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AT:	Comisiynydd yr Heddlu a Throseddu, Prif Gwnstabl ac aelodau’r  Cyd-bwyllgor Archwilio (Mr A Kenwright, Mr A Morgan, Mr G Evans, Mr M MacDonald)

Copi at:	Mrs J Woods, Prif Swyddog Cyllid
Cymdeithas Prif Swyddogion yr Heddlu (ACPO) ac Uwch    Swyddogion/Staff 
		Cynrychiolwyr TIAA a Swyddfa Archwilio Cymru
		Y Wasg a’r Llyfrgelloedd

Annwyl Sir/Fadam,

Cynhelir cyfarfod y Cyd-bwyllgor Archwilio Ddydd Mercher 29ain Mawrth 2017 am 10:00 yn Ystafell SCC003 yn y Ganolfan Reoli Strategol, Pencadlys yr Heddlu, Llangynnwr, Caerfyrddin er mwyn cynnal trafodion yr agenda uchod.  Bydd y cyfarfod hwn ar agor i aelodau o’r Wasg ac aelodau o’r cyhoedd. I gymryd rhan drwy gyfrwng y Gymraeg, gofynnir i Aelodau o’r Cyhoedd roi o leiaf 7 diwrnod o rybudd er mwyn sicrhau darpariaeth o’r math fel yr hysbysir ar ein gwefan.  Os daw hysbysiad hwyr, gwnawn ein gorau i ddarparu’r gwasanaeth hwn ond nid oes sicrwydd y bydd ar gael.

Yr eiddoch yn gywir
[image: ]
Mrs Carys F Morgans
Pennaeth Staff


A  G  E  N  D  A
1. Ymddiheuriadau am absenoldebau
2. Datgan buddiannau
3. Cadarnhau cofnodion y cyfarfod a gynhaliwyd 6ed Rhagfyr 2016 (amgaeedig)


Materion i’w Penderfynu
4. Ystyried a chymeradwyo  Cylch Gorchwyl y Cyd-Bwyllgor Archwilio (amgaeedig)


5. Ystyried Adroddiad drafft Blynyddol y Cyd-Bwyllgor Archwilio 2016/17 (i ddilyn)
Materion i’w Trafod
6. Ystyried Cynllun drafft Swyddfa Archwilio Cymru ar gyfer 2016-17 (amgaeedig)


7. Ystyried y cynllun archwilio mewnol terfynol ar gyfer 2017/18 
8. Ystyried Adroddiad Sicrwydd Rheolyddion Mewnol Cryno 2016/17 
9.  Ystyried yr adroddiadau canlynol gan yr archwilwyr mewnol:
a) Asedion Sefydlog (amgaeedig)
b) Cyfriflyfr Cyffredinol (amgaeedig)
c) Credydwyr (amgaeedig)
d) Goruchwyliaeth y Trysordy (amgaeedig)
e) Cynllunio ar gyfer Parhad Busnes (amgaeedig)
f) Yn dilyn (amgaeedig)
10. Ystyried y Polisïau Cyfrifo drafft ar gyfer Datganiadau Blynyddol 2016/17 (amgaeedig)


11. Ystyried y Prif Swyddog Cyllid a’r Cyfarwyddwr Cyllid a’r Datganiad Llywodraethol Blynyddol drafft 2016/17


12. Ystyried y Strategaeth Rheoli Trysorlys 2017/18 (amgaeedig)


13.  Ystyried y Polisi Cronfeydd wrth gefn (amgaeedig)


14. Ystyried y Strategaeth Gyfalaf ar gyfer 2017/18 i 20/21


15. Derbyn mewnbwn am Gynllun yr Heddlu a Throsedd a’r Cynllun Cyflenwi cefnogol
16. Derbyn Adroddiad 2016 AHEM Peel: Effeithiolrwydd yr Heddlu  (amgaeedig)


17. Ystyried Cofrestrau Risg Corfforaethol yr Heddlu a’r SCHTh 
18. Ystyried adroddiad ar ollyngiadau data.
19. Derbyn cofnodion cyfarfod y Grŵp Llywodraethu Corfforaethol a gynhaliwyd 1af Mawrth 2017.
20. Derbyn adborth o ddiwrnod hyfforddi Cyd-bwyllgor Archwilio Cymru Gyfan a gynhaliwyd Ionawr 2017 (amgaeedig)
21. Unrhyw faterion eraill 
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Minutes of the Joint Audit Committee

Tuesday 6th December 2016 @ 10:00 am

                       Strategic Command Centre, Police Headquarters





Present:	Mr Gawain Evans (GE) Chair		)  			

		Mrs Ann Williams (AW)			) Members of the Joint Audit Committee

		Mr Alasdair Kenwright (AMSK)		)

		Mr Malcolm MacDonald (MM)		)



In attendance:	Adrian Williams – Director of Resources (DoR)

Edwin Harries – Director of Finance (DoF)

Jayne Woods – Chief Finance Officer (CFO)

Sharon Richards – Governance Manager & Dep Monitoring Officer (SR)

Jason Garcia – Audit Manager, WAO (JG)

Vicky Davies – Audit Director, TIAA (VD)

Insp Stuart Bell – agenda item 12 only (SB)

Anne Williams – Business Support Officer OPCC

Andre Morgan - Observer

 

A75 2016/17  Apologies for absence 

 

Apologies for absence was received from Mr Dafydd Llywelyn, Police & Crime Commissioner, Mr Simon Prince Chief Constable, Mrs Carys Morgans Chief of Staff & Mr John Herniman Wales Audit Office.



The Chair welcomed Andre Morgan to the meeting as an observer.  Mr Morgan had been appointed a member of the Joint Audit Committee as from March 2017. 



A76 2016/17  Declarations of interest 

 

There were no declarations of interest. 

 

A77 2016/17  To confirm the minutes of the meeting held on 20th September 2016

 

The minutes of the 20th September 2016 were accepted as a true record.

 

A78 2016/17  Matters arising 



There were no matters arising.

 

A79 2016/17  Appointment of Members to the Joint Audit Committee



Following an external recruitment campaign to fill three vacancies on the Joint Audit Committee, Mr Alasdair Kenwright had been appointed for a further term and Mr Andre Morgan had been appointed as a member of the Joint Audit Committee as from March 2017.



A proposal put forward to the Committee was to proceed with four Members and to recruit three Members at the next round of vacancies to bring the membership back up to five Members. 



Following a discussion on the number of Members required for quorum and the issue of resilience, Members were in agreement with the proposal in principle.  The Committee had been functioning satisfactorily with four Members and the CFO agreed to check the Terms of Reference on the number of Members required for a quorum.



ACTION:	The CFO to check the Committee’s quorum.



DECISION:	That the Committee proceed with four Members until the next round of recruitment.



A80 2016/17  Data Breaches



The DoR summarised three reported recorded instances of Force breaches and potential breaches of the Data Protection Act 1998 since the last Joint Audit Committee meeting on 20th September 2016.



Following a debate on the sensitive nature of the information within the report, Members were asked to raise any specific questions of confidence within the report at the end of the meeting within a closed session.



The DoR supplied context to the Force’s position as regards information compliance and to ongoing work in relation to data breaches.



The Chair questioned work conducted by internal audit on data assurance resulting in key audit recommendations around resources and resilience.  VD confirmed a scope within the draft Plan to cover any further inclusion.



The CFO confirmed no new data breaches from the OPCC since the last meeting of Joint Audit Committee.  For completeness the CFO confirmed that the one data breach within the OPCC prior to the last meeting was ongoing and awaiting a result.



A81 2016/17 External Auditor’s annual audit letters for 2015/16



JG outlined the summary report which brings together all the work carried out by WAO within the relevant year.  



Unqualified opinions had been issued on the 2015-16 financial statements of the Police & Crime Commissioner, Chief Constable and Police Pension Fund accounts.  



WAO were satisfied that arrangements in place should secure economy, efficiency and effectiveness in their use of resources.



A certificate confirming that the audit of accounts had been completed on the 29th September 2016 had been issued.



The Commissioner and Chief Constable had robust planning processes in place with well-established links between financial planning and strategic planning.  JG referred to specific work carried out prior to the new Police and Crime Plan being published by 31 March 2017 to demonstrate robust performance measures in comparison with the historic Police & Crime Plan. WAO had reviewed an early draft of the new Police and Crime Plan and identified that the performance measures in the historic Plan did not demonstrate the achievement of specific objectives.  Feedback had been provided on these performance measures and the Commissioner was committed to consider these comments in finalising the new Police and Crime Plan.  



The Commissioner and Chief Constable had met their revenue budgets for 2015-16 and continue to respond positively to significant financial challenges.



The Commissioner maintained a clear focus on Community Safety but some weaknesses remained in managing performance.  Although this was something which was consistent in a lot of public sector bodies JG provided clarification on how this conclusion was reached.  A national piece of work had been conducted on Community Safety at all Local Government and police bodies.  A national report was available on the WAO website and Members were offered an opportunity to discuss this report further with the author.



MM questioned the availability of the Force report on Community Safety which had been shared with management within the Force as this report was of more interest than the national report. Due to the lapse in time and change in PCC, JG suggested Members approach the PCC office to establish how work had progressed on findings which would show a comparison to where they are now compared to 12 months ago. 



GE questioned the type of performance measures in the context of the overall report.  JG referred to recent work conducted on performance measures in the Police & Crime Plan.  A specific report on that information could be provided if Members so wished and JG agreed to discuss these issues with the CFO.

	

MM questioned mechanisms in place to ensure that records were obtainable over a course of time to monitor performance measures.



It was suggested that the draft Plan be shared with Members to enable Members to feed into the planning process of the Plan. 



The PCC was due to provide a high level overview on the draft Plan to a Demand and Finance Summit on 7th December with a request for feedback to the Governance Manager at the earliest convenience.



A discussion took place around timing for distribution of the draft Plan to Members.  Members also discussed the benefits of a general discussion on the Police & Crime Plan at the training day in January.



The DoF referred to historic discussions on Performance Measures in meetings but not specifically included in the Plan.



MM referred to a vital exercise on process being key with mechanisms to allow monitoring.



A discussion took place on previous review work undertaken by TIAA and their current agenda for review and work scheduled within their 2017/18 plan.  



AW questioned the role of the Police and Crime Panel in scrutinising performance measures.



The move to VFM looking at 3 E’s was welcomed. 



ACTION: 	That a general discussion on the Police & Crime Plan be placed on the agenda for the JAC training day January 16th.



ACTION:	The draft Plan to be shared with Members at the appropriate time.







A82 2016/17  Matters arising from the 2015/16 audit letters.



JG highlighted matters arising from the audit of 2015-16 Financial Statements with an emphasis on management responses to the matters identified.



MM questioned the likely process for speeding up end of year audit work.



JG referred to discussions and documentation to be covered with the Finance department and management in order to work out elements which could be carried out earlier and to determine what is achievable.  Members also appreciated challenges and implications on WAO in this process.



Decision:	The report was noted.



A83 2016/17  Progress report of the internal auditors (SICA)



VD highlighted changes to the Annual Plan 2016/17 and the proposal to defer the review of Strategic Control and Corporate Governance until 2017/18 to allow for changes to be implemented following the election of the new Police and Crime Commissioner and to allow for review by the new Chief Constable.



In relation to the Priority 1 recommendation concerning Business Continuity, the Plan had now been approved and implemented.  Fieldwork was in progress in relation to Creditors and Commissioner’s Services. The report showed good progress against the Annual Plan for 2016/17.



A discussion ensued on whether the Committee was required to recommend or endorse the changes proposed within the Annual Plan. 



Action:  	The CFO to check the Committee’s Terms of Reference in relation to the Committee’s responsibility to either approve or endorse the changes within the Annual Plan.



