 49% in May 2019. This data is subject to regular local performance monitoring to ensure that children
are not missed. Last month we also introduced a new force wide audit and assurance framework which will provide us with
a regular insight into the quality of PPN submissions and the first set of audit results are currently being analysed to identify
any thematic trends or points of failure. This step has allowed us to transfer the completion of PPNs back to frontline officers.

Performance in relation to DVPNs has also improved with 71 applied for over the past 12 months resulting in 51 DVPOs
being issued. This compares to 30 in the preceding 12 months, an increase of 137%. Whilst decreases have been
reported during COVID-19, continued improvements are expected once court restrictions are lifted. Ongoing enforcement of
DVPOs continues to be an area of focus with a number of fines secured at court for DVPO breaches.

Planned delivery within the next reporting period

The Stage 0 elements of this work stream are planned to be completed by the end of September including:
e An evaluation of the impact of the Vulnerability Desk and agreement on future outcomes and timeframes for
development
e Embedding of the Philomena Protocol and delivery of required training

e An end to end detailed review of domestic abuse and development of recommendations to further improve domestic
abuse processes including a review of former work completed and engagement with the force wide demand
assessment process

e Completion of the multi agency safeguarding review and development of recommendations on new structures and
improvements in police processes

e Commencement and progression of the DA Matters training provision subject to confirmation of how training and
development will be progressed in light of social distancing

e Completion of the College of Policing Vulnerability self assessment and wider recommendations for change to identify
and improve the Force’s response to vulnerability.
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Understanding Demand

Progress made since last reporting period

Since the last reporting period the main focus of the work stream has been to engage and procure external expertise through
Process Evolution and to conduct a wider assessment to clarify the scope and review work required. It is clear that the
structures, processes and expertise to be able to manage demand on a day to day or longer term basis is a key area of
improvement. Specific activity includes:

o Clarification of the work in progress to establish a Force Duties Team and assessment of the current capability to
manage officer allocation and duties

o Development of terms of reference to review the Force’s approach to being able to manage end to end demand both
today and when planning for the future

e Immediate support for the implementation of the Response shift pattern change to better equip the Duties Team in
being able to identify available and planned resource gaps

e Procurement and commencement of work with Process Evolution to clarify Force information requirements.
Engagement with partners to assess the appetite for increasing data sharing arrangements to better predict future
demand.

Our work with Process Evolution will deliver an evidence based approach to the analysis and understanding of Force
demand through a consultancy led implementation of practice and software. The approach will combine data and
professional judgement along with expertise in process analysis, design and improvement ensuring the transfer of knowledge
and skills to the Force during the implementation. This will result in the development of a permanent demand analysis
function within Corporate Services.

The agreed scope for this work is as follows:
¢ To assess the demand and resource requirements of the response and investigative capabilities of Cleveland Police
e Develop a robust baseline of demand, associated workload and performance of current processes
¢ Work with the Force to develop recommendations for change in the light of the baseline findings
e Support the Force to evaluate its Neighbourhood Policing Model

e Provide progressive transfer of skills to enable the Force’s own analysts to deploy the evidence-based approach.

Process Evolution

Enabling evidence based decisions

To complement development activity the main change that has been implemented has been the change in the Response
shift pattern on 4th May 2020. This change was driven from a decision to increase the volume of officers available at peak
times (specifically for domestic abuse) and subsequently improve the wellbeing of response teams.

The ability to assess the impact of this change has been hindered by a number of factors which means that a clearer
assessment is expected from October onwards. These factors include:

e The impact of COVID-19 on demand with a reduction observed but the impact of restrictions being removed is still
unknown

¢ The number of vacancies within Response teams to fulfil the resource requirements for the new shift pattern which will
not be filled until October 2020

e The impact of the national Uplift Programme and the volumes of new officers being deployed and the need to address
a shortage in tutor constables

e The volume of abstractions as a result of ‘acting up’ that will be addressed by the current Sergeant and Inspector
promotion process
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e The progression of neighbourhood policing roles sourced from response teams which further impacts on abstractions
and also will take some time to start to have an impact on reducing demand into the FCR

e The ability to fully utilise vehicles as a result of driver training being restricted during COVID-19 and a number of
student officers therefore awaiting driving training courses

e The likely increases in overtime as a result of Operation Phoenix to focus on targeted work over the summer period.

