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MPS Peer Review of GMP Professional Standards Branch

Summary

1.1

540
12

1.3
5S40

1.4

1.5

S40 18

Officers were briefed by the recently appointed Chief Superintendent for GMP PSB,

At the conclusion of the peer review a hot debrief was conducted

The Metropolitan Police Service Directorate of Professional Standards (MPS DPS)
were invited to assist Greater M er Pollca Prof | Standards Branch (GMP

The MPS DPS Peer Review Team attended Greater Manchester Police, Professional
Standards Branch (GMP PSB) on the 9th -10th May 2016.

d to the senior leadership leam

The backgrourid regarding the drivers for change, the newly formulated design
principles and vision for reforms within PSB were explained with the significant reform
milestones already achieved.

The team were briefed with the key objective of considering if practitioners are making
a tangible difference to maintaining the highest professional standards within GMP.

g8 regarding the identifled priority areas and observa'tos ' the

"team found during the peer review,

Terms Of Reference

2.2

Terms' of reference for: the review were agreed between' the MPS Directorate -of
Professional Standards (DPS) and GMP PSB leads prior to the review to include;

. Assessments.
. Declision making.
. Investigative mind sét.

Specific areas of review were:
o Consistency of approach to assessments.

o Allocations and tasking with focus on supervisory oversight and scrutiny through
to completion of the investigation.

e Quality of the Appropriate Authority decision making.
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3 Methodology

34 The Peer Review Team deployed to GMP PSB over the Sth -{0th May 2016 and
commengced as follows!

o Document review prior to attending GMP PSB.

o Individuals from MPS DPS were selected with the appropriate vetting and sklils
to conduct a transparent and Intrusive review.

o Unfettered access to GMP PSB and all of it composite functions throughout the

review.
¢ Complete a document raview through random dip sampling of open and closed
. investigations.
» Briefing through PSB SLT regarding fransformational developments and
- milestones.

S40 s Conduct a live hot debrieff
written hot debrlef document.

o Full report in relation to the peer review to be sent through GMP PSB for
consideration and presentation of its findings, observations and
recommendations.

3.2 The Peer Review Team were made up from staff from the Serious Misconduct
' i d Reduction Team and Speclalist Investigation[g

S40

4 Introduction

41 In 2015 the Directorate of Professlonal Standards within the MPS received a request
from Greater Manchester Police to conduct a peer review of their Professional
Standards Branch (PSB).

4.2 It is important to note that the review was not an inspection. The methodology used was

gualitative in nature and made up of a number of interactive interviews between
reviewers and staff along with some thematic reviews of cases selected from case lists
at random that were finalised or currently under investigation. Observations were
captured and aggregated into themes, no specific review or a particular Investigation
was undertaken as a part of this process, The results are presented in the spirit of a
critical friend.
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4.3 Reviewers considered the processes in place within GMP PSB and those adopted
within the MPS DPS within a volume model, balanced against the relevant framework
required through statutory obligations and Home Office Guidance,

4.4 A hot debrlef was undertaken on the final afternoon providing timely feedback to the
organisation with the Initial findings of the peer review. This briefing paper provides a
summary of views and highlights areas of axception.

5 Context
5.1 The purpose of the peer review was not to replicate or duplicate any recent or ongoing
work of the;

e Statutory governance role of the IPCC,

« The Inspection function of HMIC through thelr Police effectivenass, efficiency or
legitimacy (PEEL inspections),

o  Accountability and scrutiny function of the OPCC.
5.2 Greater Manchester Police have identified the need for change and developed a
number of key strands to transform their Professional Standards Branch.
5.3 Included in the areas ldentifled as drivers for change were.
o Inconsistent and ineffective processes, procedures and controls

o Stakeholder held reputation that GMP PSB lacked integrity, fairness and
impartiality.

e Deterlorating stakeholder relationships.

54 This was a short two day review involving four peers with the agreed terms of reference

and identifying any apportunities, threats, strengths or weaknesses through the hot
..................... debr}efprﬂcess T S L

55 The report should be considered in context and should be accepted that In the time

spent with GMP there is a limit regarding what can be achieved through the review
process. it is an opportunity to reflect on where PSB are and what they wish to achieve
to support the identified drivers for change.

[:] Qverview

6.1 Transforming Professional Standards is a clear priority for GMP. This is driven through
the Chief Officer and was evident throughout the briefing from the Chief
Superintendent, SLT and staff.

6.2 =
S40 fcer, has been
consultant to assist GMP PSB drive their change program.
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6.3 GMP PSB are on a journey and have made a significant cornmitment to tackling the
challenge of transforming the delivery of professional standards for the communitles of
Greater Manchester.