Decision:	The Committee was in agreement with the proposed changes.



A84 2016/17  Reports of the internal auditors



a) Compliance Review of the Governance - Neighbourhood (Uniformed Policing) Management Team Arrangements



In consultation with the DoF and Chief Superintendent, the review assessed the governance arrangements of the Uniformed Policing Management Team and included attendance at the Senior Management Team and arrangements for the issue of uniform issues.  



The review awarded reasonable assurance assessment and found appropriate and well defined governance arrangements in place for Neighbourhood Policing. One Priority 2 recommendation highlighted a need for minutes of the Senior Management Team meetings to show more evidence of issues discussed.  This recommendation was not implemented (only actions are recorded) and a discussion took place around safeguarding mechanisms and processes in place to support this decision.







b) Assurance Review of the Payroll Arrangements



The review considered the arrangements for the creation, amendment and deletion of payroll records; payment of allowances and pay awards; and payment of salaries.  



The review awarded substantial assurance with two Priority 3 recommendations.  A discussion ensued around the non-acceptance of the recommendation to produce a monthly variance report of net pay comparisons for OPCC staff in the same way as for Police Officers and Police Staff.  An aspect of concern to Members was that this process had once been agreed and then abandoned; albeit Members understood the reason for the abandonment. The DoR confirmed that checks and balances were in place to monitor this area.



Members were reassured that a budget report received by the CFO every month acted as a variance report which was reasonable to determine appropriate control of the budget.



c) Compliance Review of the Risk Management – Mitigating Control Arrangements



The review awarded a reasonable assurance assessment.  A previous audit by TIAA reviewed effective risk management arrangements and these were embedded and finalised in February 2016; the current review confirmed that risk management arrangements had continued to evolve and improve through 2016. A Priority 2 recommendation required greater sharing of information between the Force’s estates department and the Office of the Police and Crime Commissioner in relation to estates statutory compliance.  This recommendation was accepted by management and confirmation was received that this work had been completed.  It was confirmed that work was continuing in order to enhance the measurability and timeliness of the mitigating actions contained within the risk registers where feasible.



d) Interim Follow Up Review 2016/17



The follow up review by TIAA established the management action taken in respect of Priority 1 and 2 recommendations arising from the internal audit reviews.  There had been good progress with the completion of the recommendations with 29 recommendations being implemented with the remaining 4 being given a revised target date.  Recommendation 1 listed within the report had by now been completed.



Decision: 	That the Committee note the reports of the Internal Auditors.



A85 2016/17  Internal Audit Annual Plan



The early draft Annual Plan outlined planned reviews, timings and scopes for each review.  The rolling strategic plan was subject to ongoing review and could change as the risks for the organisation change and reviewed with senior management and the Committee at the appropriate time.



VD highlighted the changes projected to the original Plan set out in the Internal Audit Strategy 2017/18.



A discussion ensued on the undertaking of an appropriate balance of reviews and the risk for duplication.  Members sought assurance on whether the right balance was being achieved.



JG confirmed an organisational decision by WAO to move away from controls testing and to embark on more transaction based testing of income / expenditure / payroll / assets.



VD provided TIAA’s perspective of the work involved and explained their standard planning approach.  A discussion ensued around the planning of TIAA’s work programme and areas for review to provide assurance in each relevant audit years.  



Members observed that the range of work covered during audit was commendable.  The DOF emphasised assurances received by the Force through the work of internal audit and the value of processes being independently looked at.



A discussion took place on budget implications on the number of audit days with a further discussion due on prioritisation.



The CFO confirmed that all comments made would be taken on board.  A more risk based approach to setting the final Plan and budgets was in place.  Members were of the opinion that discussions between WAO and TIAA were key to determine the right approach.  



The DoF highlighted one issue with the current draft plan in that it included a review of the Joint Scientific Investigations Unit which DPP was not a part of.  VD suggested that we might like to consider other areas of collaboration that TIAA could audit.  TIAA can provide VFM to the Forces across southern Wales as they also provide internal audit services to South Wales and Gwent Police Forces.

  

		Decision:	To note the report.



A86 2016/17  Update on HMIC activity 



SB gave an update in relation to HMIC’s publication of the Force Efficiency report, and the expected reports on Leadership and Legitimacy and Effectiveness.



117 actions were outstanding on the tracker with owners being requested to update in advance of the next Governance Group meeting.



SB referred to future inspections to include another PEEL inspection focusing on Efficiency, Legitimacy and Leadership; Custody and Crime Data Integrity and possibly being Modern Day Slavery and Stalking and Harassment.



Vince Tether, Force Liaison Officer was expected to attend the next JAC meeting in March.



There was some uncertainty around the role of Members in scrutinizing HMIC feedback.  Following a detailed discussion it was agreed to obtain some clarity on the roles and responsibilities of the Corporate Governance Group and Joint Audit committee.



Decision:	That the report be noted.



ACTION:	The CFO to check the Terms of Reference of the Joint Audit Committee in relation to HMIC and to update SB of any changes in going forward.



ACTION:	To invite Vince Tether to periodic Corporate Governance Group meetings.  









A87 2016/17  Minutes of the Corporate Governance Group 30th November 2016



A verbal update on discussions at the last Corporate Governance group meeting was provided by the DoF with apologies for the lack of minutes.



The next meeting of the Corporate Governance Group was scheduled for 2nd March 2017 when a position on a draft annual governance statement will be discussed.



Decision:	The Committee noted the verbal notes of the Corporate Governance Group meeting held on 30th November 2016. 



A88 2016/17  Any other Business



A Joint Audit Committee training day was scheduled for 16th of January 2017 at the University of South Wales in Newport at 9.30am with further details to follow.





Committee entered into a Closed Session



A89 2016/17



The Director of Resources provided further information and answered questions from Members in relation to data breaches.



There were no actions or decisions.

	





The next meeting was scheduled for 29th March 2017



Meeting ended at 11.30am
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Terms of reference



		Meeting Title:

		Police and Crime Commissioner (PCC) and Chief Constable (CC) for Dyfed-Powys Joint Audit Committee



		Statement of meeting purpose:

		Our Joint Audit Committee is a key component of the Dyfed-Powys Local Policing Body’s corporate governance. It provides an independent and high level focus on the audit, assurance and reporting arrangements that underpin good governance and financial standards.

The purpose of our Joint Audit Committee is to provide independent assurance to the PCC and CC on the adequacy of the governance and risk management frameworks, the internal control environment, and financial reporting, thereby helping to ensure efficient and effective arrangements are in place. 



		Meeting objectives:

		The committee provides independent review of the effectiveness of governance arrangements, risk management and control frameworks, including financial reporting, annual governance processes, and internal and external audit findings. To achieve this, the Committee will:



Governance, risk and control

· Advise the PCC and CC according to good governance principles.

· Recommend approval of the Annual Governance Statements for inclusion in the Statements of Accounts.

· Recommend approval of and Code of Corporate Governance for the Force or the Office of the Police and Crime Commissioner (OPCC).

· Consider and comment upon anti-fraud, anti-corruption (including ‘whistle blowing’), information security and health and safety arrangements.

· Consider and comment upon any policy or strategy regarding commissioning.

· Consider reports on the effectiveness of internal controls and monitor the implementation of agreed actions.

· Consider HMIC and other external review findings to the extent in which they relate to governance and internal control matters.

· To monitor the effective development and operation of risk management within the OPCC and Force.



Financial Management

· Provide assurance regarding the Statements of Accounts and that the appropriate accounting policies have been applied.

· Monitor the integrity of any published financial statements and any formal announcements relating to financial performance.

· Consider and comment upon any policy or strategy regarding reserves.

· Engage in the budget planning process.

· Consider and comment upon the Financial Strategy (Medium Term Financial Plan).

· Consider and comment upon any policy or strategy regarding asset management.

· Consider and comment upon the arrangements for delivery of Value for Money.

Internal and External Audit

· Approve (but not direct) the Internal Audit Strategy and Plan.

· Oversee the appointment and review the effectiveness of Internal Audit.

· Monitor the progress of implementing recommendations from Internal Audit reports.

· Receive and review reports from the external auditors including the annual audit report, audit opinion etc.

· Consider and comment upon any proposals affecting the provision of the external audit service.

· Consider the level of fees charged by external audit.



		Deliverables:

		The Joint Audit Committee has 3 approval powers:

· To recommend approval of the Annual Governance Statements for inclusion in the Statement of Accounts.

· To recommend approval of any Code of Corporate Governance for the Force or OPCC.

· To approve (but not direct) the Internal Audit Strategy and Plan.



The Joint Audit Committee will:

· Provide independent assurance in relation to the adequacy of the risk management framework and the associated control environment.

· Provide independent scrutiny of Force and OPCC financial performance.

· Oversee the financial reporting process.

· Complete an Annual Report, to sit in conjunction with the PCC’s and CC’s Annual Governance Statement on the performance of the Joint Audit Committee.



The following do NOT fall within the scope of the Joint Audit Committee:

· Crime Statistic Performance

· Force operational risks

· HMIC reports with an operational theme/basis

· The management of the internal audit function

· Any reviews carried out by the Police and Crime Panel







Governance

		Chair:

		The Chair of the Joint Audit Committee will be appointed from the membership of the Committee. The appointment of the Chair will take place annually. The Chair may be re-appointed but will serve no more than two consecutive years as Chair. If two years are served as Chair, there must be a break of at least two years before the person can be re-appointed as Chair.



		Deputy chair:

		The Deputy Chair of the Joint Audit Committee will be appointed from the membership of the Committee. The appointment of the Deputy Chair will take place annually.



		Frequency:

		4 formal committee meetings and 2 workshops will be scheduled per annum. The Chair of the Joint Audit Committee may convene additional meetings as they deem necessary. The PCC and CC may ask the Joint Audit Committee to convene further meetings to discuss particular issues on which they want the Committee’s advice.



		Reports to: 

		Police and Crime Commissioner and Chief Constable



		Membership (post title, responsibility, and nominated second)

		The Joint Audit Committee will comprise of five people, independent of Dyfed-Powys Police Force, the Office of the Police and Crime Commissioner and the Police and Crime Panel.

Members will be appointed jointly by the PCC and CC. Members will serve on the Committee for a four year term. Care should be taken to avoid all members terms ending at the same time to ensure continuity. No individual will serve on the Committee for more than eight years in total.

To enhance the credence and standing of the decisions that the Joint Audit Committee makes a quorum of three members will be set.

Co-option may be beneficial for the injection of an independent view where specialist discussion is required. Any co-opted member will not have voting rights.

The PCC and CC should attend or be appropriately represented at formal meetings of the Joint Audit Committee.

Also in attendance will be:

· Chief of Staff, OPCC

· Chief Finance Officer, OPCC

· Director of Finance, DPP

· Internal Audit

· External Audit

· Other officers of both the OPCC and Force when required



		Arrangements

		Administration to support the Joint Audit Committee will be provided by the OPCC.

Papers will be provided to Members for their consideration 5 working days in advance of the meeting.

The agenda, reports and minutes of formal meetings will be made available bilingually where possible on the OPCC website.

The Chair will meet in closed session with the PCC and CC twice a year, or as necessary.

All Members will meet in closed session with the internal and external auditor at least annually.

Appropriate and timely training will be provided to Members to ensure the necessary skills and knowledge.





