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PEEL Police effectiveness, efficiency and legitimacy 2018/19. An inspection of
West Mercia Police

| am writing to you in response to the HMICFRS PEEL inspection report published in
September 2019. The overall judgement of HMICFRS is that the force requires
improvement in each of the three areas of Effectiveness, Efficiency and Legitimacy.

While there are elements of this report that are helpful in identifying areas where
improvements are clearly needed and its acknowledgement of other areas where
significant improvements have been made, | must also outline my concerns that
sections of the document around efficiency and the ending of the Alliance with
Warwickshire are out of date, not evidenced, and contain misleading inaccuracies.

The report fails to reflect the benefits communities will see when police in West Mercia
are no longer financially supporting a neighbouring force. The report also does not
recognise that some functions, such as local policing, moved to a standalone structure
earlier this year with absolutely no detriment to public service or risk to public safety. It
is my opinion that the respective reports for West Mercia and Warwickshire simply
provide more evidence that the Alliance disproportionately benefits Warwickshire, is
working against West Mercia, and reaffirms the decision to end the current arrangement

The Chief Constable and | set out concerns regarding the language and content of the
report in a joint letter to HMICFRS prior to its publication and we reaffirmed our positon
in a joint media statement issued following its publication.
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With the above as context | now refer to the recommendations and areas for
improvement contained within the report. | have asked for a substantive progress
update from the force on the report and having closely considered the update | am
reassured with the overall progress being made especially with regard to previous
HMICFRS assessments. | will continue to hold the Chief Constable to account to
ensure progress is made and sustained in areas where improvements are needed.

| have attached the update as an appendix setting out each of the areas raised by

HMICFRS along with a detailed commentary as to progress on addressing them. | have
also shared this update with the West Mercia Police and Crime Panel.
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APPENDIX

Effectiveness
Preventing crime and tackling anti-social behaviour 7
There was one AFI identified in this area.

The force should introduce a performance framework to hold officers and staff to
account for effective crime prevention activity.

During 2018 a new approach to problem solving policing was implemented in force.
Problem solving structures have been established; consisting of strategic and tactical
leads, problem solving coordinators and problem solving ambassadors. All Safer
Neighbourhood Team (SNT) officers and staff have been trained in problem solving. A
performance framework is now being developed in line with the HMICFRS
recommendation that will focus on the Safer Neighbourhood Teams and Problem
Solving Hubs.

Investigating crime (requires improvement)
Seven recommendations were identified in this area

The force does not have the capacity or capability to investigate crime effectively and
this is affecting the service being provided to the public. There are failings in the way
that crimes are being investigated. To address this cause of concern, we recommend
that within six months the force should:

s Improve how it responds to reports of crimes, how it then allocates them, ensuring it
allocates investigations to approprniately trained and supported officers, and that it
reviews this allocation appropnately throughout the investigation;

e Ensure regular and active supervision of the quality and progress of investigations.
This supervision should be properly recorded;

o Improve its ability to retrieve digital evidence from mobile phones, computers and
other electronic devices quickly enough to ensure investigations are not delayed;

o Take steps to better understand the data relating to its crime outcomes and put
actions in place to ensure that it is effectively pursuing justice on behalf of victims;

e Improve its understanding of suspects released under investigation and the
management of those released on bail,

e Introduce consistent processes to effectively manage the risk posed by suspects
who are under investigation but have not yet been arrested or circulated as wanted
on PNC; and

e Introduce effective arrangements to ensure it complies fully with its disclosure
obligations.



The response to these recommendations is being led by a Detective Superintendent
who has a small project team in place There is close alignment with a separate
demand reduction project and the two areas work in synergy.

Options to develop the implementation of a consistent investigation model across West
Mercia have been considered A case has been prepared to increase the number of
detective resources to enable this implementation taking into account the already
agreed rises in overall officer numbers.

Demand reduction work has already seen significant inroads being made into the
timeliness of the response to reported crime; this in turn will assist the most appropriate
allocation and management of crime from point of report. Within this there has been,
and continues to be, a focus on domestic abuse (DA) reports. A trial has commenced
for this in Shropshire.

Investigation plans are to be mandated and templates created for this. This will enable
supervisors to utilise these tools to assess whether they hold, or have access to, the
required skills for the investigation. Mandatory review templates are also being
developed for supervisors to quality assure this process.

The Senior Detective Forum is working with Learning & Development to set and
maintain minimum training/accreditation levels for detectives on LPAs. Work is also
ongoing to assess current and viable ICT applications for investigative support

The head of Protective Service has been waorking with the Head of Digital Forensics to
address the force’s ability to retrieve digital evidence A trial involving the triage of
devices to reduce the number of devices requiring processing has started along with
communications to staff around good practice, digital awareness etc

Work has commenced on crime outcomes with an initial focus on domestic abuse
crimes, the results of which can then be applied more widely. There has been education
for staff through Force Orders, posters and supervisor briefings on outcome codes. This
work is in addition to other work such as a drive to increase arrest rates in DA cases to
ensure that the force is pursuing justice for victims.