6.4 Priority areas established during the Peer Review and discussed for the consideration
of GMP PSB were:
S31

Communication

Assessment and Decision Making
Implementation of a PSB Complaints IT system.
Assessmant process

Review of Local Resolution.

Performance,

Prevention & Organisational learning.

Office securlly.

* & @ O & & 0 @

7 Leadership and Governance

71 Transforming Professional Standards Is clearly a strategic priority for GMP from the
Chief Officer throughout the ranks the Peer Review Team (PRT) met during the period
of the review.

7.2 The change program has led to the [ntroduction of new staff within PSB both at SLT
level and operationally throughout the PSB department. A number of staff
demonstrated passion, energy and positivity needed to develop continuous business
improvement. These appointments should lead to stability in leadership during the
implementation of the change program.

7.3 The Professional Standards framework of the Code of Ethics, IPCC Statutory
Gulidance, Home Office Guidande, Police Conduct Regulations and varlous Acts make
...................... this area a complex arena to operate. PSB.staff.require. knowledge of the. legislation, .. ... - -
regulations and guldance to ensure compliance and the most appropriate way to
progress matters of complaint, conduct or criminal behaviour. The change program
seeks to ensure that this is a consistent and transparent process.

74 As part of the transformation of GMP PSB the PRT were informed régarding the
significant milestones that had been achieved:

o The introduction of a formal scheme of delegation to enable PSB to discharge
thieir Appropriate Authorily responsibilities,

o Adoption of enhanced Initial and final assessments for all conduct matters
where the Special Requirements apply,

Formulation of Terms of Reference for all casework,

tmplementation of the PSB Scheme of Governance,

Review and Implement revised responsibifities for the PSB investigator.

Formal process mapping of complaint resolution across PSB, death or serious
Injury and conduct matters.

e @ @ &
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7.5

76

77

7.8

7.9

S40

7.10

S31

The Peer Review Team were shown documented reform implementation timetables
and structured plans for GMP PSB. These were built upon with clear design princlples,
with a stakeholder's charter and engagenient built In with a willingness to respond to
constructive criticism.

The design documents Identified an agreed strategic direction and ‘what good looks
fike' with a framework for struclure, function, and process. This is a consclous roadmap
regarding the transformational journey In the reform of PSB.

There was synergy regarding some aspscis of the priority areas established within the
Peer Review and those already identifled by the GMP PSB scoping through the change
process. These areas were [T, communication, office security, performance
management and prevention,

During interviews with front line staff they did outline a varlety of practices locaily in
refation to Local Resolution (LR) which may require a clear cultural mandate from the
centre to operational heads. The Review Team were conceined about the local
interpretation and implementation of policy and process and advised that one of the
priority areas Identifled was an urgent review of LR, Through the focus groups with PSB
practitioners, good practice was identified from an area to consider as a way forward
after suitable evatuation.

The local practice could impact on staff perceptions of organisational justice. Research
would suggest that were pracedural falfness is perceived ta be present there Is more
fikely to be greater levels of discretionary efforl. Where organisational falmess. is
percelved not to be present there Is a likelihood of tick box cultures of so callsd 'dull
compliance’ {research conducted byg| urham Police and the NPIA).

This change program is an opportunity to build consistency of approach throughout
GMP with oversight of the Professional Standards Branch,
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Communication

9.1

8.2

9.3

9.4

9.5

88

10

There was clear evidence of staff wishing te become involved In the transformational
process within GMP PSB. Staff were proud to work for GMP and PSB, volunteering for
the opportunity to become involved in practitioner based groups to assist in finding
solutions as part of the change process. It was felt by the Review Team that this would
be a significant bonus to the change team and organisation.

PSB staff focus group feedback gave differing personal opinions regarding the
consistency of messaging regarding the transformational journey that PSB are engaged
In. Staff wanted to be more involved in the process than they had been and expressed
the request for more staff involvement as the change program progresses.

This priority area was covered during the hot debrlef |
explained that a PSB vision statement with specific expectations is in developmen
through the Change Team along with a formal Communication Strategy.

This will only build on the HMIC PEEL Legitimacy report 2015 regarding embedding the
Code of Ethics within GMP. This area links into the leadership and constant business
improvement by GMP further complinented within the HMIC Efficiency Inspection 2016
report stating that GMP is a ‘good force requiring no recommendations’. The PRT
accept that this transformational journey Is ‘work In progress’, with a dedicated change
team now formed to develop a clear strategy internally and externally.

During the focus groups a recurring theme regarding a clear prevention strategy was
ralsed. it was clear that this had been identified by staff who were willing to become
actively involved in frontlire delivery and the change team. Research would suggest
where staff are exposed to the rationale for change they are more inclined to accept
change and bulld a desired culture, Given the shift in culture achieved this will further
bulld towards the design principles and counteract the drivers for change.

strategy with formal recognition of contributions by staff.