Version control

		Author:

		Carys Morgans and Jayne Woods



		Date of approval:

		



		Date for review:

		March 2018



		Version number:

		01_2017
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WALES AUDIT OFFICE ArChW'Iy.dd Cyffredinol Cymru
SWYDDFA ARCHWILIO CYMRU Auditor General for Wales

2017 Audit Plan — Dyfed Powys
Police & Crime Commissioner and
Chief Constable, Dyfed Powys
Police

Audit year: 2016-17
Date issued: February 2017

Document reference: 182A2017






This document has been prepared for the internal use of Dyfed Powys Police & Crime Commissioner
and Chief Constable, Dyfed Powys Police as part of work performed/to be performed in accordance
with statutory functions.

No responsibility is taken by the Auditor General, the staff of the Wales Audit Office or, where
applicable, the appointed auditor in relation to any member, director, officer or other employee in their
individual capacity, or to any third party.

In the event of receiving a request for information to which this document may be relevant, attention is
drawn to the Code of Practice issued under section 45 of the Freedom of Information Act 2000. The
section 45 Code sets out the practice in the handling of requests that is expected of public authorities,
including consultation with relevant third parties. In relation to this document, the Auditor General for
Wales, the Wales Audit Office and, where applicable, the appointed auditor are relevant third parties.
Any enquiries regarding disclosure or re-use of this document should be sent to the Wales Audit
Office at info.officer@audit.wales.

We welcome correspondence and telephone calls in Welsh and English. Corresponding in Welsh will
not lead to delay. Rydym yn croesawu gohebiaeth a galwadau ffén yn Gymraeg a Saesneg. Ni fydd
gohebu yn Gymraeg yn arwain at oedi.

This document was produced by John Herniman, Jason Garcia and Leanne Malough.
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2017 Audit Plan

Summary

1

As your external auditor, my objective is to carry out an audit which
discharges my statutory duties as Auditor General and fulfils my
obligations under the Public Audit (Wales) Act 2004 and the Code of
Audit Practice, namely to:

o examine and certify whether your financial statements are ‘true and fair’; and
o assess whether you have made proper arrangements for

securing economy, efficiency and effectiveness in the use of

resources.

The purpose of this plan is to set out my proposed work, when it will be
undertaken, how much it will cost and who will undertake it.

There have been no limitations imposed on me in planning the scope of this audit.

My responsibilities, along with those of management and those charged with
governance, are set out in Appendix 1.

Financial statements audit

5

It is my responsibility to issue a certificate and report on the financial statements of
both the Dyfed Powys Police & Crime Commissioner (the Commissioner) and
Chief Constable, Dyfed Powys Police (the Chief Constable) which includes an
opinion on their ‘truth and fairness’.

| also consider whether or not the Commissioner and the Chief Constable have
made proper arrangements for securing economy, efficiency and effectiveness in
their use of resources and report by exception if the Annual Governance
Statements do not comply with requirements.

Appendix 1 sets out my responsibilities in full.

The audit work | undertake to fulfil my responsibilities responds to my assessment

of risks. This understanding allows me to develop an audit approach which focuses
on addressing specific risks whilst providing assurance for the financial statements
as a whole. My audit approach consists of three phases as set out in Exhibit 1.
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Exhibit 1: My audit approach

Execution:

Testing of controls,
transactions,
balances and
disclosures in

Concluding and
reporting:
Evaluation of
evidence obtained to
conclude and report

response to those appropriately
risks
9 The risks identified from my initial audit planning work that will impact on my

financial statements audit, are set out in Exhibit 2, along with the work | intend to
undertake to address them. Exhibit 2 identifies risks common to both the
Commissioner and the Chief Constable and, where appropriate, risks that are
specific to either the Commissioner or to the Chief Constable.

Exhibit 2: Financial statements audit risks

Financial statements audit risk

Management override

The risk of management override of
controls is present in all entities. Due to
the unpredictable way in which such
override could occur, it is viewed as a
significant risk in accordance with
International Standard on Auditing 240.

Proposed audit response

My audit team will:

test the appropriateness of journal
entries and other adjustments made
in preparing the financial statements;
review accounting estimates for
biases; and

evaluate the rationale for any

significant transactions outside the
normal course of business.

Compliance with the CIPFA/LASAAC
Code of Practice on Local Authority
Accounting

The financial statements are prepared in
accordance with the CIPFA/LASAAC
Code of Practice on Local Authority
Accounting (the Code).

There are a number of significant
changes for 2016-17, including a
requirement for a new Expenditure and
Funding Analysis in addition to a revised
expenditure analysis in the Consolidated
Income and Expenditure Account
(CIES).

My audit team will:

continue to work with and support the
Commissioner and Chief Constable
and their staff to agree the most
appropriate presentation in both sets
of financial statements and the group
statements;

undertake early audit work on
proposals to address the new code
requirements;

work with all Welsh police bodies as
part of a workshop aimed at
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Financial statements audit risk

A restatement of the previous year’s
(2015/16) CIES is also required.

Proposed audit response

addressing these new requirements;
and

e agree improvements to the
methodology and working papers
supporting the financial statements,
where necessary.

Revaluation of land and buildings

During 2016-17, the land and building
assets are being revalued by external
valuers. There is a risk that the
revaluations are not undertaken in
accordance with Code requirement and
that adjustments will not be correctly
reflected in the draft 2016-17 financial
statements.

My audit team will review the revaluation
methodology and ensure that the
disclosures are fairly stated in the
2016-17 financial statements.

Accounting for jointly controlled
operations

Work is ongoing to identify jointly-
controlled operations which require
disclosure under the Code and audit
regulations. This work will require co-
ordination with other Welsh forces to
determine agreed outcomes and
consistency across Wales.

My audit team will liaise with
management and offer assistance
during this work, where required, to
ensure that all jointly controlled
operations are identified and reported
upon accurately in the financial
statements. This will be covered at a
workshop for all Welsh police bodies to
help ensure consistency.

Earlier closing of year-end accounts

From 2018-19 the Police and Crime
Commissioner and Chief Constable
have to prepare their accounts by

31 May and the audit opinion has to be
provided by 31 July. To work towards
these revised deadlines, the Finance
team have committed to producing their
2016-17 draft financial statements by
16 June 2017.

My audit team will work with
management to address the challenge
of earlier closure and audit. We will
provide a detailed audit deliverables
document that will outline our working
paper requirements and will structure
our audit in such a way that will allow us
to meet the revised deadlines.

Financial governance arrangements

In a period of financial constraint, there
are risks that governance arrangements
may be weakened, for example, as a
result of the departure of key staff from
the organisation. It is important,
therefore, that the Commissioner and
the Chief Constable report in their
Annual Governance Statements, how
they are mitigating this risk, for example,
by ensuring the existence of:

My audit team will undertake a detailed
review of the revised arrangements for
the production of the Annual
Governance Statements.

My team will also consider the work of
others including Internal Audit and Her
Majesty’s Inspectorate of Constabulary
(HMIC).
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Financial statements audit risk Proposed audit response

robust internal financial controls such
as comprehensive standing orders
and financial regulations, strong
budgetary control and effective
Internal Audit;

the operation of recognised
standards of financial conduct;

arrangements to ensure that the
Commissioner and the Chief
Constable only enter into
transactions where there is specific
legal provision for them to do so; and
well established and understood
procedures to prevent and detect
fraud and corruption.

10

11

12

| do not seek to obtain absolute assurance on the truth and fairness of the financial
statements and related notes, but adopt a concept of materiality. My aim is to
identify material misstatements, that is, those that might result in a reader of the
accounts being misled. The levels at which | judge such misstatements to be
material will be reported to the Commissioner and the Chief Constable prior to
completion of the audit.

For reporting purposes, | will treat any misstatements below a ‘trivial’ level (5% of
materiality) as not requiring consideration by those charged with governance and
therefore | will not report them.

My fees are based on the following assumptions:

o information provided to support the financial statements is timely, to the
quality expected and has been subject to quality assurance review;

o appropriate accommodation and facilities are provided to enable my audit
team to deliver the audit in an efficient manner;

° all appropriate officials will be available during the audit;

° you have all the necessary controls and checks in place to enable the

respective Responsible Financial Officers to provide all the assurances that |
require in the Letters of Representation addressed to me; and

o Internal Audit’s planned programme of work is complete and management
has responded to issues that may have affected the financial statements.

Use of Resources

13

It is my responsibility to satisfy myself that the audited body has made proper
arrangements for securing economy, efficiency and effectiveness in its use of
resources. Appendix 2 shows the criteria we need to assess in coming to our
conclusion on your arrangements.
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14

15

In considering these criteria | shall place reliance upon:

o the results of the audit work undertaken on the financial statements;

o the results of the work of other external review bodies eg, HMIC and the
National Audit Office, where relevant to my responsibilities;

o the Commissioner and the Chief Constable’s systems of internal control,
as reported in the Annual Governance Statements and my report thereon;
and

° the results of other work carried out by the Auditor General and data-

matching exercises.

We will identify audit areas where we need to supplement the audit assurance from
the reliance obtained from the audit work outlined in paragraph 14. This work will
relate to specific elements of the corporate governance and financial management
processes in place for the Commissioner and Chief Constable and will include a
focus on the financial pressures faced, the monitoring arrangements in place and
the financial resilience of the Offices of the Commissioner and Chief Constable.

Fee, audit team and timetable

Fee

16

Your estimated fee for 2017 is set out in Exhibit 3. This figure is less than previous
years reflecting the level of work we estimate is needed to deliver our audit work.

Exhibit 3: Audit fee

Audit area Proposed fee for 2017 (£) Actual fee for 2016 (£)

Financial statements audit 74,756 74,756

Use of Resources 4,700 7,760

Total fee 79,456 82,516
17  Planning will be ongoing, and changes to my programme of audit work and

18

19

20

therefore my fee, may be required if any key new risks emerge. | shall make no
changes without first discussing them with the Chief Finance Officers.

In previous years, there have been no formal objections to the financial statements.
However, | do receive a number of queries and items of correspondence from
members of the public and other interested parties.

Any detailed investigations or other work required to respond to queries and
objections will result in an additional fee. Any such additional fee will be charged at
daily rates based on the specific grade or skill mix required for the work, but will be
discussed with the Chief Finance Officers prior to undertaking the work.

Further information on my fee scales and fee setting can be found on our website
at: www.wao.gov.uk/about-us/fee-scales-and-fee-setting.
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Audit team

21  The main members of my team, together with their contact details, are summarised
in Exhibit 4.

Exhibit 4: My team

Name Role Contact E-mail address
number

John Herniman Engagement 029 2032 0500 | john.herniman@audit.wales
Director

Jason Garcia Financial Audit | 029 2032 0500 | jason.garcia@audit.wales
Manager

Leanne Malough | Financial Audit | 029 2032 0500 leanne.malough@audit.wales
Team Leader

22 | can confirm that my team members are all independent of the Commissioner, the
Chief Constable and your officers. In addition, | am not aware of any potential
conflicts of interest that | need to bring to your attention.

Timetable

23 1 will provide reports, or other outputs as agreed, to the Commissioner and Chief
Constable covering the areas of work identified in this document. My key
milestones are set out in Exhibit 5.

Exhibit 5: Timetable

Planned output Work undertaken ‘ Report finalised ‘
2017 Audit Plan December 2016 — March 2017
February 2017
e Audit of Financial Statements Report | February — July 2017
e Opinion on Financial Statements September 2017 July 2017
e Financial Accounts Memorandum July 2017
Annual Audit Report for 2017 October - November | November 2017
2017
2017 Audit Plan November — January 2018
December 2017
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Appendix 1

Respective responsibilities

As amended by the Public Audit (Wales) Act 2013, the Public Audit (Wales) Act 2004
sets out my powers and duties to undertake your financial audit. It is my responsibility to
issue a certificate and report on the financial statements which includes an opinion on:

. Their ‘truth and fairness’, providing assurance that they:
- are free from material misstatement, whether caused by fraud or error;
- comply with the statutory and other applicable requirements; and

- comply with all relevant requirements for accounting presentation and
disclosure.