Steps identified to improve the response to suspects released under investigation (RUI)
include improving supervision by ensuring that the suspect’s current status is reviewed
when a supervisor is reviewing the crime, with appropriate risk assessment and
direction recorded on the investigation, making better use of IT systems, including
requesting changes to the ATHENA system and changing processes.

In Worcester a new approach is being trialled so that each custody team look after their
corresponding Patrol and CID teams’ RUIs. Custody will liaise directly with
officers/supervisors requesting updates A communications plan is also being
developed on the importance of RUI.



it is recognised that there are significant difficulties in managing the risk posed by
suspects who are under investigation but have not yet been arrested or circulated as
wanted on PNC. Work i1s to commence to ensure wider application of existing good
practice and better use of a supervisory footprint and officer investigation plans to
ensure that risk is properly assessed and rationale for decisions taken recorded.

Two disclosure courses have been designed — a 3 day course for all detectives from DC
to DI has been developed and a 1 day course has been designed for all PIP 1
investigators. Both the 1 day and 3 day training courses are being rolled out to the
workforce

Regional Disclosure Meetings are held with CPS - these meetings take place on a
quarterly basis to share best practice and identify emerging disclosure 1ssues/trends
which are then fed into local disclosure meetings. Local tactical disclosure meetings are
used as a forum for sharing and disseminating learning to and from the regional
meeting.

Protecting vulnerable people
There were 5 AFls 1dentified in this area:

o The force should consistently enforce bail conditions to better safequard vulnerable
people.

s The force should implement effective measures to ensure that information is shared
with schools promptly and effectively when children have been affected by domestic
abuse incidents.

e The force should review the MARAC referral process and consider the need for
greater partner involvement in the decision making process to ensure high risk
victims of domestic abuse are not being placed at further risk as a result.

e The force should work with partners to introduce effective MASH arrangements in all
parts of the force.

e The force should work with partners to implement the mental health crisis care
concordat.

The wording of the report makes specific reference to domestic abuse cases and bail
conditions. This is being addressed by the strategic vulnerability team who are leading
on significant ongoing work in regards to DA with a focus on increased arrest rates and
improved outcomes for victims Steps being taken include:

e Training — Ongoing DA Matters training to the workforce which includes specific
elements to promote positive action at DA incidents and use of bail conditions
where appropriate, a bite sized learning video specific to powers of arrest and
use of bail & bail conditions (this video is being delivered to all front line staff by
team Sgt's supported by the DA Champions), Sergeant training features DA &
Bail / Bail condition input and Custody Sergeant training specific to DA including



the use of ball conditions has been delivered to all custody Sergeant’s by the
force DA lead

e A variety of support and guidance materials which promotes the use of balil
conditions.

¢ An OCC scrutiny panel has been created as a direct action from the DA working
group This involves the force DA lead regularly meeting with OCC managers to
scrutinise compliance with actions agreed within the working group and reality
test. This together with the recent DA Matters training delivered to OCC staff has
led to increased awareness of the risks presented relating to breaches of bail
conditions and appropriate resourcing of those incidents.

e The force is reviewing how pre charge bail conditions are collated, enforced and
scrutinised by OIC’s, intelligence and local command teams for cases that are
not managed by a medium / high risk management plans (RMP), however these
are low in number as if bail conditions are n place these are usually for med /
high risk cases. The findings from the review will be used to implement a
consistent force wide process.

To improve information sharing with schools the force has rolled out Op Encompass.
This 1s a national operation that directly connects the police with schools to secure
better outcomes for children who are subject or witness to police-attended incidents of
domestic abuse. Provision of support within the school environment means children are
better safeguarded against the short-, medium- and long-term effects of domestic
abuse.

The strategic vulnerability team have ownership of MARAC and are in the process of
arranging a specific meeting to progress this action. There has been recent investment
in MARAC chair training but there is a recognition that the force need to review current
referral arrangements processes across the force area.

It 1Is acknowledged that there are different levels of MASH service being provided across
West Mercia with four local authorities and many different partners in each area. As a
consequence it is not possible to change that to a single model. Additionally there is no
agreed national definition of a MASH or ‘full MASH processes’ at this time, however the
West Mercia Tactical Lead for MASH has visited a number of MASH services in other
parts of the country to review different models.

There 1s ongoing work across all LPAs to improve triage/alternative mental heaith
provisions This includes street triage projects in Worcestershire and Herefordshire.
Liaison and Diversion services are now also embedded at all Custody Blocks across
West Mercia since June 2019. There are regional variations in the provisions available
due to the number of partners, NHS trusts etc in operation across the multi county force
area.