Assessment, decision making and investigative mind set.

101

531

Complaint handiing, investigation and performance management could be improved by
the implementation of a bespoke complaints Information Technology system.
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105 GMP may wish to consider how its approach to measuring performance aligns with
training priorities around leadership, culture, prevention and reduction.

108 A review of open, closed and Locally Resolved case files highlighted issues with a
paper based system. This was also remarked upon within staff focus groups as a
potential problem area In the future.

Assessment and decision making.

- 107 The PRT identified what was thought to be inefficlerit processes in making recording
and severity assessment declisions.

10.8 it is suggested that the change team review the process In order to future proof PSB for
the anticipated changes and to ensure transparency in recording and decision making.

10.9 : ge team wisl he | ' of workload on the assessment

S31

1010 The process of assessment and recording of matters may benefit from specific training
and benchmarking reviews to those delegated as Appropriate Authority. If implemented,
this procass will inevitably lead to an increase in matters recorded and allocated which
will tequire careful monitoring of workloads and the staffing requirements within PSB.

1011 The PRT would welcome the Customer Service Desk (CSD) from GMP to visit the

volume complaint enviranment and would suggest visits to other high volume PSB's to
obtain a diversity of approach suitable for GMP,

10.12  During the document review there were positive indications regarding the scheme of
delegation with clear entries detalling the decisions made as delegated Appropriate
Authority,

10.13  However recent changes to PSB working practices led the Peer Review Team to
“opinion that staff are completing disproportionately complex severity assessments T
: 8 In the drive to ensure

thoroughness and professionalism there were { significant severity
assessment reports that were eventually resolve . This
does not appear to be proportionats ta the outcome,
10.14
S31

MPS Peer Review of GMP Professional Standards Branch - Resbicted Page 9 of 13




S31

10.17

S31

GMP PSB may wish to conmder a simplified pracess which involves the C8D assessing
the complaint, severity assess and aflocate In accordance with the assessmeni

Local Resolution

10.18  The PRT would suggest that an urgent review. of Local Resolution (LR) Is completed.

S31

10.20  This review should clarify:
e \What Local Resolution is used for,

s+ How it s recorded,

e How it s supervised,

¢ Timeliness of resolution,

» The Local Resolution outcomes are tracked versus the appeal rate.

---------- -+ 1021 - - -Good practice was-identifled from PSB staff regarding the quality of investigations from - -
GMP Divisions.

10.22  GMP may wish to consider a review of this good practice as part of this process and If
appropriate, disseminated as training and organisational learning.

10.23  This would allow consistency of approach by GMP with local performance monitoring of
appeals, organisational learning and UPP as outcomes from the LR process.

Performance

1024  The IT requirements for performance management have been identified by GMP
regarding the benefits of demoristrating transparency.

10.25  Data was requested in refation to gross misconduct and misconduct. Unfortunately
complete data for gross misconduct, other than detailed below, was unavallable at the
Aime of the review.

MPS Peer Review of GMP Professional Standards Branch - Restricted Page 19 of 13




10.26  Figures made available for misconduct between 01/04/15 and 31/03/16 were:

e Six (6) hearings

¢ Six (6) mestings

e Three (3) officers resigning wilh immediate effect prior to gross misconduct
hearings.

10.27  The need for performance data Is a window Into the area of complaints and could assist
In building confidence with stakeholders. it was felt that the figures provided were low
for a metropolitan force, given the complexity of policing an area such as GMP, It Is
noted that these figures maybe an indication of the lack of performance management
information available, as this data does not feature Special Case Hearings

10.28 Within the drivers for change and reversing the Inconsistent and Ineffective processes
therefore eroding stakeholder confidence, the facet of staff development was probed
through the focus group forums.

10.28  There was positive feedback regarding the GMP inftlal PSB staff training In the
misconduct processes and the investment of external providers to faciiitate fearning.

10.30  Defective [nspectors from the invesligation teams were asked regarding SIO
accreditation which they have not have the exposure to at this stage of their careers.

10.31  Given thelr role in some of the most complex and contested areas of policing this may
be a consideration as an investment for professionalism and GMP for the future. PSB
staff should ba at the "top of their game’ given the intricacies of these investigations.

10.32  Additional training In discrimination was discussed and the role of the CSD assessment
team In allegations of this nature.

10.33  GMP may wish to replicate the investment the MPS have made In obtaining training by
spacialist Counsel in the issues of discrimination for CSD staff in the complexities of
discrimination.

towards enhancing the reputation and abifity of the staff within PSB while enabling staff
to galn the required skills to allow for natural organisationat rotation throughout GMP.

S31

Concerns were raised regarding workloads and supervision to staff ratio.