. The consistency of information in the Annual Report with the financial statements.

I must also state by exception if the Annual Governance Statement does not comply with
requirements, if proper accounting records have not been kept, if disclosures required for
remuneration and other transactions have not been made or if | have not received all the
information and explanations | require.

The Public Audit (Wales) Act 2004 requires me to assess whether the Commissioner and
the Chief Constable have made proper arrangements for securing economy, efficiency
and effectiveness in the use of resources. To achieve this, | consider:

. the results of the audit work undertaken on the financial statements;

. the Commissioner and the Chief Constable systems of internal control, as reported
in the Annual Governance Statements and my report thereon;

. the results of other work carried out including performance audit work and
data-matching exercises;

o the results of the work of other external review bodies where relevant to my
responsibilities; and

. any other work that addresses matters not covered by the above, and which |
consider necessary to discharge my responsibilities.

The Public Audit (Wales) Act 2004 sets out the rights of the public and electors to inspect
the Commissioner’s and the Chief Constable’s financial statements and related
documents, to ask me, as the auditor questions about the accounts and, where
appropriate, to challenge items in the accounts. | must also consider whether in the public
interest, | should make a report on any matter which comes to my notice in the course of
the audit.

My audit work does not relieve management and those charged with governance of their
responsibilities which include:

o the preparation of the financial statements and Annual Report in accordance with
applicable accounting standards and guidance;

. the keeping of proper accounting records;

o ensuring the regularity of financial transactions; and

. securing value for money in the use of resources.
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Management agrees to provide me with:

. access to all information of which management is aware that is relevant to the
preparation of the financial statements such as records, documentation and other
matters;

. additional information that | may request from management for the purpose of the
audit; and

o unrestricted access to persons within the authority from whom | determine it

necessary to obtain audit evidence.
Management will need to provide me with written representations to confirm:

. that it has fulfilled its responsibilities for the preparation of the financial statements;

o that all transactions have been recorded and are reflected in the financial
statements;

o the completeness of the information provided to me for the purposes of the audit;
and

. to support other audit evidence relevant to the financial statements or specific

assertions in the financial statements if | deem it necessary or if required by ISAs.
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Appendix 2

Criteria to assess arrangements for securing
economy, efficiency and effectiveness in the use

of resources

Exhibit 6: Corporate arrangements

Corporate arrangements

Establishing objectives
determining policy and
decision making

‘ QUGStiOI”IS on arrangements ‘

Has the Commissioner/Chief Constable put in place
arrangements for setting, reviewing and implementing
his strategic and operational objectives?

Meeting the needs of users,
stakeholders and the local
population

Has the Commissioner/Chief Constable put in place
channels of communication with the local population,
users of the service, and other stakeholders including
partners, and are there monitoring arrangements to
ensure that key messages about services are taken
into account?

Monitoring and reviewing
performance

Has the Commissioner/Chief Constable put in place
arrangements for monitoring and scrutiny of
performance, to identify potential variances against
strategic objectives, standards and targets, for taking
action where necessary and reporting to the
Commissioner/Chief Constable?

Compliance with established
policies

Has the Commissioner/Chief Constable put in place
arrangements to maintain a sound system of internal
control, including those for ensuring compliance with
laws and regulations, and internal policies and
procedures?

Operational and financial
risks

Has the Commissioner/Chief Constable put in place
arrangements to manage his significant business
risks?

Managing financial and other
resources

Has the Commissioner/Chief Constable put in place
arrangements to evaluate and improve the value for
money he achieves in his use of resources?

Has the Commissioner/Chief Constable put in place
arrangements to ensure that his spending matches his
available resources?

Has the Commissioner/Chief Constable put in place
arrangements for managing and monitoring
performance against budgets, taking corrective action
where appropriate, and reporting the results to senior
management and the Commissioner/Chief Constable?
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Corporate arrangements Questions on arrangements

Proper standards of conduct Has the Commissioner/Chief Constable put in place
etc arrangements for monitoring and scrutinising
performance, to identify potential variances against
strategic objectives, standards and targets for taking
action?

Has the Commissioner/Chief Constable put in place
arrangements that are designed to promote and
ensure probity and propriety in the conduct of his
business?
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Wales Audit Office
24 Cathedral Road
Cardiff CF11 9LJ

Tel: 029 2032 0500
Fax: 029 2032 0600
Textphone.: 029 2032 0660

E-mail: info@audit.wales

Website: www.audit.wales

Swyddfa Archwilio Cymru
24 Heol y Gadeirlan
Caerdydd CF11 9LJ

Ffon: 029 2032 0500
Ffacs: 029 2032 0600
Ffon testun: 029 2032 0660

E-bost: post@archwilio.cymru

Gwefan: www.archwilio.cymru
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PURPOSE: Joint Audit Committee Scrutiny 





Timing: In advance of completing the draft statutory accounts for 2016/17







Title: Accounting Policies





                            

Category of Decision / Business Area Impact: Finance





Executive Summary: 



The 2016/17 Statements of Accounts will summarise the Chief Constable’s, Commissioner’s and Group’s transactions for the financial year and its position at the year ended 31 March 2017.  The Accounting Policies are included in each Statement of Account and are the specific principles, bases, conventions, rules and practices applied when preparing and presenting the financial statements.  They are included to provide a fuller explanation and description of specific figures as an aid to the reader’s understanding of the accounts.  



The 2016/17 draft Statements of Accounts will be presented to Members at the end of June and these draft Accounting Policies have been prepared in advance of that, as requested by Members to allow the opportunity to review and consider this element of the Statements of Accounts at an earlier stage.  



These are the Draft Accounting Policies for the Group Statement of Accounts.  The relevant policies only will be extracted from the Group’s Draft Accounting Policies for inclusion in the Chief Constable’s Statement of Accounts. 



The following changes have been made to the draft accounting policies for 2016/17:



Overheads and Support Services – This has been amended in line with changes to the Code of Practice.  These costs are now charged to service segments in accordance with our local arrangements for accountability and financial performance, rather than being apportioned to the SERCOP headings as they were before.



Property, Plant and Equipment – This has had some slight amendments to reflect the measurement bases that are currently in use for the various asset categories.

























	





































Recommendation:



JAC to consider the draft accounting policies for the 2016/17 accounts.  





















Draft Notes to the Accounts 2016/17



1. [bookmark: _Toc455054730]Accounting policies



General Principles 

The Statement of Accounts summarises the Group’s transactions for the 2015/16 financial year and its position at the year-end of 31st March 2016. The Commissioner is required to prepare an annual Statement of Accounts for himself and the Group by the Accounts and Audit (Wales) Regulations 2005 (as amended), which require them to be prepared in accordance with proper accounting practices. These practices primarily comprise the Code of Practice on Local Authority Accounting in the United Kingdom 2015/16 and the Service Reporting Code of Practice 2015/16, supported by International Financial Reporting Standards (IFRS). 

The accounting convention adopted in the Statement of Accounts is principally historical cost, modified by the revaluation of certain categories of non-current assets and financial instruments. 



Prior Period Adjustments, Changes in Accounting Policies and Estimates and Errors 

Prior period adjustments may arise as a result of a change in accounting policies or to correct a material error. Changes in accounting estimates are accounted for prospectively, i.e. in the current and future years affected by the change and do not give rise to a prior period adjustment. 



Changes in accounting policies are only made when required by proper accounting practices or the change provides more reliable or relevant information about the effect of transactions, other events and conditions on the financial position or financial performance of the Group. Where a change is made, it is applied retrospectively (unless stated otherwise) by adjusting opening balances and comparative amounts for the prior period as if the new policy had always been applied. 



Material errors discovered in prior period figures are corrected retrospectively by amending opening balances and comparative amounts for the prior period. 



Accruals of Income and Expenditure 

Activity is accounted for in the year that it takes place, not simply when cash payments are made or received. In particular: 

· Revenue from the sale of goods is recognised when the Group transfers the significant risks and rewards of ownership to the purchaser and it is probable that economic benefits or service potential associated with the transaction will flow to the Group. 

· Revenue from the provision of services is recognised when the Group can measure reliably the percentage of completion of the transaction and it is probable that economic benefits or service potential associated with the transaction will flow to the Group.

· Supplies are recorded as expenditure when they are consumed – where there is a gap between the date supplies are received and their consumption they are carried as inventories on the Balance Sheet.

· Expenses in relation to services received (including services provided by employees) are recorded as expenditure when the services are received rather than when payments are made.

· Interest receivable on investments and payable on borrowings is accounted for respectively as income and expenditure on the basis of the effective interest rate for the relevant financial instrument rather than the cash flows fixed or determined by the contract.

· Where revenue and expenditure have been recognised but cash has not been received or paid, a debtor or creditor for the relevant amount is recorded in the Balance Sheet. Where debts may not be settled, the balance of debtors is written down and a charge made to revenue for the income that might not be collected.



Overheads and Support Services 

[bookmark: _Toc391369497]The costs of overheads and support services are charged to service segments in accordance with the Group’s arrangements for accountability and financial performance.

 

Exceptional Items 

When items of income and expense are material, their nature and amount is disclosed separately, either on the face of the Comprehensive Income and Expenditure Statement (CIES) or in the notes to the accounts, depending on how significant the items are to an understanding of the financial performance of the Group. 



Events after the Balance Sheet date 

Events after the Balance Sheet date are those events, both favourable and unfavourable, that occur between the end of the reporting period and the date when the Statement of Accounts is authorised for issue. Two types of events can be identified: 



· Those that provide evidence of conditions that existed at the end of the reporting period – the Statement of Accounts is adjusted to reflect such events. 

· Those that are indicative of conditions that arose after the reporting period – the Statement of Accounts is not adjusted to reflect such events, but where a category of events would have a material effect, disclosure is made in the notes of the nature of the events and their estimated financial effect. 



Events taking place after the date of authorisation for issue are not reflected in the Statement of Accounts. 



Property, plant and equipment 

Expenditure on the acquisition, creation or enhancement of property, plant and equipment is capitalised on an accruals basis. Expenditure that maintains but does not add to an asset’s potential to deliver future economic benefits or service potential (i.e. repairs and maintenance) is charged as an expense when it incurred. 



Expenditure falling below a de-minimis level of £6,000 per item is treated as Revenue and charged when it is incurred.  



Assets are initially measured at cost and are then carried in the Balance Sheet using the following measurement bases: 

· Assets under construction – depreciated historical cost; 

· Operational Buildings – Depreciated Replacement Cost;

· Surplus assets / Assets Held For Sale – Fair value – reviewed annually; 

· Investment Properties – fair value (reviewed annually every five years); 

· All other assets – fair value (revalued every five years), determined as the amount that would be paid for the asset in its existing use. 



Increases in valuations are matched by credits to the Revaluation Reserve to recognise unrealised gains. The Revaluation Reserve contains revaluation gains recognised since 1st April 2007 only, the date of its formal implementation. Gains arising before that date have been consolidated into the Capital Adjustment Account. 



Assets are assessed at each year-end as to whether there is any indication that an asset may be impaired. Where indications exist and any possible differences are estimated to be material, the recoverable amount of the asset is estimated and, where this is less than the carrying amount of the asset, an impairment loss is recognised for the shortfall. 



Where impairment losses are identified, they are accounted for as follows: 



· Where there is a balance of revaluation gains for the asset in the Revaluation Reserve, the carrying amount of the asset is written down against that balance (up to the amount of the accumulated gains). 

· Where there is no balance in the Revaluation Reserve or an insufficient balance, the carrying amount of the asset is written down against the relevant service lines in the CIES. 