In order to better understand and manage demand at the first point of contact work continues to improve performance within
the FCR with changes to structures, working practices and technology. Specific activity includes:

o Consultation on a new shift pattern which will maximise resource availability at peak times and incorporate a dedicated
training day. This is due to go live in January 2021

¢ Implementation of a new leadership structure

¢ A training needs analysis (TNA) to ensure that the right resources are in place with the right skills. A dedicated FCR
Trainer has been recruited and is currently reviewing the training input for new Force Contact Officers to ensure it is fit
for purpose and includes call taking questioning. The introduction of the training day from January 2021 will see
training delivered every 10 weeks with an initial focus on the high risk training areas identified from the TNA

¢ Delivery of THRIVE training to all shifts and introduction of new THRIVE templates

¢ Introduction of routine THRIVE audits by FCR supervisors to identify learning outcomes which has led to a sustained
upturn in our ability to identify potential, harm risk and vulnerability

¢ Routine monitoring and scrutiny of call abandonment rates and attendance failures, particularly in relation to
immediate and priority graded incidents

e Introduction of ‘criming on probability’ which has already shown significant improvements in terms of NCRS
compliance.

Performance outcomes

There are currently no quantifiable performance measures associated with this cause of concern. Instead, delivery of our
previously defined outcomes with be monitored against an evidence based assessment to be tested during fieldwork and
reality testing.

Overall response times continue to be an area of focus through daily intrusive performance meetings to assess every priority
call that has not received the right response. This activity together with analysis of the performance data does however
identify that all response times are improving and victims are now waiting less time overall for officers to attend, in particular
those that are vulnerable as improvements develop within the FCR. Benchmarking is in progress to compare Cleveland with
other forces in terms of the detailed time taken to respond to incidents. The wider performance meetings will further work
through the above issues and monitor the impact of restrictions being lifted as a result of COVID-19.

In addition the work conducted by Process Evolution is due to report at the end of November which will identify where there
are opportunities for process improvements and/or revisit the volumes of response offices required to meet demand.

Planned delivery within the next reporting period

The Stage 0 elements of this work stream are planned to be completed by the end of December including:

e Progression of workshops and evaluation of demand by Process Evolution

¢ Review and recommendations to improve the end to end day to day processes for planning and managing demand
¢ Clarification of data quality requirements for managing demand

¢ Identification of a pilot to improve data sharing with partners to better inform demand

e Response shift pattern fully resourced, driver training resumed and the impact of COVID-19 mitigated for the next
reporting period
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Problem Solving, Prevention and Engagement

Progress made since last reporting period

Since the last reporting period a range of activity has been progressed within the work stream to develop force wide
methodology and processes for the three key areas of change.

Key items of work stream activity include:

¢ Outcomes have been consulted on and agreed as part of developing an overarching Neighbourhood Policing Strategy
that will be utilised to align change and performance information

e Confirmation that SARA will be utilised as the Force methodology for problem solving

e Terms of reference and outcomes agreed for a review of Community Safety to develop towards a Communities and
Partnerships function

e The work stream has been planned in detail with local commanders to work alongside and ensure is working to
support day to day issues being identified.

To complement development activity the main change that is in the process of being implemented is the re-introduction of
Neighbourhood Policing. This work commenced in March, with 78 officers now deployed to work alongside the existing
PSCO establishment and a further 24 officers due to be in place by the end of September. As part of Stage 0, the change
was considered an immediate requirement with an initial focus on the recruitment and deployment of resources. This will be
followed incrementally by work to develop scope, responsibilities and processes with the teams once in place. As a result
the impact of the change is unlikely to be fully realised until all officers are in place and the detailed processes and scope of
work clarified and developed with the teams through Stage 0.

However, positive anecdotal feedback has been provided by neighbourhood teams as they develop which provides an early
indication that this intervention is heading in the right direction.

Stockton

There are presently 19 ongoing problem solving initiatives which include work around reducing vulnerability and demand
associated with local authority children’s homes, antisocial behaviour and other local community issues.

Improved partnership working has resulted in joint daily management meetings and the development of a joint community
base between the police and the local authority. This has enabled improved information and intelligence sharing and the ,
more efficient tasking of resources. Successes to date include an improved approach to closure orders, better tackling of
local priorities and proactive work to address drug dealing and antisocial behaviour. (ASB). Another local initiative has
concentrated on antisocial use of the roads resulting in the seizure of over 100 vehicles and a significant reduction in incident
reporting.

Middlesbrough

Neighbourhood officers have contributed to the disruption of organised crime group (OCG) activity against those who cause
harm in local communities, with targeted action against drug suppliers, acquisitive criminals and those who continually
perpetrate crime and ASB. A quicker reaction to community intelligence has been recognised from community feedback
received to date.