Tackling serious and organised crime
There was one AFI identified in this area:

The force should continue to improve its understanding of the impact of its work on
serious and organised crime across the four Ps. This will ensure that it learns from
experience to maximise the disruptive effect on this type of criminal activity.

The force has published a Serious and Organised Crime Strategy which seeks to
provide a qualitative review of the 4 P activity

The force has created a database activity against Serious Organised Crime Whilst it is
currently populated mainly by OCG information, it is now expanding to include county
lines and in the near future urban street gangs. This data will enable effective practice to
be identified for police and partners to use. Likewise an analytical evaluation of the
tactics and activity against OCG’s and county lines is being developed to share best
practise across SOCJAG’s.

Analysts are to be tasked with environmental scanning and utilise the Home Office
READ team to seek good practice from around the country and Home Office to share
with partners

Efficiency

Meeting current demands and using resources
r &

There were four recommendations in this area.

The force does not have suitable arrangements in place to make sure it can maintain
the full range of public services when its alliance with Warwickshire Police ends. There
are gaps in its workforce skills assessment, and weaknesses in both its investigative
approach and its approach to safeguarding vulnerable people. To address this cause of
concern, we recommend that the force should immediately:

e Putin place plans to maintain the full range of public services by October 2019,
particularly in the areas of highest risk;

e [Expand the skills project work to include an assessment of all skills, not only
operational, including potential future skills requirements. This assessment should
inform workforce plans;

e Conduct a review of officers’ capabilities and capacity to manage their investigative
workload, to better understand investigative demand and the pressures placed upon
them; and

e Conduct a review, involving its partners, of the approach to vulnerability to better
safeguard vulnerable people



A transition planning team, Op Broadleaf, was established to ensure a smooth transition
of services for West Mercia from October 2019. To enable the Chief Constable and
PCC to determine their preferred service delivery model Broadleaf carried out a detalled
options analysis and outline business case for each service area using approved
change methodology, HM Green Book compliance and most importantly, with the full
support and agreement of all business leads impacted by the transition proposals
Broadleaf undertook a comprehensive risked based review of the options analysis once
Warwickshire Police signalled their intention to move to a standalone option for all
service areas

Following the Home Secretary’s decision to mandate the continuation of the Alliance for
a further six months, on its current terms and conditions, Warwickshire chose to
withdraw a number of shared services to a standalone position. West Mercia responded
quickly to this unilateral decision by Warwickshire, in order to minimise the operational
impact on the force

Investigative workload and demand forms part of the comprehensive review into
Investigations outlined above.

The strategic vulnerability team have ownership of the force approach to vulnerability
with partners and are currently assessing how to take this action forward

Planning for the future
There were three recommendations made in this area:

The force has not yet defined how all of its services to the public will operate in the
future, nor has it agreed a smooth transition to a future operating model. And it has not
consulted with the public on these important matters. To address this cause of concern,
we recommend that the force should immediately:

o Clearly define its new operating model, ensuring all operational and support services
are affordable and fit to protect the communities of West Mercia;

e Agree arrangements with Warwickshire Police to secure a smooth transition to its
future operating model, ensuring no disruption to public services; and

e Improve its arrangements both to consult with the public about business planning
and to feedback on changes made to service delivery as a result of such
consultation.

Following the Home Secretary’s decision to mandate continuation of the original
collaboration agreement between the two forces, negotiations have continued to work
towards a transition towards two standalone forces In doing so both forces
acknowledge that some functions, such as digital services, will need to remain shared
for longer.



The West Mercia transition and transformation programmes have sought to ensure that
the sustainable delivery of policing outcomes sits at the heart of fully informed decision
making processes. Extensive contingency planning has been conducted to ensure the

continuation of services.

West Mercia have worked with Warwickshire to ensure an aligned and agreed approach
to the management of change As such, work has been done collaboratively to minimise
disruption to staff. Staff Associations and unions have also been engaged in this
process.

The Chief Constable and PCC have publicly set out their rational for ending the existing
alliance with Warwickshire Police. This is a complex area and the entire change
programme has been influenced by a representative from the office of the PCC,
specifically tasked to represent the voice of our community. In light of HMICFRS
feedback the force is reviewing more dynamic and inclusive opportunities moving
forward.

Legitimacy
Fair treatment of the public
There were two areas AFls identified In this area-

e The force should review its approach to unconscious bias and effective
communications skills training to help it better achieve its community engagement
aims.

e The force should better understand its stop and search data, particularly relating fo
disproportionality, using this understanding to make improvements to the way it uses
stop and search.

A recent programme of activity is in place to raise awareness of unconscious bias
across the organisation. This includes NCALT training for all staff.