_ _ _ o Performnce management will allow
monitoring of the vels and the appropriale management, staffing and risk mitigation
processes to be implemented, ‘
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10.37  Staff ratlos were discussed with DI's stating they had significant staff on Division and
now have one team within PSB. GMP may wish to consider a staff rationalisation
program with careful monitoring of work demands for appropriate team strengths and
excess staff redeployed into critical roles elsewhere within PSB, Investment in a
pravention team or elsewhers in GMP.

Prevention & {)rgamsatlonal Learning

10.38  This area was a consistent theme throughout the review with almost all staff stating this
should be a clear tranche within GMP PSB.

S40 1039
S31

10.40  Within the focus groups there was clear passion from a number of staff of willing to be
involved in the transformation process to find the most appropriate resolution to issues
they encounter. GMP may wish to consider a number of staff solution groups to
‘problem solve' from a practitioner perspective.

1041 A separate MPS DPS Prevention Strategy document has been forwarded [
-  for consideration. This document Includes subject areas:

S40

o Prevention of complaints occurring.

s Support when a complaltit or conduct matter arises.
¢ Managing complaints.

o Getting complaint outcomes right first time.

o Review of processes and organisational learning.
10.42 The benefits of a prevention team Is they can focus on complaints, assist with

while facrlrtating positive engagement With internal and external stakeholders

11 Office Security

111 The Peer Review Team found that the PSB office at GMP HQ has the potential to be
an extremely efficient office. I Is a single location housing the PSB staff which should
allow for moderation and consistency in decision making.

1.2 The security of this office is paramount due to the sensitive nature of their
ducing th ntial of i d risk to the organisation.}i

S31
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12

Conclusion

12.1

12.2

12.3

12.4

12.5

12.6

12.7

Greater Manchester Police have committed to a clear change program for Professional
Standards.

The Peer Review Team found that the leadership team and staff were openly
passionate and committed to Improving the processes and service delivery in
professional standards.

In the context that many of the areas Identified within the peer review were already
subject of the PSB focus regarding areas to review, the organisation s on a journey of
continuous business improvement,

As part of this approach they had achieved a number of key fundamental milestones In
developing the systems and processes. This demonstrates compliance with the
required guldelines but also transparency in thelr consclous decision to openly improve
thelr delivery to the public.

The design and implementation of the transformational change is well structured with a
strategic vision and timetable of key operational objectives, The Peer Review Team
were of the opinion that these Initial principles wilt be incrementally Improved as part of
thelr journey.

There are inclusive plans for conscious engagement with stakeholders which we were
unable to analyse during the timetable of the peer review.

As mentioned earlier In this report, the findings of the review should be viewed in the
context of the time spent with GMP PSB and the findings are presented as a critical
friend for consideration by GMP and the change team.
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Drivers for Change

(1) Inconsistent and ineffective processes, operating procedures and controls
which have led to inconsistency and variability of outcome of investigation,
excessive time taken to achieve resolution, an inability to demonstrate or
evidence falrness and proportionality, and eroslon of stakeholder confldence.

(2) A stakeholder held reputation that PSB lacks integrity, fairness and
impartiality which resulis in allegations of PSB Is outcome and sanction
focused, rather than focusing on education and prevention and which
reduces stakeholder collaboration in achleving early or more appropriate

resolution and leads to ongoing challenges and appeals against Investigations
and conduct outcomes.

(3) Poor - and deteriorating - stakeholder relationships evidenced by negative
media coverage, social media comment and reducing public confidence and

unnecessary and unhelpful challenges in working effectively with the IPCC
and others.




Desugn Principles guiding all aspects of transformational change -

ganlsatlonal effectweness _ o"assure consistent and appropnat._: '

As evidenced by:

eRobust processes and procedures to resolve comptalnts, conduct and DSI matters, Including critfcal control polnts
and documentatton

eClear accountability, responsibility and authority for decision-making within a comprehensive Scheme of
Delegation and Governance

=Robust performance scrutiny and internal challenge that ensures high quality investigations and casework

An ability to operate in a timely and consistent fashion across all aspects of assessments and casework

As evidenced by:

oStrict adherence to the regulatory and legisiative framework

eDemonstrable, auditable transparency in decision making and procedures

o Appropriate internal and external mechanisms to provide challenge and accountability
sClear and conslstent reporting structures

_.."ruetw_ and positive stakeholder engagement -_'_:'foimalntaln and enhance re!ataonshlps

As evldenced by:

oA clear and current understanding of Internal and external stakeholder perspectives

eAn agreed and documented “Stakeholder Charter” describing what outcomes and behaviours Stakehelders can
expect from PS8

sRegular engagement with stakeholders, especially those who have least confidence In the police complaints and
misconduct system

= A willingness to respond to constructive commentary and to influence improvements in policing standards