In addition there has been a focus on local priorities including the targeting of antisocial off road motorcycles, begging and fly
tipping.
Hartlepool

There is now a well embedded problem solving and partnership methodology within the area. One of the most significant
developments has been the transition of the Community Safety Team. This is a co-located multi-agency team comprising
police officers along with resources from the local authority. This team was traditionally reactionary, reviewing historical
crimes and incidents but has now developed into a dynamic and forward thinking unit addressing ‘todays’ risk and
vulnerability with contribution from all partners. A problem solving matrix has been introduced and there are now 30
problems being managed within the team leading to significant reductions in demand in key areas. The problem solving
matrix involves housing partners, Fire and Rescue Services and local authority representatives.

Recently the team have also set up a MARSOC (multi agency response to serious and organised crime) in response to Op
Sentinel (a regional approach to tackling serious and organised crime) to harness an effective partnership response to OCG
activity, with multi-agency plans in place to divert children from criminal activity.
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Redcar and Cleveland

Neighbourhood officers are focussing on engaging with communities, problem solving, safeguarding vulnerable people
and proactively targeting offenders. Closer links to the community, and establishing links with partners through daily
meetings is resulting in efficient responses to vulnerable people, actionable intelligence and identified community issues.
OCG members, drug dealers, acquisitive criminals, and those who commit ASB have been arrested or disrupted, whilst
there are also currently 40 individuals being safeguarded through multi-agency work. Feedback from partners, local
representatives, and the community has been positive, as local issues are recognised and responded to effectively.

WOy

Performance outcomes

From a performance perspective there are four key outcomes that the work stream is seeking to improve within the area of
prevention and engagement. These are to:
¢ Reduce the number of victims through the prevention of crime, anti-social behaviour and other incidents
¢ Reduce the number of repeat victims of domestic abuse
e The public feel engaged with what is happening with their police force
e The public feel able to voice their concerns, are able to influence the service they receive and understand what
happens as a result.

As the changes are still in progression and the longer term impact of COVID-19 is still being understood it is too early to
attribute sustainable performance change. However positive feedback on the changes made have been received from
community safety partners, local councillors and chief executives.

Furthermore the Chief Constable is hosting a stakeholder event in September 2020 to seek feedback on how the Force is
developing and provide an update on work in progress.

Planned delivery within the next reporting period

The Stage 0 elements of this work stream are planned to be completed by the end of September including:
e Publication of a Neighbourhood Policing strategy and Community Engagement strategy informed by best practice from
other forces, the previous neighbourhood policing survey results, partners, benchmarking and internal feedback

e Full deployment of neighbourhood officers including clarification of scope, responsibilities, tasking processes and
methodology. Training courses will have commenced following clarification of social distancing measures that are
required to engage the teams

e Deployment and training of Sergeants and Inspectors following the recently concluded promotion processes

e Agreement of Force wide approaches to repeat victimisation, prevention and problem solving together with
recommendations on how these will be communicated and implemented across the workforce

e Mapping of all external engagement, including partners, and clarification of responsibilities
e Clarification and development of performance and evidence requirements, including OPCC scrutiny regimes for
community engagement and local policing requirements.

As a result of the above it is expected that sustainable performance improvements will be in focus from October onwards
with the expectation of incremental improvement as the Local Policing command is fully established and training and
development mechanisms resume.
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Investigation

Progress made since last reporting period

Since the last reporting period significant activity has taken place within this work stream. Key items of work stream activity
include:

Crime Assessment and Allocation Framework

The launch of the Cleveland Police Crime Assessment and Allocation Framework (CAAF) on 27th April 2020. This was
designed following consultation with other forces to carefully assess which crimes are suitable for further secondary
investigation by an officer following an assessment of factors including; vulnerability, severity, complexity, proportionality and
solvability. The assessment tool developed also considers the most appropriate resource for the allocation of such crimes i.e.
PIP 1 or PIP 2.

The first formal assessment of the CAAF was completed and circulated in late June and demonstrates encouraging early
results. Compliance with the CAAF across the Force is already circa 90% with staff becoming familiar with the system and its
purpose. Some of the anticipated crime investigation efficiencies (demonstrated in the testing exercise pre-launch of the
CAAF) would have been manifest within crime categories such as shoplifting. The evaluation results following the COVID-19
lockdown period therefore will be somewhat impacted as all non-essential shops had been closed so such crime was not
reported during this time.