Depreciation

Depreciation is provided for on all Property, Plant and Equipment assets by the systematic allocation of their depreciable amounts over their useful lives.  The useful economic lives and residual value of assets are summarised in the Property, Plant and Equipment note.  



Where an item of Property, Plant and Equipment has major components whose cost is significant in relation to the total cost of the item, the components are depreciated separately. 



The Group has applied the following de-minimis limits, below which, the component is not separately quantified: 



		Life of component (years)

		0-10

		10-15

		15-20

		20-30

		30-40

		Over 40 



		De-minimis (£’000)

		50

		100

		200

		300

		750

		1,000







Revaluation gains are also depreciated, with an amount equal to the difference between current value depreciation charged on assets and the depreciation that would have been chargeable based on their historical cost being transferred each year from the Revaluation Reserve to the Capital Adjustment Account. 



Surplus Assets

Surplus assets are those that are not being actively used in the business (such as vacant properties) and that cannot be classed as “assets held for sale”.  Surplus assets will be measured at fair value at each reporting date, based on the amount at which the asset could be exchanged between knowledgeable parties at arm’s-length. Gains and losses on revaluation are posted to the Financing and Investment Income and Expenditure line in the CIES. The same treatment is applied to gains and losses on disposal. 



Disposals and Non-current Assets Held for Sale 

When it becomes probable that the carrying amount of an asset will be recovered principally through a sale transaction rather than through its continuing use, it is reclassified as an Asset Held for Sale. The asset is revalued immediately before reclassification and then carried at the lower of this amount and fair value less costs to sell. Where there is a subsequent decrease to fair value less costs to sell, the loss is posted to the Other Operating Expenditure line in the CIES. 

Gains in fair value are recognised only up to the amount of any previous losses recognised in the Surplus or Deficit on Provision of Services. Depreciation is not charged on Assets Held for Sale. 



Amounts received for a disposal in excess of £10,000 are categorised as capital receipts. The balance of receipts is required to be credited to the Capital Receipts reserve, and can only be used for new capital investment (or set aside to reduce the Group’s underlying need to borrow – the capital financing requirement). 



Charges to Revenue for Non-Current Assets 

Services, support services and trading accounts are debited with the following amounts to record the cost of holding non-current assets during the year: 

Depreciation attributable to the assets used by the relevant service. 

Revaluation and impairment losses on assets used by the service where there are no accumulated gains in the Revaluation Reserve against which the losses can be written off.

 

Investment property 

Investment properties are those that are used solely to earn rentals and/or for capital appreciation. Investment properties are measured initially at cost and subsequently at fair value, based on the amount at which the asset could be exchanged between knowledgeable parties at arm’s-length. Gains and losses on revaluation are posted to the Financing and Investment Income and Expenditure line in the CIES. The same treatment is applied to gains and losses on disposal. 



Intangible assets 

Expenditure on non-monetary assets that do not have physical substance but are controlled by the Group as a result of past events (e.g. software licences) is capitalised when it is expected that future economic benefits or service potential will flow from the intangible asset to the Group.



Intangible assets are measured initially at cost. Amounts are only revalued where the fair value of the assets held by the Group can be determined by reference to an active market. In practice, no intangible asset held by the Group meets this criterion, and they are therefore carried at amortised cost. 



Amortisation of intangible fixed assets attributable to the service 

The Group is not required to raise council tax to fund depreciation, revaluation and impairment losses or amortisations. However, it is required to make an annual contribution from revenue towards the reduction in his overall borrowing requirement. Depreciation, revaluation and impairment losses and amortisation are therefore replaced by the contribution in the General Fund Balance by way of an adjusting transaction with the Capital Adjustment Account in the Movement in Reserves Statement for the difference between the two. 







Financial Instruments 



Financial Liabilities 

These are initially measured at fair value and are carried at their amortised cost. Annual charges to the Income and Expenditure Statement for interest payable are based on the carrying amount of the liability, multiplied by the effective rate of interest for the instrument. The amount presented in the Balance Sheet is the outstanding principal plus accrued intererantsst. 



Financial Assets 

Loans and Receivables are initially measured at fair value and carried at their amortised cost. Annual credits to the Income and Expenditure Statement for interest receivable are based on the carrying amount of the asset multiplied by the effective rate of interest for the instrument. For most of the loans that the Group has made, this means that the amount presented in the Balance Sheet is the outstanding principal receivable plus accrued interest.   



Foreign currency translation 

Where the Group has entered into a transaction denominated in a foreign currency, the transaction is converted into sterling at the exchange rate applicable on the date the transaction was effective. 



Inventories 

Inventories are included in the balance sheet at current cost price. International Accounting Standard (IAS) 2 states that Inventories should be measured at the lower of cost and net realisable value. The policy does not therefore comply with IAS 2 but the difference is not material. 



Cash and Cash Equivalents

Cash is represented by cash in hand and deposits with financial institutions repayable without penalty on notice of not more than 24 hours. 

Cash equivalents are short term, highly liquid investments held at the balance sheet date that are readily convertible to known amounts of cash on the balance sheet date and which are subject to an insignificant risk of changes in value. 



Provisions

Provisions are made where an event has taken place that gives the Group a legal or constructive obligation that probably requires settlement by a transfer of economic benefits or service potential, and a reliable estimate can be made of the amount of the obligation. 



Reserves 

Amounts set aside for purposes falling outside the definition of provisions are considered as reserves.  Revenue reserves are available to finance expenditure.  Certain capital reserves created as a result of the capital accounting scheme are not available to meet current expenditure and include:



· Revaluation Reserve which records the accumulated gains on the fixed assets held by the Group arising from increases in value, to the extent that these gains have not been consumed by subsequent downward movements in value;



· Capital Adjustment Account, which provides a balancing mechanism between the different rates at which assets are depreciated and are financed through the capital controls system, by accumulating:

· On the debit side – the write-down of the historical cost of fixed assets as they are consumed by depreciation and impairments or written off on disposal;

· On the credit side – the resources that have been set aside to finance capital expenditure.



Collaborative Arrangements

CIPFA issued new guidance on “Accounting for Collaboration” applicable for the 2014/15 financial year onwards. This required the Commissioner and Force to assess all collaborative activity and categorise these into either joint operations or joint ventures and account for their fair share of expenditure, income, assets and liabilities in their individual accounts.  Further details can be found under the Collaborative Arrangements note.



Employee benefits 

Benefits Payable During Employment 

Short-term employee benefits are those due to be settled within 12 months of the year-end. They include such benefits as wages and salaries, paid annual leave and paid sick leave, bonuses and non-monetary benefits (e.g. cars) for current employees and are recognised as an expense for services in the year in which the employees render service. An accrual is made for the cost of holiday entitlements (including time off in lieu and flexi leave) earned by employees but not taken before the year-end, which employees can carry forward into the next financial year. The accrual is made at salary rates applicable in the following accounting year, being the period in which the employee takes the benefit. The accrual is charged to Surplus or Deficit on the Provision of Services, but then reversed out through the Movement in Reserves Statement so that holiday benefits are charged to revenue in the financial year in which the holiday absence occurs. 



Termination Benefits 

Termination benefits are amounts payable as a result of a decision by the Commissioner and Chief Constable to terminate an officer’s employment before the normal retirement date or an officer’s decision to accept voluntary redundancy. 

Where termination benefits involve the enhancement of pensions, statutory provisions require the General Fund balance to be charged with the amount payable by the Group to the pension fund or pensioner in the year, not the amount calculated according to the relevant accounting standards. In the Movement in Reserves Statement, appropriations are required to and from the Pensions Reserve to remove the notional debits and credits for pension enhancement termination benefits and replace them with debits for the cash paid to the pension fund and pensioners and any such amounts payable but unpaid at the year-end. 



Post-Employment Benefits 

Police officers and police staff have the option of belonging to one of two separate pension schemes relevant to them:

· Police Officers Pension Scheme, administered through a Police Pension Fund 

· Local Government Pensions Scheme, administered by Carmarthenshire County Council. 

Both schemes provide defined benefits to members (retirement lump sums and pensions), earned as employees worked for the Group. 

This Police Officer Pension scheme is “unfunded” which means that no investment assets are built up to pay pensions and other benefits in the future, and therefore no provision to meet the liability for future payments of benefits is included in the balance sheet. The liabilities of the Local Government Scheme that are attributable to the Group are included in the Balance Sheet on an actuarial basis using the projected unit method – i.e. an assessment of the future payments that will be made in relation to retirement benefits earned to date by employees, based on assumptions about mortality rates, employee turnover rates etc. and projections of earnings for current employees. 



Discretionary Benefits

The Commissioner and Chief Constable also have restricted powers to make discretionary awards of retirement benefits in the event of early retirements. Any liabilities estimated to arise as a result of an award to any member of staff are accrued in the year of the decision to make the award and accounted for using the same policies as are applied to the Local Government Pension Scheme. 



Government grants and contributions 

Whether paid on account, by instalments or in arrears, government grants and third party contributions and donations are recognised as due to the Group when there is reasonable assurance that: 



· The Group will comply with the conditions attached to the payments; and 

· The grants or contributions will be received. 



Monies advanced as grants and contributions for which conditions have not been satisfied are carried in the Balance Sheet as creditors. When conditions are satisfied, the grant or contribution is credited to the relevant service (attributable revenue grants and contributions) or Taxation and Non-Specific Grant Income (non-ring fenced revenue grants and all capital grants) in the CIES. 



Where capital grants are credited to the CIES, they are reversed out of the General Fund Balance in the Movement in Reserves Statement. Where the grant has yet to be used to finance capital expenditure, it is posted to the Capital Grants Unapplied reserve. Where it has been applied, it is posted to the Capital Adjustment Account. Amounts in the Capital Grants Unapplied reserve are transferred to the Capital Adjustment Account once they have been applied to fund capital expenditure. 



Leases 

The rentals payable/receivable are charged to the CIES on an accruals basis.



Private Finance Initiatives (PFI) and Similar Contracts 

PFI and similar contracts are agreements to receive services, where the responsibility for making available the property, plant and equipment needed to provide the services passes to the PFI contractor. As the Group is deemed to control the assets that are provided under its PFI scheme, and as ownership of the property, plant and equipment will pass to the Group at the end of the contract for no additional charge, the Group carries the assets used under the contract on its Balance Sheet as part of property, plant and equipment. 

The original recognition of these assets at fair value (based on the cost to purchase the property, plant and equipment) was balanced by the recognition of a liability for amounts due to the scheme operator to pay for the capital investment.

Non-current assets recognised on the Balance Sheet are revalued and depreciated in the same way as property, plant and equipment owned by the Group. 

The amounts payable to the PFI operator each year are analysed into five elements: 

· Fair value of the services received during the year;

· Finance cost;

· Contingent rent; 

· Payment towards liability; 

· Lifecycle replacement costs. 



However during the year the Group’s PFI was terminated.  Further details on the accounting treatment of the termination of the PFI and subsequent recognition of the asset in the accounts is provided under the “Private Finance initiatives and similar contracts” note. 



Value Added Tax (VAT) 

VAT payable is included as an expense only to the extent that it is not recoverable from Her Majesty’s Revenue and Customs by the Group. VAT receivable is excluded from income.
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Introduction

This Annual Governance Statement is a statutory document that has been prepared by the Chief Constable of Dyfed Powys Police. It provides a high level summary of the Governance arrangements that have been in place for the 2016/17 financial year and reports on the outcome of the reviews of the effectiveness of the system of internal control and governance that have been undertaken during the year.  It also contains details of the risks and gaps identified as part of this process and the actions that are planned in order to improve governance.