Vision for a Reformed Professional Standards Branch - -

Values

Goals & Objectives

Purpose

A culture of integrity, falrness
and Impartiality , consistent
with the Police Code of
Ethics

Full disctosure, subject to
“harm test”

Documented and agreed Branch Goals and Cbjectives that
address the full range of PSB Purpose and Services

Goals and Objectives that address change and improverment as

wel} as operational performance

“To Develop, Infarm, Educate
and Enforce the malntenance
and enhancement of
Professional Standards within
GMP”

Stakeholders

Services

Competences

Controls

Proactive , professional
refationships with all
Stakehclders hased upon a
commonly agreed Charter of
expectations and
undertakings

Monitor PS developments
inform and educate Officers
and Staff in PS matters
Prevent PS breaches
Manage and Resolve
Complalnts

Investigative skills and
experience

Intefligence gathering
Proactive prevention activity
Inform, educate and
communicate

Complaint resolution

Agreed schemes of
Delegation and Governance
Threat and harm based
management and reporting
of investigatlons

Effective and timely

Investigate conduct matters

Qrganisation

Processes

-Data & Information

Assets & Equlpment

Dissotution of Branch /
Divislon teams & squads
flexible , responsive ta
fluctuation in demand
Independent of Legal Services

Robust, repeatable and
transparent processes and
procedures, capable of
withstanding external /
internaf scrutiny

Integrated informa
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PSB commitments to drive and embed change -

Values

Goals & Objectives

Purpose

Agree, document and
malntafn sustalning Values as
a component of future PSB
Operating Model

Agree, document and maintain SMART Branch Performance

Goals and Objectlves

Develop and agree PSB
Purpose with Approprlate
Authority [AA] and PSB SLT

Stakeholders

Services

Competences

Controls

Define & agree PS8
Stakeholder Charter to reflect
agreed Purpose

Agree adoption ,and
ongalng monitoring of
Charter with Stakeholders

Agree, document and
maintain PSB Services to
reflect agreed Purpose
Expand Services provided to
inereasa Education,
Awareness and Prevention

capability shortcomlings

Agree, document and
maintain Competences
required to deliver PSB
Services,

Design and provide training
and education to address s

Implement and operate
Schemes of Delegation and
Governance,

Design and implement
governance , operatfonal
control and assurance
procedures.

Organisation

Processes

Data & information

Assets & Equipment

Provide alternative
arrangements for leadership
of Legal Services and
Community Engagement &
Relations

implement and operate, fit
for purpose processes to
deliver all PSB Services
Design , document and
malntaln PSB operating
processes and procedures

Define statutory,
management and reporting
Informatlon requirements
implement reporting
procedures

Evaluate, select and
Implement PS8 Case
Managemant and Reporting
tools / systems




 Significant reforms to date

(1) Introduction of a Scheme of Delegation for Professional Standard to enable
a proportionate and expeditious discharge of appropriate authority
responsibilities

(2) Adoption of enhanced initial and final assessments for all conduct matters,
including complaints where Special Requirements apply and the formulation
of terms of reference for all casework

(3) Development, approval and implementation of PSB Scheme of Governance

(4) Redesign and implementation of revised role and responsibility of the PSB
investigator




" Definition of PSB Purpose, Values and Objectives

The primary purpose of GMP's PSB Is fo:

wdevelop, mainlain and premote the highest
pessible prefessional standards of conduct
rucughout GMP

sreduce and eliminale instances of risks to lhe
integrity of the GMP

sidenldy and promote leaming to achieve tha
highest possible standards of s2nice

Vofues

GWP's PSBis commllted to tha valves sot out
in the College of Polidng's Code of Ethics which
provides tha framework for &l the delvery of our
senfcas

We place parikular Importancs on the vakes
of:

+instifing and promoting a culure of integnly,
faimess, tansparency and impartiatity

sengaging meaningfully and constructively with
afl our stakeholders

Public complaim recaipl. recotding, ation
and resolution compliant with refevant leglstation
and IPCC's stalulory guidanca
A ding and knvestigation of

lois of m duct lo establish (he most
2ppreptate and proportionale respoase and
oufcome

Diath & Seriaus Injury recording, investigation
and 1 of all inck to &N
eppropriate and proportionate response,
including lessons leamt

Reducing end mitigaing the risk of corrupion
and Improper paclice In af s forms

Training, developmen and ofganisational
leaming provislon to improve understanding of
the Code of Ethice and required standards of
professlonal behaviour

Embed the Scheme of Delegation

Risk of falling levels of public
and trust In tha integrity of

(Januasy 2016) o ensure
and responsibility al every level of
decision making vethin PSB,

Infroduce and Implement schemes of
intemal and extemal govermance

Work with senlor colleapued acioss
GMP 1o redefina responsibility for
policing slandards and conduct

Increase ihe transparency of Integrily
and socouniability across all PSR
eperational policing and organisational
fovernance

Revise tha investigative fundlion and
suparvisory stnrcures to empower
igators and ensure i Y.
qualdy, tmeliness and propastiohakly In
investigations and culcones

Agree and document a Slakaehokder
Charter dascribing what oulccmes and
behavicurs stakeholdera can exped
from PS8

improve complaint management
procedures 1o reduce the number of
appeals thiough Increased
ransparency and more effective

ion and ¢orrespendence
with compleinants

the GMP and the vider police service
by Ineffective investigations inta public
complainis end mellers of misconduct
and lack of commitment te public
secountabildy.