Across most crime types excluding shoplifting, drugs possession and public order, the CAAF recommended ‘screen out’ at a
higher rate than pre-CAAF figures which indicates that efficiencies are being made. The quality of CAAF submissions
following assessment also showed submissions to be of a good standard. The future recommendations of the initial
evaluation include:

e Capitalising on our contracted Victim Care and Advisory Service (VCAS) options by driving the use of the “live
transfer” facility

e Improving investigator understanding of the CAAF and the override process by promoting access to mandatory CAAF
learning material on the Raising Investigative Standards (RIS) SharePoint site

¢ Re-activating the Niche administrative tasking process and ensuring that relevant staff understand the workflows
e Ensuring that supervisors undertake monthly quality checks on the CAAF submissions made by their team

e Further assessment of the CAAF screening process for shoplifting, public order and drugs offences to better
understand the initial increases detailed in the report.

Further formal evaluations of the CAAF will be carried out independently at three and six monthly periods.

Raising Investigative Standards (RIS)
Crime Assessment and

Allocation Framework

(CAAF) POLICE

Raising Investigative Standards Programme

The Raising Investigative Standards (RIS) programme was launched on 24th April 2020 and has received positive feedback.
The programme has been designed to raise the standards of investigative performance across the Force. Due to the training
restrictions associated with COVID-19, the programme has been launched utilising innovative methods of learning such as
interactive newsletters which has allowed officers and staff to develop their performance without formal classroom learning.
Work is now underway to develop the next stage of the programme which will be focused on vulnerability and specifically
‘evidence led prosecutions’.
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A review has been initiated force wide identifying PIP1 and PIP2 assets and their current postings. This is the first stage of
an essential piece of work (i.e. the ‘as is’ picture) to understand and review the Force’s investigative capacity and capability.
The Process Evolution consultancy team (see Understanding Demand update) have now been procured and their initial
tasking which is now in progress, has been a holistic review of investigative demand. Once investigative demand has been
mapped and determined, the next stage will be to consider the Force’s investigative ‘to be’ operating model. This aspect of
the Process Evolution work will be completed by the end of November 2020 and a revised investigative operating model

should therefore be achievable for April 2021.
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Planned delivery within the next reporting period

The Stage 0 elements of this work stream are planned to be completed by the end of September including:

¢ Investigative capacity and capability - further work is required in respect of the development of a senior detective
cadre i.e. consultation and EDI work to be progressed in the next reporting period. Also development of the
investigative operating model post completion of the Process Evolution work currently ongoing

o |OM, offender management processes - this work has only just been initiated and is identifying the “as is” position. The
next stage is to assess this and begin the task of developing the ‘to be’ model

o A review of the force IT projects linked to investigations to be completed and any opportunities identified will be
progressed.

15 | Delivering outstanding policing for our communities - proud to serve, proud to belong, proud to lead






Ethics and Equality

Progress made since last reporting period

Since the last reporting period the focus of the work stream has been to identify and bring together work that cuts across a
number of development areas including the EDI programme Everyone Matters, the DCC led improvements to standards and
ethics and working with the newly appointed temporary Director of HR to identify opportunities to provide support to work in
progress.

Key items of work stream activity include:

Completion of the College of Policing Workforce Maturity Matrix which identified improvement opportunities in all
areas, in particular learning and development, reward and recognition, leadership, performance, engagement and
change management

Completion of the NPCC EDI self assessment which identified improvement opportunities, in particular on the capture
of information to better inform decision making, further development of positive action, development of policy and the
overall understanding of EDI requirements and value. This information has been used to inform the Everyone Matters
programme plan and prioritise areas of focus for the EDI team

2018-2025

NPCC

Diversity

Clarification of the tools that the Service Improvement Team can utilise for internal engagement including Idea Drop to
obtain perceptions on future changes, social distancing ‘listening days, a monthly newsletter, increased use of staff
networks and surveys. With the exception of the drop in sessions all other aspects are being utilised but it is clear that
officer and staff ‘buy in’ needs to improve

Development requirements have been identified across the staff networks and a draft policy issued for consultation to
provide clarity on purpose and requirements. As a result of these discussions the Staff Equality Forum has been re-
established to provide time for staff networks to develop both individually and collectively to engage and advise on
Force policy, decision making, issues raised by members and testing of fairness across protected groups. To further
support this the Chief Constable has clarified that any specific issues such as capacity should be raised directly to
ensure support is provided to network activity