Scope of responsibility 

The Police and Crime Commissioner Election was held in May 2016 and this resulted in a change, with Mr Dafydd Llywelyn becoming Police and Crime Commissioner for Dyfed Powys. Mr Mark Collins was appointed by the Police and Crime Commissioner as the Chief Constable (CC) for Dyfed Powys in October 2016; replacing the previous CC Mr Simon Prince. As CC, he is responsible for maintaining the Queen‘s Peace, and has direction and control over the Force‘s officers and staff. 

He holds Office under the Crown, and is accountable to the law for the exercise of police powers, and to the PCC for the delivery of efficient and effective policing and for the management of resources and expenditure by the Police Force.  At all times the CC, his constables and staff, remain operationally independent in the service of the communities that they serve. 

The CC delivers operational policing in the Dyfed Powys area in accordance with the law and to proper standards. He has a duty to ensure that public money is safeguarded, properly accounted for and used economically, efficiently and effectively.  

Overview of Police Governance

The CC is established under legislation as a legal entity or corporation sole in his own right. He has in place a governance framework that supports the effective exercise of his functions and for the management of risk. 

The governance framework has been in place at the Force throughout the year however the arrangements have been reviewed and amended as the year has progressed. The Force has undertaken a comprehensive review of governance arrangements internally. The main changes that have been implemented as a result are as follows:

· Policing Board meetings with the PCC are held on fortnightly rather than weekly basis.

· Police Accountability Board meetings with the PCC are held on a quarterly rather than monthly basis.

· Since January 2017, the Force holds Chief Officer Group meetings on a weekly rather than on a monthly basis.

· The Force is now holding a Force Executive Board each quarter with the first meeting taking place in March 2017.

· The Commissioner has drafted a new Police and Crime Plan during the year. A delivery plan is being formulated by the Chief Constable which will underpin delivery arrangements going forward.

An overview of the Governance Arrangements in being for the CC is shown below;

[image: ]

This Annual Governance Statement includes a summary of the governance arrangements in place for the CC for each of the seven core principles of good governance as identified in the revised “Delivering Good Governance Guidance notes for Policing Bodies in England and Wales - 2016 Edition”.

Core Principle A – behaving with integrity, demonstrating strong commitment to ethical values and respecting the rule of law

The Policing Protocol 2011 requires all parties to abide by the seven Nolan principles and these are central to the conduct and behaviour of all. The PCC handles complaints and conduct matters in relation to the CC and monitors complaints against officers and staff. All police officers, including Chief Officers, are subject to the Police Conduct and Performance Regulations – Police (Conduct) Regulations 2008, Police (Performance) Regulations 2008, Police (Complaints and Misconduct) Regulations 2008 and the relevant provisions of the Police (Amendment) Regulations 2008

The Force has a published a Code of Conduct for Police Staff which defines the standards of behaviour expected of staff and the disciplinary procedure which would be adopted should the standards not be adhered to.  Staff are made aware during their induction of how they are expected to conduct themselves in a professional capacity and the disciplinary process that they would be subjected to if these Codes were breached.

The Force has fully embedded and embraced the “Code of Ethics” and has linked this directly to its vision mission and values. This work was progressed through a working group to ensure that this was embedded from the “ground up” within the organisation. Further work was undertaken to assess the leadership changes that are necessary to be implemented alongside this and to ensure that the change in culture sticks so that officers and staff are empowered to “do the right thing” in their dealings with the public and victims. This included refreshing the Force’s vision, mission and value statements. The “Ethics” Committee” has a direct link to the Chief Constable and receives referrals from officers and staff for due consideration and action.

The Professional Standards Anti-Corruption Unit (ACU) is responsible for oversight of gifts and hospitality arrangements within the Force, issues gifts and hospitality guidance and maintains an online Gifts and Hospitality Register.  The ACU actively monitors any gifts and hospitality received and provides advice to officers on the realms of acceptability.  Professional Standards, via its Marking Plan, raises awareness of gifts and hospitality recording requirements.

The Professional Standards Department has responsibility for a Business Interests and Secondary Employment Policy.  This Policy aims to ensure that no police officer or staff member has a business interest or secondary employment that adversely affects or acts as a conflict of interest with their role in the Force.

The Professional Standards Department records and investigates complaints made by members of the public about police officers and police staff.  It also investigates internal misconduct matters relating to police officers and coordinates investigation of on-duty criminal offences relating to police officers and police staff. The findings of a review of the Professional Standards Department were implemented during 2015/16 and some considerable improvements in the timeliness and completion of reviews can be evidenced.  The Force maintains a strong working relationship with the IPCC which has a wide remit in terms of investigation and complaints.

Dyfed Powys was one of the first Forces to introduce a bespoke online system – the Dissatisfaction System (dis-sat) for the recording of low level dissatisfaction.  It gives responsibility to local policing areas to record and deal with low level dissatisfaction at source – this is in line with the ethos of the IPCC Statutory Guidance of ”getting things right first time” and it prevents matters being unnecessarily introduced into the formal legislative complaints process. 

The Force has a multi-departmental Learning the Lessons Working Group which is coordinated by the Legal and Compliance Directorate and chaired by the Deputy CC.  The forum allows all Departments but in particular the Professional Standards Department, to bring forward issues where learning has been identified (e.g. through public complaints or conduct investigations) and whereby lessons can be promulgated to the Force as is necessary.

The Force has for many years operated a “Safecall” facility which provides a phone based system which is run by a private company for the confidential reporting of corrupt or unethical behaviour. The take up in terms of usage of this facility has traditionally been very low as people have tended not to want to telephone on the false assumption that they would be talking directly to a member of staff in PSD. In addition therefore the Force operates a “Bad Apple” facility which provides an internal, web based system through which staff can raise concerns around corruption anonymously and online.

Having such confidential whistleblowing and complaints procedures in place encourages staff and the public to feel confident in raising concerns and to question and act upon their concerns in practice.  It provides avenues for concerns to be raised in confidence and receive feedback on any action taken.

The Force has strict rules over procurement and vetting and also supplements this with financial probity/ audit, anti-corruption/ probity work and legal advice to ensure that conflicts of interest or breaches in meeting legal requirements or standards of professional conduct are reported and investigated.

Core Principle B – ensuring openness and comprehensive stakeholder engagement

The public are regularly consulted with and individuals are encouraged from all sections of the community to engage with, contribute to and participate in the work of the Force. Dyfed-Powys Police ‘Community Messaging’ (DPCM) is available Force-wide.  DCPM is a system which enables the Force to issue fast time messages to the public, and thereby enables the public to play a part in policing.

The Force works with its local partners in collaboration across Health, Local Government, Fire and Rescue, and the Third Sector across a number of key strands of its work and attends regular meetings with them e.g. Public Service Boards.

Victim satisfaction surveys are undertaken by interviewing a randomly selected sample of members of the public that have had contact with the Force.  The survey provides the Force with valuable feedback about the experiences, perceptions and views of victims of crime and anti-social behaviour, which is invaluable in shaping the services provided.

Neighbourhood Policing Teams regularly interact with the public to consider and respond to their local concerns and emerging policing issues. Force Tasking Meetings focus resources operationally using the National Intelligence Model based upon the Strategic Assessment and Police and Crime Plan priorities. A THRIVE (Threat, Harm, Risk, Investigation, Vulnerability and Engagement) assessment process is applied in determining operational policing response requirements. 

Crime Survey for England and Wales confidence data is published quarterly by the PCC.  This provides an independent assessment of public perception and this is contextualised to be comparable to other parts of the country. The results of such surveys are reported to the public via quarterly reporting of progress against the Police and Crime Plan.

Until recently, the PCC led in terms of strategic public consultation and engagement activity. This work is now done jointly by the PCC and CC with the Force investing in increased Corporate Communications capacity during the year.  The Force utilises the outcomes of public engagement and consultation exercises to inform operational policing delivery and broader strategic policing requirements. The PCC and CC have media strategies to ensure that priorities are communicated to the public.

The Force has an Embracing Diversity Board to promote equality in its approach to policing and in the way it deals with its diverse workforce. The Dyfed-Powys Police Independent Advisory Group (IAG) provides the valuable role of critical friend to the Force and the Office of the Police and Crime Commissioner (OPCC). It is a forum where independent advisors can give independent advice about specific issues identified by the Police and the OPCC. The role of the IAG is not one of scrutiny, but provides a safeguard against disadvantaging any section of our communities through a lack of understanding, ignorance or mistaken belief. The IAG consists of a cross-representation of the area’s diverse communities of interest, in terms of age, gender, gender reassignment, disability, race, religion or belief, sexual orientation, and Welsh language.

The IT Strategy recognised the potential that social media has to receive feedback from and provide information to the public. The Force has developed a range of engagement tools and is encouraging officers and staff to engage with the public on social media such as through Twitter, Facebook and Instagram regarding key events, to provide specific information or regarding operational incidents particularly where the help of the public is sought. The public can also rate and comment upon the services provided by Dyfed Powys Police online and any comments or issues are followed up and considered by staff and officers.

A joint “Public Service Bureau” has been established by the CC and PCC to consider and respond to public feedback and concerns raised by the public on matters of service delivery. 

The “School Liaison Programme” provides a further mechanism for engagement and interaction with young people and children and this is used to inform long term crime prevention and harm reduction strategies. 

The CC is committed to maintaining a clear, effective and robust accountability framework through the Chief Officer Group and Policing Board.  The Policing Board allows the CC to exercise his role in a transparent manner, providing a forum for accountability and decision making about issues central to the efficient functioning of the Force. 

All decisions made by Chief Officer Group and Policing Board are properly documented, published on the Force and OPCC websites and available for inspection at any time.  Such a process ensures that relevant legal, financial and other considerations are properly recorded and considered prior to a decision being taken.  The Publication Scheme establishes the means by which information relating to decisions is made available to local people, with those of greater interest receiving the highest level of prominence, except where operational and legal constrains exist.

The Force publishes details of all procurement contracts valued over £25K and transactions over £500 on-line and all payments made to senior staff and officers are published in the Annual Statement of Accounts and online on a quarterly basis. The Force has a Freedom of Information unit that supports responses to specific information requests. The Force employs 3 professionally qualified procurement staff to ensure compliance with lawful and transparent procurement processes.

The Force engages widely with its own staff through surveys, staff representatives, staff networks, and its chaplaincy service.

Core Principle C – defining outcomes in terms of sustainable economic, social and environmental benefits

As at April 2016, the priorities for policing in the local area were detailed in the Police and Crime Plan (PCP). A PCP document was compiled by the previous PCC in consultation with the CC and published. This PCP had focussed on six priorities namely:

1. Preventing and dealing with incidents and crime

2. Protecting vulnerable people

3. Bringing people to justice

4. Enhancing access to policing services

5. Ensuring high standards of professionalism

6. Spending wisely

These priorities have remained relevant over the course of the year and much of the scrutiny that has been undertaken by the PCC of the Force during 2016/17 has focussed on these areas. 

With the appointment of the new CC and PCC over the course of the year, the PCP has been updated and a draft Plan has now been produced following significant consultation with the public and staff internally. The priorities take account of the views of local people and partners as well as the PCC’s priorities as the elected representative. The PCC and CC also take account of Strategic Policing Requirements issued by the Home Secretary. 

The PCP is an important document that sets out four priorities and five key delivery principles for the PCC namely:

		Priorities

		Delivery Principles



		Keeping Communities Safe

		Delivering Value for Money



		Safeguarding the Vulnerable

		Public Engagement



		Protecting our communities

		Working Together



		Connecting with communities

		Supporting Victims



		

		Equality and Fairness







The CC is responsible for supporting the PCC in the delivery of the priorities set out in the Police and Crime plan. His operational delivery, performance monitoring frameworks and financing decisions focus on these priorities. In addition, the CC has established the following key priorities that have arisen from the ideas and thoughts of staff about how we can improve and deliver the best policing service for our communities. These priorities are: 

 1.       To support and protect the most vulnerable in our communities.

2.       To improve standards across the organisation – doing the basics brilliantly!

3.       To improve victim satisfaction and confidence in Policing.



These priorities set out what the CC expects staff to be focussing on delivering on a daily basis; in every contact with communities, partners and stakeholders. 