Risk of Increased lavels of
dissatisfaciion with the sarvice
provided by GMP. °

Ritk of a ioss of confidence of GIP
stalf Iz ihelt PSE and thateby

ok ke willingness to chat o
repent Enproper conduct.

Risk of teduction In confidence of the
IPCC In GMP's willingness to mest
exacting commitments to public
complaints and polica miscohduct.

Rick of public censizre lrom failing 1o
meet the exacting reqgirements
dant¥fied kn eslablished iIn HMIC
PEEL assessments and HMIC
Thematic Repors on Polica Integrily
and Corruplion

Risk o the integiily and repulaton of
tha GHP by feifing to prevent the
unauthorised disclosute of police
information and Intelt I

by eipanized crime groups; ham to
GM* assets; and inappropriate
associations and refationships with
Individuals outside of the police
Eefvica.




Work in p_mg'ress

= Expansion of current PSB service provision to take responsibility for
organisational review and learning and to become far more
proactive in the enhancement of Professional Standards throughout
GMP

= Resolution of the role and organisation of the Counter Corruption
Unit to improve levels of transparency, consistency and resilience

= misconduct investigations undertaken by PSBI

831

= The procurement of an appropriate and effective Casework and
Information System capable of providing integrated support across
all PSB activities
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PSB Reform Implementation

b

7

When Operating
processes & controls
ara implementad
204 July 2016

When Stakeholder

Charter ls adopted by | |

Stakeholders
311 May 2016

h

I

V.

When Operating
processes & controls
ara operational
5% Nov. 2016

When Information
System Is Implemented

31 july 2017

‘When Managamant &
Control processes are
Implemented
2= July 2016

}

When Management &
Control processes are
operational
5t Nov, 2016
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Maonday :9am 10am

11:30am 1230-11Spm LiSpm  2:Spm-230pm 3pm  dpm Spm

Tuésday :
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Appendices

Ad GMP Peer Review Hot Debrief 10th May 2016

The MPS Peer Review Teani attended GMP PSB on the 9th -10th May 2016 to assist
with an external perspective regarding the transformation of Professional Standards in
GMP, ‘
Priority areas established during the Peer Review

° PEB Complaints IT system.

° Office security.
° Review of Local Resolution.
. Assessment process.
S31 g
. Communication.
. Performance,
o Prevention & Organisational learning.
PSB Complaints IT system.
The Peer Revlew Team (PRT) found that GMP Professional Standards Branch (PSB)
k has been ongoing ‘
S31
A review of open, closed and Locally Resolved case flles highlighted Issues with a
paper based system, This was also remarked upon within staff focus groups as a
.................... potential problem area. o
Office security.
The PRT found that the PSB office at GMP HQ has the potential to be an exiremely
efficient office with a single location, moderation and consistency in decision making
involving severity assessments and SLT. The security of this office is paramount due {a
the sensitive nature of their Investigations, reducing the potential of compromise and
risk to the organisation
531
Review of Local Resoclution.
The PRT would suggest that an urgent review of Local Resolution (LR) is completed.
This should clarify what it Is, what it should be used for, how it is recorded, supervised
and outcomes tracked versus the appeal rate,
arding the quality of investigations from Wigan Division
5S40 ® GMP may wish to consider a review as part of this
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process and if appropriate, disseminated as fraining. This would allow consistency of
approach by GMP with local performance monitoring of appeals, organisational leaming
and UPP as outcomes from the LR process.

Assessment process

The PRT identified Insfficlent processes In making recording and severity assessment
declsions, : :

It Is suggested that the change team review the process in order to future praof PSB for
the anticlpated changes to ensure fransparency in recording and decision making

S31

The process of assessment and reeording of matters may benefit from speclﬂe training
and benchmarking reviews to those delegated as Appropriate Authority. If Implemented,
this process will inevitably lead to an increase in matters recorded and allocated which,
will require careful monitoring of workloads and staff requirements

The PRT would welcome the CSD from GMP {o visit the equivalent CST in the MPS to
review the processes within a volume complaint environment and would suggest visits
to other high volume PSB's to obtaiirt a diversity of approach suitable for GMP.