A further 12 courses for officers and staff have a specific face to face input on this
subject, including fairness in policing, student officers IPLDP, stop & search training,
crime data integrity (Inspectors package, reassurance training, interviewing skills &
various PiP related courses).

It is also included for senior officers and staff attending Gold/Silver OPS Command
Courses (i.e. firearms) & College of Policing Senior Leadership Programmes

The new Fairness, Policy and Standards Group and the Strategic Training Panel will
provide governance and monitoring and regular review of this input.

The operational lead for stop and search (S&S) is currently working with Telford and
Wrekin Council and Shropshire Council, as well as other LPA authorities, to establish



community breakdowns to set against stop search data. This is to determine a more
realistic picture of the force wide BAME breakdown This work being completed in
conjunction with the force’s performance team.

Over the last twelve months West Mercia have completed 3302 stop searches with 563
being completed on BAME members which equates to 17% of the stop searches
completed Of the 563 searches 157 (28%) are from individuals residing outside the
force area. In addition 30% of BAME searched refused to give details Targeting of
county lines associated vehicles and information sharing between forces 1s having an
impact upon our disproportionality as a quantity of searches are completed through
vehicle intelligence / markers and as such are not person specific but occupant led

A degree dissertation on disproportionality written by a new appointed Police Staff
Investigator is being reviewed to identify areas of improvement which could be
implemented.

Avon and Somerset University has been approached to undertake a full external review
S&S and elements of Use of Force (UoF) which includes disproportionality. A proposal
document for the research, drafted with Worcester University has been submitted for
review.

Work with universities colleges and schools continues and is now part of the Worcester
and Redditch campus curriculum where educating around stop and search and use of
force continues. This includes external review of S&S submissions where they
comment on legitimacy and detailed grounds This work is carried out with children
from 13 ye..s upwards so is helping to educate create a greater understanding and
build confidence as well as improve BAME involvement.

Ethical and lawful workforce behaviour

There was one AFI identified in this area

The force should ensure that its counter-corruption unit has enough capability and
capacity to counter corruption effectively and proactively; and can fully monitor all of its
computer systems, including mobile data, to proactively identify data breaches, protect
the force’s data and identify computer misuse.

| understand that the Force has had closed door sessions with HMICFRS during the
inspections and has discussed these matters | have been sighted on the structures and
processes put in place by the Professional Standards Department to address this issue
and am reassured by the approach taken.

Fair treatment of the workforce

There were four AFI identified In this area:
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e The force should ensure it provides suitable training, support and capacity for its
supervisors so that they have the necessary time to recognise the signs and provide
the necessary early intervention response for managing wellbeing issues.

e The force should improve how it manages individual performance and identifies
talent, ensuring reviews are consistently and fairly applied across the workforce and
valued by all, and that poor performance 1s managed consistently.

e The force should ensure that it provides suitable training, support and capacity for its
supervisors so that they are fully equipped and confident to manage the
performance and development of their staff, including effectively managing poor
performance and identifying talent.

e The force should ensure that its promotion and selection processes are accessible
and transparent and are perceived by the workforce as fair.

Recent Passport to Lead training for supervisors covers this in two of the sessions (HR
Management input and Health & Wellbeing input), however this is only mandatory for
newly promoted sergeants

A three year Mental Health First Aid training is currently being rolled out to all
Inspectors, Sergeants and equivalent support staff over the next 6 to 8 months. This
tramning is scheduled to be incorporated within the new PC Degree Apprentice (PCDA)
student officer intakes commencing next year and it is then planned to roll this training
out to the OCC. This is funded by Police Care UK and will ensure that 284 individual
supervisors are trained to spot signs & symptoms of poor mental health, know how to
intervene and signpost to support pathways.

The new health, safety & wellbeing delivery group is finalising an action plan for the
force to drive and implement activity. Health and wellbeing i1s an agenda item for
business area meetings as well as an integral part of MAX one to one meetings. This
will commence in Q4 19/20 and will continue into 20/21

Workforce Planning Group will be the group to drive talent management, promote MAX
interview and to re-invigorate PDR throughout the organisation It is acknowledged that
this area of work has slowed as business areas stabilise and form, following the
separation from the Alllance and after going through management of change processes.
Activity across all these areas will be refocused during 20/21.

The new Passport to Lead training inputs will provide support and training for
supervisors as well as coaching from HR Business Partners and HR Officer’s. The
renewed focus on talent management, MAX and PDR in 20/21 will also help support
iImprovement and confidence in this area.

Promotion process are regularly reviewed by the organisation The current Chief

Inspector boards have had an independent person from the Federation observing the
whole process from start to finish. This will rolled out to all future promotion processes.
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The force has a new Positive Action Officer will also undertake a review of the process
in Q4 19/20 and will work with internal and external support networks to further promote
transparency, accessibility and openness to all.