Internal development work through the establishment of the internal Standards and Ethics Board. The group has been
designed to improve understanding of the Code of Ethics within the Force and the ability for officers and staff to
accurately identify, agree and explore ethical issues with the Independent Ethics Committee

Development work with the Independent Ethics Committee where improvements have been made in the quality and
volume of ethical issues submitted, documented advice provided to the Force that has been utilised to support
decision making and formulation of internal policy

A survey has been conducted on the understanding and use of Equality Impact Assessments that identified a number
of gaps in knowledge and use. As a result a simplified version of the process has been established and the EDI team
are actively monitoring usage, providing advice and guidance as to how these should be completed to inform policy
and decision making. As a result some decisions are being deferred/delayed to ensure this process is appropriately
completed and a wider review of how policies are formulated has commenced
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e Ethics now features as a regular feature within student officer training with dedicated time now allocated for discussing
and exploring ethical issues

e A range of supportive activity has been evidenced from the Everyone Matters team in terms of providing guidance
through COVID-19 on issues such as Ramadan and attendance at funerals across different cultural groups. Advice
has also been provided on decisions to progress recruitment, promotion processes and positive action resulting in the
identification of a number of lessons learned to inform future processes.

&

EQUALITY : DIVERSITY : INCLUSION

everyonematters

The impact of the work stream (and wider programme) is beginning to demonstrate improvement within pockets of work but
requires continual development and an intrusive focus to ensure that the consideration of ethics and equality can be demon-
strated through widespread practice across the Force. In terms of culture the work conducted through the Everyone Matters
programme has identified and now agreed that ‘Inclusion’ is the priority for any form of decision making and development
within the Force, as a result this will then lead onto sustainable change within equality and diversity.

Performance outcomes

From a performance perspective the key outcomes that this work stream will seek to address are focused on demonstrating
engagement, fairness, promotion of procedural justice and ethical behaviour. Improvement measures require further
development as many either need to be established and/or are not being used sufficiently to draw conclusions from.

As internal engagement mechanisms are promoted and usage increases it is expected that success will be measured by
the volume of engagement that can be evidenced and also how decision makers then feed back and explain how this has
been taken into consideration. This was evidenced recently by decisions made by the ACC when video messages were
published internally on the following:

e Improvements made as part of the recent Sergeant and Inspector promotion processes following feedback from the
previous process

e The rationale behind the decision to progress the movement of officers into neighbourhood policing whilst
recognising issues raised by response teams in relation to timing and officer wellbeing.

Planned delivery within the next reporting period

The Stage 0 elements of this work stream are planned to be completed by the end of September including:

e Production of a Force scheme of delegation that will clarify decision making responsibilities across senior roles

e Continued promotion and development of engagement mechanisms to improve ‘buy in’ and the volume of
engagement across all officers and staff

e Clarification and progression of how cultural awareness and unconscious bias sessions can resume within social
distancing constraints

e Agreement of a plan to commence work to ensure all learning and development packages/materials integrate the
Code of Ethics and EDI into all areas

e Promotion, development and supporting knowledge and practice in Equality Impact Assessments

¢ Identifying recommendations to improve a number of internal policies and process including recruitment and
promotion (incorporating the on boarding of new staff and induction), grievance, attendance and abstraction

¢ Identifying recommendations to develop a ‘People’ dashboard aimed at providing a proactive people assessment
which enables managers to understand the health and wellbeing of their teams

¢ Delivery of a staff survey to enable feedback and priorities to be confirmed on the ethical leadership of the Force.
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Leadership

Progress made since last reporting period

Since the last reporting period the focus of the work stream has been to complete the detailed planning of the work stream
and develop the scope of work with the newly appointed temporary Director of HR. As a result the approach for the work
stream consists of longer term and immediate support requirements for leadership development.

Key items of work stream activity include:

e Appointment of temporary external support to provide capacity and expertise in police leadership development. This
role will support the work stream by developing a force wide leadership training needs assessment as well as co-
ordinating an immediate requirement for training newly promoted Sergeants and Inspectors

e Engagement of independent leadership coach Professor Steve Black, one of the most highly regarded motivational
coaches in the world who has worked at the very highest level both in the sporting and business arenas helping teams
and organisations to achieve their potential

¢ Clarification of the command training requirements for the newly promoted Sergeant and Inspector induction to provide
confirmation of the skills required for a role within Cleveland

e Substantial increase in available budget for leadership development as this was recognised as a key constraint from
previous years.