There were some positive Indications regarding the scheme of delegation with clear
entries detailing the decision made on behalf of the Appropriate Authority,

However rec
assessments

hanges to P8B working practices have |

led to disproportio ate severity
e T

as. it allowed for a detailed overview

S31

GMP PSB may wish to consider a slmp!sfied process which involves the CSD ass sing
the complaini, saverity assess and allocate in accordance with the assessment. '

S31

i
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S31

Communication

. . a PSB vision statement with specific expectations is

in deveicpment thfough the Change Team along with a communication strategy. This
will build on the HMIC report regarding embedding the Code of Ethics within GMP. PSB
staff Focus Group feedback gave differing opinions regarding the consistency of
messaging regarding the trapsition of PSB. The PRT accept that this is ‘works in
progress with a dedicated Change Team now formed to develop a clear strategy
internally and externally.

S840

Performance

The IT requirements for performance management have been identifled by GMP
regarding the benefits of demonstrating transparency.

There was positive feedback regarding initial PSB staff training and the investment of
external providers to faclitate learning. Detective [nspeclors from the Investigation
teams were asked regarding SIO accreditation which they have not have the exposure
to af this stage of thelr careers. Given thelr role in some of the most complex and
contested areas of policing this may be a consideration as an investment for
profassionalism and GMP for the future.

Additlonal training in discrimination was discussed in light of the Lewis report and GMP
may wish to replicate the Investment the MPS have made In training by specialist
Counsel in the issues of discrimination for CSD staff,

S31

Concerns were raised regarding workloads and supervision to staff ratio. )
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L iPerformance management will allow
monitormg of these lavels and the appropriate management, staffing and risk mitigation
processes fo be implemented.

Staff ratios were discussed with Di's stating they had significant staff on Division and
now have one team within PSB. GMP may wish to conslder a staff rationalisation
program with careful monitoring of work demands for appropriate team strengths and
excess staff redeployed into critical roles elsewhere within PSB, investment in a
prevention team or eisewhere in GMP

Pravention & Organisational L.earning

This area was a consistent theme throughout the review with almast all staff stating this
should be a clear tranche within GMP PSB.

S40 80 . a GMP Prevention Strategy Is in development
through the Change Team. [N e :

Within the facus groups there was clear passion from a number of staff of willing to be
Involved in the transformation process to find tha most appropriate resolution to Issues
they encounter. GMP may wish to considér a number of staff solution groups to
‘problem solve' from a practitioner perspective.

340 A separate MPS DPS prevention strategy document will be forwarded
e for conslideration
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Appendices

Ab Briefing note

The MPS Peer Review Team attended Greater Manchester Police (GMP) Professional
Standards Branch based at GMP HQ on the Sth -10th May 2016 to assist with an
external perspective regarding the transformation of Professional Standards Branch
(PSB) in GMP.

S40 This transitional progress was with the assistance | In the capacity of

the subject matter expert in the field of professional standards. A reference document
was provided to the review ‘Transforming Professional Standards in Greater
Manchester Police’ 1 & - - E jdated December 2015

. with a revised review protocol agreed The
revtsed qualitative functions to be réviewed and part of the review were agreed as the

following:

s Assessment and decision making.
. Investigation mind set.

® Prevention and education.

The team conducted staff focus groups with varlous key staff within the Customer
Service Desk, along with other key staff throughout the PSB Detective Inspectors and
Sergeants

Part of the review allowed for a number of random files to be selected to establish the
transition In PSB. This file review related to cases closed through Local Resolution and
closed cases

Methodology.
The PRT found that the PSB office at GMP HQ has the potential to be an extremely

" efficient office’ with a ‘single location, moderation and consistency in deécision making =~
Involving severity assessments and SLT. The security of this office is paramount due to
the sensitive nature of their Investigations, reducing the potentiai of compromise and

risk to the crganisation

The methodology for the review took place over the 9th -10th May 2016 as follows:

. Docurhent review prior to the visit.
. Assessment of the Review and the required skills of the Peer Review Team
(PRT).

° Assemble the PRT.
° Visit to GMP PSB,

S40 ¢ Complete a ‘hot debrief to the Head of PSB
‘ the final afternoon.
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Introduction

_ In December 2015 Greater Manchester Police requested assistance with peer review
S40 through  Professionalism Command within the Metropolitan Police area.
The peer review was to be a non-threatening, neutral and supportive approach to the
transformation approach to PSB in GMP. This is an important element that the review
was not an inspection, the methodology was qualitative in nature and made up from a
number of Interactive interviews belween raviewers and staff, observations and

opinions were captured and aggregatid Into the therries delivered in the hot debrlef

To ensure consistency paper file reviews were carried out across similar framework
with all thematic areas reported through a hot debrief to the head of GMP PSB

S40

A hot debrlef was delivered by the PRT with Chief Superintendent
afternoon with the key identifled themes for consideration, This briefing paper provides
a summary of views and highlights areas of exception.