The Force is working with partners to meet the requirements of the Well-being of Future Generations (Wales) Act 2015. The Act establishes Public Services Boards (PSB) for each local authority area in Wales. The Members of the Board include the Local Authority, the Local Health Board, the Welsh Fire and Rescue Authority and Natural Resources Wales. The Chief Constable is an invited participant.  The role of the PSB is to improve the economic, social, environmental and cultural well-being of its area by assessing the state of these aspects of well-being and setting objectives that are designed to maximise the PSBs contribution to the well-being goals.

It has a number of activities that are consistent with the principles of the Act including crime prevention activities e.g. offender management and school liaison and sustainability projects e.g. car sharing policy, cycle to work scheme, joint premises, energy efficiency schemes, biomass boilers, Carbon Trust feasibility studies, black boxes in cars and a range of other policy initiatives including Welsh Language Standards.





Core Principle D – determining the interventions necessary to optimise the achievement of the intended outcomes

The PCP sets out the PCC’s and CC’s intended outcomes and the Force Control Strategy and service delivery plan supports the delivery of this. The Policing Board sits at the heart of the governance arrangements in Dyfed Powys Police. The Policing Board meets every two weeks and the papers focus on the above PCP Priorities. A Police Accountability Board has met on a quarterly basis and focusses in more depth on one particular priority. This is a public meeting. The papers from this meeting flow through to the Police and Crime Panel meeting which scrutinises the performance of the PCC.

The CC exercises governance over the Force predominantly through the Chief Officer Group and Force Executive Board.  These groups enable the CC to maintain oversight of operational policing matters, risks, projects, operational performance and financial/ VFM outcomes. 

Chief Officers receive a formal briefing once a week on key operational matters from senior police officers. The CC has his own Force Performance events which also focus on PCP priorities the structure and contents of which are currently under review as part of a wider reconsideration of Force governance. The PCC and CC have media strategies to ensure that priorities are communicated to the public.

Neighbourhood Policing Teams regularly interact with the public to consider and respond to their local concerns and emerging policing issues. Force Tasking Meetings focus resources operationally using the National Intelligence Model Based upon the Strategic Assessment and PCP priorities. A THRIVE (Threat, Harm, Risk, Investigation, Vulnerability and Engagement) assessment process is applied in determining operational policing response requirements. 

Job description, role requirements and person specifications exist for all roles within the Force.  An updated Performance Development Review Framework applies to all staff and officers working for the CC. This sets specific objectives for each position holder in the Force. Employees are appraised against these objectives and performance throughout the year although no Reviews have been undertaken in 2016/17.

The CC ensures that, when working in partnership, all employees are clear about their roles and responsibilities both individually and collectively, and in relation to the partnership and the Force. Decision making in relation to such matters are made at the Chief Officer Group and Policing Board.  

The Force has committed at a Strategic level to maximising the use of information technology to streamline processes, to better engage with the public and release capacity amongst officers and staff. This has included expansion of mobile data provision, electronic case file submission to the Crown Prosecution Service, digital interviewing and plans to invest further sums in body worn video and in car telematics. This will also enable the Force to better understand demand and channel scarce policing resources towards strategic priorities at a local level.

Core Principle E – developing the entity’s capacity, including the capability of its leadership and the individuals within it

A Performance Development Review system ensures that objectives are set, performance is reviewed and action plans include any training or development needs.   The “Calon” Senior Leadership Forum is driving enhanced Leadership capacity across the organisation through the delivery of a specific Leadership Programme to the Force’s top 60 police officers and police staff leaders. A Senior Leaders Task Group has also been established with a more limited membership responsible for proposing changes to policy and new initiatives aimed at enhancing the efficiency and effectiveness of the Force.

In response to continuing financial challenges, the Force has developed a four year workforce plan that incorporates workforce changes resulting from the Spending Wisely Programme and this is directly linked to the Medium Terms Financial Plan which is updated regularly to take account of National developments. 

The CC ensures that his officers and staff receive appropriate induction and that training and development programmes are tailored to individual needs and opportunism, linked to the Performance Development Review system. A forward workforce planning mechanism is used to determine longer training capacity and capability needs relative to future demand and priorities.

The Force has a well-developed Coaching and Mentoring Scheme. The Force considers a range of methods to attract and retain appropriate skills including transferees or an initial recruit programme. 

A Force Training Plan ensures that skills are developed on a continuing basis to improve performance including the ability to scrutinise and challenge and to recognise when outside expert advice is needed. The Force has also invested significantly in upskilling the workforce to meet emerging demands including the development of Job families, multiskilling of staff through planned learning and development and the implementation of coaching and mentoring techniques in partnership with other public sector partners locally.

Core Principle F – managing risks and performance through robust internal control and strong public financial management

The risk management strategy establishes how risk is embedded throughout the organisation, with the CC and his staff and officers all recognising that risk management is an integral part of their job.  The risk register is a standing agenda item on Force Executive Board Group meetings and this has been strengthened and improved as a result of an Internal Audit Review of risk management. Programme Management arrangements are established for all major projects in accordance with best practice and any significant risks or issues are escalated via Corporate Risk Management arrangements. Scarce ICT Development Resources are prioritised through Scrum and Sprint methodology which matched planned developments to resources available over a four week cycle.

As well as the Policing Board and Police Accountability Board arrangements set out above, the CC has his own Force Performance events and local performance meetings which also focus on PCP priorities the structure and contents of which are currently under review as part of a wider reconsideration of Force governance.

Multi-Agency Risk Assessment Centre (MARAC), Multi Agency Public Protection Arrangements (MAPPA), Offender Management arrangements and Local Safeguarding Boards are established to deal with the operational risks associated with dangerous offenders and protecting the most vulnerable children and adults.

The Financial Management Code of Practice builds on the Policing Protocol and sets out the financial working relationship between the PCC and the CC and their CFO(s), having regard to the role performed by the PCC’s Chief of Staff.  The roles and responsibilities of the CFO(s) are set out in the Financial Management Code of Practice. The Corporate Governance Framework provides further details about the key roles of the PCC, Chief of Staff, CC and the CFO(s) and this has been in operation through the 2016/17 financial year

There are legislative requirements upon the CC to appoint a suitably qualified Chief Finance Officer (CFO) and this has been in place throughout the year.

There is a thorough focus on value for money (VFM) through the analysis of financial data e.g. HMIC VFM profiles to identify areas of high spend and resource to consider the extent to which resources are efficiently channelled towards delivering against PCP priorities. The Force has completed the implementation of the “Public First” programme which has reduced business support function costs and is now implementing a “Spending Wisely Programme” which is focussed upon making further changes to the workforce including workforce modernisation of police officer roles where appropriate and a focus on supervisory ratios. It also involves taking forward further collaboration in procurement and across a range of other operational and business support functions. The focus throughout this time has been to maintain delivery against the Force vision and PCP priorities whilst responding to the significant financial challenges facing the Country.

The Force has engaged with AMs, MPs, partners, staff and external stakeholders including Police and Crime Panel and Joint Audit Committee members in relation to the Medium Term Financial outlook and formula funding issues for the Force at various seminars held during the year.

Core Principle G – implementing good practices in transparency, reporting and audit to deliver effective accountability

The CC is committed to a clear, effective and robust accountability framework through the Chief Officer Group and Policing Board.  The Policing Board allows the CC to exercise his role in a transparent manner, providing a forum for accountability and decision making about issues central to the efficient functioning of the Force. 

All decisions made by Chief Officer Group and Policing Board are properly documented, published on the Force and OPCC websites and available for inspection at any time.  Such a process ensures that relevant legal, financial and other considerations are properly recorded and considered prior to a decision being taken.  The Publication Scheme establishes the means by which information relating to decisions is made available to local people, with those of greater interest receiving the highest level of prominence, except where operational and legal constrains exist.

The Corporate Governance Framework identifies the parameters for decisions-making, including the delegations, financial limits for specific matters and standing orders for contracts. These limits are embedded into the main financial system so that purchase orders are appropriately budgeted and approved at the appropriate level of Authority. The Force publishes details of all contracts over £25K and transactions over £500 on-line and all payments made to senior staff and officers are published in the Annual Statement of Accounts and online on a quarterly basis. The Force employs 3 professionally qualified procurement staff to ensure compliance with lawful and transparent procurement processes.

The decision making protocol sets out principles behind how decisions are taken by, and on behalf of the CC and the standards to be adopted.  This ensures that those making decisions are provided with information that is fit for purpose – relevant, timely and accurate and gives clear explanations of technical issues and their implications.

The National Decision Model is applied to spontaneous incidents or planned operations, by officers or staff within the Force as individuals or teams, and to both operational and non-operational situations.



Internal Audit focusses on compliance with procedures and processes including compliance with the Corporate Governance Framework. Reporting arrangements exist via the Joint Audit Committee and the Corporate Governance Group. 

The CC observes all specific legislative requirements placed upon him, as well as the requirements of general law, and in particular to integrate the key principles of good administrative law – rationality, legality and natural justice into this procedures and decision making processes.

[bookmark: _Toc455055040][bookmark: _Toc455058731]Review of effectiveness

The CC has responsibility for conducting at least annually, a review of the effectiveness of the governance framework, including the system of internal control.   The review of effectiveness is informed by the work of the Corporate Governance Group, managers within the organisation who have responsibility for the development and maintenance of the governance environment, the head of internal audit’s annual report and also by comments made by the external auditor and other review agencies and inspectorates.

Corporate Governance Group

The Corporate Governance Group has been delegated responsibility for undertaking the process of maintaining and reviewing the effectiveness of the governance framework. The Corporate Governance Group has met four times in the last year to collate evidence and assess developments that could be considered to strengthen further corporate governance arrangements in the form of a Corporate Government Matrix, which is structured around the above core principles.  This matrix forms the evidence base for this Annual Governance Statement.

The Group last met on the 1st March 2017 to undertake an Annual Review of the Corporate Governance arrangements and concluded that good progress had been made in taking forward the governance framework during 2016/17 particularly in relation to the following areas:

· A high level post implementation assessment of “Public First” had been completed.

· Work to embed the “Code of Ethics” document and the new mission, vision and values has been completed and leadership development work is ongoing.

· Work to establish Force Governance around Collaboration had been completed.

· The outstanding recommendation in relation to Business Continuity needs had been addressed during 2015/16 and 2016/17.

· Work has been initiated to review Corporate Governance arrangements of the Force and for the PCC was continuing however good progress had been made.

· The Force had received negative press coverage in relation to the scale of relocation expenses paid under the Police Authority’s previous policy in accordance with Police Regulations. These policies have already been amended. 

· An allegation has been referred to the IPCC and deemed suitable for local investigation by the West Mercia Constabulary concerning the consequences or otherwise of a former relationship between senior Force personnel on internal Force matters has been concluded with a case to answer for misconduct.

· The IPCC investigation following referral by the Force into allegations received against the Director of Legal and Compliance has been completed. The allegations relate to payments made by Dyfed Powys Police for legal services over a number of years to a barrister’s chamber where her then husband worked and concluded that there was no case to answer for misconduct. 

Set against this progress the following issues had been noted and the following actions were noted

· The HMIC Peel Inspection that took place in 2016 assessed the Force as “Requires Improvement”. Some considerable work has been undertaken during the year to progress action plans and to better prepare for the 2017 inspection. Delivery of elements of these remains in progress.