Performance outcomes

The work stream is still within it’s infancy as a result of expertise and capacity being identified as key issues. Now resources
are in place and the scope of work confirmed, impact is expected as a result of improvements being made to newly
promoted Sergeant and Inspector induction training including the launch of the Chief Constable pledge.

The Leadership work stream has direct and indirect links to outcomes associated across all areas of service improvement
that will be tracked and monitored within the respective work stream. Specifically the focus of this work stream will be to
demonstrate that the ‘workforce behaves ethically’ and that there are increases in ‘workforce capability’.

Planned delivery within the next reporting period

The Stage 0 elements of this work stream are planned to be completed by the end of September including:

e Completion and approval of a force wide leadership training needs assessment
e Development and scheduling of Silver Command training

¢ Independent feedback and recommendations provided to improve team building, motivation and senior leadership
development

¢ Installation of the Force values across all force meeting rooms and decision makers briefed on how these can be
utilised to enable more inclusive and informed decisions

e Planning and delivery of the Quarterly Leadership Day focusing on Inclusion and leadership development

e Production of the Chief Constable pledge and the commencement of roll-out starting with newly promoted Sergeants
and Inspectors

e Production, co-ordination and delivery of training for newly promoted Sergeants and Inspectors
e Clarification with HR as to the approaches for talent management and development of mentoring

¢ Review of how the Force TRIM contract is being utilised to best effect.
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Crime Data Integrity

Following the introduction of a revised governance and accountability framework, the matter of Crime Data Integrity (CDI)
compliance has once again been highlighted as a performance threat and in January 2020 under the direction of ACC
Orchard, a Gold meeting structure was established with force wide membership to ensure that responsibility for improvement
is shared across all business areas. Meeting on a fortnightly basis, the Gold Group have reviewed the previous
improvement plan and a new programme of service improvement activity has been introduced.

Work undertaken to date includes:

e The introduction of new processes within the FCR (e.g. criming on probability) aimed at increasing compliance and
ensuring all crimes are recorded within 24 hours

¢ Daily performance accountability within the FCR in relation to the accurate and timely validation and disposal of crime.
¢ Introduction of a new THRIVE assessment matrix for use by FCR staff and an associated quality assurance audit.

¢ Implementation of compulsory CDI assessments within the FCR to test staff knowledge and understanding. The Force
is hoping to role this process out amongst the wider workforce over the next couple of months.

e A revised communications strategy with a clear and visible Chief Officer lead including a video message from ACC
Orchard entitled ‘Understanding the Victim’

e CDI surgeries carried out by the Force Crime Registrar and Dedicated Decision Maker to support decision making and
improve the knowledge of frontline officers

e The provision of additional training for operational staff which focuses on the identification and recording of stalking,
serious sexual offences and domestic incidents

o The development of additional guidance material including a refreshed CDI SharePoint site and a crime recording
guide designed to support all frontline staff and those responsible for crime recording as part of the wider ‘raising
investigative standards’ activity

¢ A CDI survey giving staff the opportunity to provide feedback on ‘what works’ in relation to the additional guidance
material and training events undertaken. To date over 200 responses have been received, analysis of which is
currently underway

e Clear leadership and more robust governance and accountability mechanisms as part of the wider performance
management framework

e The introduction of improved performance products which provide more transparency and allow us to monitor and
manage performance more effectively

o More robust reporting processes in relation to audit findings which will capture learning around themes, points of
failure, recommended improvements

e The force is currently seeking to workforce modernisation of the role of Force Crime and Incident Registrar (ongoing
process) and have reserved a place on the next accreditation training event which will be hosted by the College of
Policing in November 2020.

Our internal audit and scrutiny arrangements show that since the introduction of the Gold Group and associated performance
improvement plan, there are some early indications of an improvement in compliance. For example, in May 2020 92.1% of
cases audited were assessed as being NCRS compliant (92.3% for violent crime and 98.3% for domestic abuse, two areas
previously identified by HMICFRS as high risk). In addition 79.8% of crimes were recorded within the 24 hours of being
reported.

At this time the ACC led Gold Group remains operational. This enhanced level of scrutiny and accountability will remain in
place until the Chief Officer team are confident that the required improvements have been successfully delivered. Longer
term, the Force has put in place some additional governance arrangements. For example, crime data integrity and NCRS
compliance have now been incorporated into the Strategic Performance Framework with updates provided on a monthly
based to the Strategic Performance Improvement Board, chaired by the Chief Constable. In addition, those responsible for
tactical delivery will be held to account via the monthly Crime and Investigations Delivery and Assurance Group, chaired by
the ACC (Crime).
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