Context

Greater Manchester F’olice Professional Standards Branch PSB have enlisted the

S40 assistance ta assist the transformation of the PSB department, GMP
have apparently had a number of inspections and external reports, This review that
may have contributed to the transformation process /HMIC reports

Overview

PSB Complaints IT system.
« Office security.
+ Review of Local Resolution.
» Assessment process,

S31

- Communication.

« Performance,

» Prevention & Organisational learning.
HMIC report page 7 of GMP doc
Leadership and Governance

Dasign Principles
Process mapping
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Scheme of Delegation sets out clearly the roles of those performing as the Appropriate
Authority.
HMIC — Legltimacy report.

S31

Involvement

Communication
Investigation
Appendices

S40

Review schgdule
Hot Debrief
Priority areas established during the Peer Review

+ PSB Complaints IT system,
+ Office security.

« Review of Local Resolution.
+ Agssessment process.

S31

« Communication.
< Performance.
s Prevention & Organisational learning.

PSB Compyplaints IT system

A review of open, closed and Locally Resolved case files highilghted issues with a
paper based system. This was also remarked upon within staff focus groups as a
potentiai problem area

Office security

The PRT found that the PSB office at GMP HQ has the potential to be an extremely
efficient office with a single location, moderation and consistency in decision making
involving severity assessments and SL.T. The security of this office is paramount due to
the sensitive nature of their Investigations, reducing the potential of compromise and
risk to the organisation.
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S31

Review of Local Resolution.

The PRT would suggest that an urgent review of Local Resolution (LR) Is completed.
This should clarify what it is, what it should be used for, how it Is recorded, supervised
and outcomes tracked versus the appeal rate.

Good practice was Identified regarding the quality of investigations from Wigan Divislon
GMP may wish to conslder a review as part of this

process and if approriate, isseminated as fraining. This would allow consistency of
approach by GMP with local performance monitoring of appeals, organisational learning
and UPP as outcomes from the LR process.

S40

Assessment process
The PRT identified inefficlent processes in making recording and severity assessment
decisions.

It is suggested that the change team review the process in order to future proof PSB for
the anticipated changés to ensuré transparency In recording and decision making.

PSE! changsteam mayw:shta conslder the influence. of workioadon the assessment

S31

The process of assessment and recording of matters may benefit from specific ttaining
and benchmarking reviews to those delegated as Appropriate Authority. If implemented,
this process will inevitably lead to an Increase In matlers recorded and aliocated which,
will require careful monitoring of workloads and staff requirements.

The PRT would welcome the CSD from GMP to visit the equ%vatent CST in the MPSfo

to other high voiums PSB 5t0 obtain a diversﬂy ol’ approach smtabie for GMP

There were some positive indications regarding the scheme of delegation with clear
entries detailing the decision made on behalf of the Appropriate Authority

assessmen{s - e Sonoa T i
oversight was welcomed by sone, as’ it allowed for a detalled overview

S31
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GMP PSB may wish to consider a simplified process which involves the CSD assessing

S31 e complaint, severlty assess and allocate in accor o with the assessment,
S31
S40 PSB vision statement with specifi

strategy Enternally and externaity

Performance

The IT requirements for performance management have been identified by GMP
regarding the benefits of demonstrating transparency.

There was positive feedback regarding initial PSB staff training and the investment of
external providers to facllitate learning. Detective Inspectors from the investigation
teams were asked regarding SIO accreditation which they have not have the exposure
to at this stage of their careers. Given their role in some of the most complex and
contested areas of policing this may be a consideration as an investment for
professionalisin and GMP for the future.

Additional training in discrummation was discussed in fight of the Lewis report and GMP
may wish to replicate tha Investment the MPS have made in training by specialist
Counsel! In the Issues of dlscrlmlnation for C8D staff
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S31

processes to be implementad,

Staff ratios were discussed with DI's stating they had significant staff on Division and
now have one team within PSB. GMP may wish to consider a staff rationalisation
program with careful monitoring of work démands for appropriate team strengths and
excess staff redeployed into critical roles elsewhere within PSB, Investment In a
prevention team or elsewhere in GMP

Prevention & Organlisational Learning

This area was a consistent theme throughout the review with almost all staff stating this
should be a clear trariche within GMP PSB

5S40

Within the focus groups there was clear passion from a number of staff of willing to be
involved in the transformation process to find the most appropriate resolttion to Issues
they encounter, GMP may wish fo consider 2 number of staff solution groups to
‘problem solve' from a practitioner perspective

A separate MPS DPS prevention strategy dccument wni be forwarded
| [forconsideration - - - - - - Cee e

.840.
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