· The Force has self-referred details of information security breaches to the Information Commissioner’s Office involving the unintended release of confidential personal data to a third party by the Force. This arose as a result human error and weaknesses in Force systems involving auto population of email addresses.  As a result the Force has taken steps to address these significant issues however a fine of £120,000 was paid in 2016/17.

In considering the Corporate Governance Framework for 2016/17 the Force identified the following areas of improvement and development for action during the 2017/18 year:

· The Force plans to establish a Professional Reference Group of internal staff to advise the Chief Constable in relation to policies and matters in development

· Finalise a Corporate Communications Strategy and utilise Community Profiling tools

· Consider sustainable development principles for all key developments

· Embed the PCP delivery plan into the organisation and governance arrangements

· Finalise the creation of a staff skills and qualifications repository to facilitate best utilisation of available resources and skills

· Develop  the Strategic Workforce plan further and incorporate succession planning and recruitment for our future needs by implementing HMIC Force Management Statement planning processes

· Consider further deep dive work in relation to the Audit of Crime Integrity Data

· A formal PDR process has not been run during 2016/17 and revised arrangements are being implemented for 2017/18.

· Complete the Areas for Improvement included in HMIC Peel inspections to improve the grading across the four strands.

Joint Audit Committee

Joint Audit Committee Members received training on their roles and responsibilities during 2016/17.  Under the terms of reference, the Joint Audit Committee is responsible for conducting, at least annually, a review of the governance framework, including the system of internal audit and the system of internal control.

These reviews are completed and informed by the work of the Corporate Governance Group, internal auditors and also officers and staff within the Force, who have responsibility for the development and maintenance of the governance environment.  In addition comments made by external auditors and other review agencies and inspectorates inform this review.

The Joint Audit Committee met on the 29th of March 2016 to consider the Corporate Governance Framework and this Annual Governance Statement. 

Internal audit

The primary role of internal audit is to give an assurance to the CC on the effectiveness of the controls in place to manage risks.  To this end the Internal Auditor delivers an annual opinion of the effectiveness of the controls reviewed by the internal audit team during the year.  This annual opinion, set out in the annual report of the Internal Auditor, is one of the key sources of evidence in support of the Annual Governance Statement.  With reference to 2016/17 the internal auditor, TIAA Ltd expressed the following opinion;

“I am satisfied that sufficient internal audit work has been undertaken to allow me to draw a reasonable conclusion as to the adequacy and effectiveness of Dyfed Powys Police's risk management, control and governance processes. In my opinion, the OPCC and the Force has adequate and effective management, control and governance processes to manage the achievement of its objectives.”

The Joint Audit Committee received two reports providing a limited assurance rating in relation to internal controls and these were in respect of the Public Service Bureau and Creditor Payments. All other audits conducted during 2016/17 received an overall assurance rating of reasonable or substantial and all of the highest priority agreed actions have been completed. Progress with implementing Audit recommendations is monitored by the Joint Audit Committee.

External Audit

The external auditor, the Wales Audit Office audits the financial statements of the CC and also reviews this Annual Governance Statement.  External audit plans and reports, including the Annual Audit letter, are considered by the Joint Audit Committee at appropriate times in the annul cycle of meetings. 

Her Majesty’s Inspectorate of Constabulary (HMIC)

The role of the HMIC is to inspect policing in the public interest and promote improvement in policing to make everyone safer.  HMIC also provides advice and support to the tripartite partners (Home Secretary, PCC and Forces) and play an important role in the development of future leaders. 

During 2016/17, the Force experienced a significant level of HMIC Inspection activity. The Police Effectiveness, Efficiency and Legitimacy Programme have all reported with the Force being graded as “Requiring Improvement” overall and against each area.

HMIC Inspection activity does provide an important level of governance and assurance over the management of the Force, but the busy pace of Inspection activity over the last year has resulted in the Force putting in place additional arrangements to co-ordinate and manage all HMIC related work within the Force.  

HMIC reports are sent to the CC for consideration and appropriate action.  HMIC, working, alongside the Wales Audit Office play a key role in informing the PCC and the public on the operational efficiency and effectiveness of the Force and, in so doing, facilitate the accountability of the CC to the public. Updates and significant actions undertaken as a result of the HMIC activities are reported and monitored through the Chief Officer’s Group and the Joint Audit Committee. 

Significant governance issues and actions

The Corporate Governance Framework was fully updated early in 2015/16 and this completes the action that was outstanding from the 2014/15 Annual Governance Statement.  The CC has concluded that the governance framework was adequate in terms of the 2016/17 year however has recognised that it is in need of review and updating in the light of recent developments and the election of a new PCC.

The Force has been advised on the implications of the results of the review of the effectiveness of the governance framework by the Corporate Governance Group, the Joint Audit Committee and that the arrangements continue to be regarded as fit for purpose. The areas already addressed during the year and those to be specifically addressed with new actions planned to strengthen these arrangements further are outlined below.

		Governance area

		Action



		Core Principle B – ensuring openness and comprehensive stakeholder engagement

		The Force plans to establish a Professional Reference Group of internal staff to advise the Chief Constable in relation to policies and matters in development



		Core Principle B – ensuring openness and comprehensive stakeholder engagement

		Finalise a Corporate Communications Strategy and utilise Community Profiling tools



		Core Principle C – defining outcomes in terms of sustainable economic, social and environmental benefits

		Consider sustainable development principles for all key developments



		Core Principle D – determining the interventions necessary to optimise the achievement of the intended outcomes

		Embed the PCP delivery plan into the organisation and governance arrangements



		Core Principle E – developing the entity’s capacity, including the capability of its leadership and the individuals within it

		Develop  the Strategic Workforce plan further and incorporate succession planning and recruitment for our future needs by implementing Force Management Statement planning processes



		Core Principle E – developing the entity’s capacity, including the capability of its leadership and the individuals within it

		A formal PDR process has not been run during 2016/17 and revised arrangements are being implemented for 2017/18.



		Core Principle E – developing the entity’s capacity, including the capability of its leadership and the individuals within it

		Finalise the creation of a staff skills and qualifications repository to facilitate best utilisation of available resources and skills



		Core Principle F – managing risks and performance through robust internal control and strong public financial management

		Complete the Areas for Improvement included in HMIC Peel inspections to improve the grading across the four strands.



		Core Principle G – implementing good practices in transparency, reporting and audit to deliver effective accountability

		Consider further deep dive work in relation to the Audit of Crime Integrity Data







Declaration

We propose over the coming year to take steps to address the above matters to further enhance our governance arrangements.  We are satisfied that these steps will address the need for improvements that were identified in our reviews of effectiveness over the year and will monitor their implementation and operation as part of our next annual review.

		Signed:

		Signed:

		Signed:



		

		

		



		

		

		



		

		

		



		Mark Collins

		Edwin Harries

		Gawain Evans



		Chief Constable

Date:

		Chief Finance Officer

Date:

		Chair of the Joint Audit Committee

Date:
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PURPOSE: JOINT AUDIT COMMITTEE SCRUTINY 





Timing: Prior to start of 2017/18 Financial Year







Title: Treasury Management Strategy Statement for 2017/18





                            

Category of Decision / Business Area Impact: Finance





Executive Summary: 



The Home Office Financial Management Code of Practice states that the PCC is directly responsible for loans, investments and for borrowing money. The Chief Finance Officer of the PCC should decide what investments are to be made locally and approve any borrowing. Decisions on Capital Financing and Borrowing also form part of the PCC’s responsibility.



Through locally agreed financial regulations and a Corporate Governance Framework the daily management of Loans and Investments in compliance with the approved polices could be undertaken by the Police Force CFOs staff. 



All loans and investment should be arranged in line with best practice as embodied in the CIPFA Code of Practice on Treasury Management and all borrowing undertaken should comply with the CIPFA prudential Code for Capital Finance in Local Authorities.



The Chartered Institute of Public Finance and Accountancy’s Code of Practice for Treasury Management in Public Services requires the determination of the Treasury Management Strategy Statement (TMSS) on an annual basis. The TMSS also includes the Annual Investment Strategy that is a requirement of the Welsh Government’s Investment Guidance.



This document sets out the policies and procedures the PCC has in place for meeting these statutory requirements for the 2017/18 year.



























	









































Recommendation:



For consideration and comment by the Joint Audit Committee.
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Report of Chief Financial Officer of the PCC





Treasury Management Strategy and Investment Policy



1. Purpose of Report

The Chartered Institute of Public Finance and Accountancy’s Treasury Management in the Public Services; Code of Practice 2011 edition (the CIPFA code) requires the PCC to approve a treasury management strategy before the start of each financial year.

In addition, the Welsh Government (WG) issued revised Guidance on Local Authority Investments in March 2010 that requires the PCC to approve an investment strategy before the start of each financial year.

This report fulfils the PCC’s legal obligation under the Local Government Act 2003 to have regard to both the CIPFA Code and the WG Guidance.

The PCC has invested substantial sums of money and is therefore exposed to financial risks including the loss of invested funds and the revenue effect of changing interest rates.  The successful identification, monitoring and control of risk are therefore central to the PCC’s treasury management strategy.

In accordance with the WG Guidance, the PCC will be asked to approve a revised Treasury Management Strategy Statement should the assumptions on which this report is based change significantly. Such circumstances would include, for example, a large unexpected change in interest rates or in the level of its investment balance.

The PCC’s Chief Financial Officer (CFO) should implement and monitor the treasury management policies and procedures in line with the CIPFA code and other professional guidance.

2. External Context

2.1	External Context

The major external influence of the Treasury Management Strategy for 2017/18 will be the UK’s progress in negotiating a smooth exit from the European Union. Financial markets, wrong-footed by the referendum outcome, have since been weighed down by uncertainty over whether leaving the Union also means leaving the single market.  Negotiations are expected to start once the UK formally triggers exit in early 2017 and last for at least two years. Uncertainty over future economic prospects will therefore remain throughout 2017/18.

The fall and continuing weakness in sterling and the near doubling in the price of oil in 2016 have combined to drive inflation expectations higher.  The Bank of England is forecasting that Consumer Price Inflation will breach its 2% target in 2017, the first time since late 2013, but the Bank is expected to look through inflation overshoots over the course of 2017 when setting interest rates so as to avoid derailing the economy.



2.2	Credit outlook

Markets have expressed concern over the financial viability of a number of European banks recently. Sluggish economies and continuing fines for pre-crisis behaviour have weighed on bank profits, and any future slowdown will exacerbate concerns in this regard.



Bail-in legislation, which ensures that large investors including local authorities and PCCs will rescue failing banks instead of taxpayers in the future, has now been fully implemented in the European Union, Switzerland and USA, while Australia and Canada are progressing with their own plans. The credit risk associated with making unsecured bank deposits has therefore increased relative to the risk of other investment options available to the PCC; returns from cash deposits however continue to fall.



2.3	Interest rate forecast

The PCC’s treasury adviser Arlingclose’s central case is for UK Bank Rate to remain at 0.25% during 2017/18. The Bank of England has, however, highlighted that excessive levels of inflation will not be tolerated for sustained periods. Given this view and the current inflation outlook, further falls in the Bank Rate look less likely. Negative Bank Rate is currently perceived by some policymakers to be counterproductive but, although a low probability, cannot be entirely ruled out in the medium term, particularly if the UK enters recession as a result of concerns over leaving the European Union.



For the purpose of setting the budget, it has been assumed that new investments will be made at an average rate of 0.35% with an average cash balance of £28.740m for the year.

2.4	Local Context

On 30th September 2016, the Commissioner held £2.378m of borrowing and on the 28th February 2017, investments totalled £29.836m. This is set out in further detail at Appendix A.  Forecast changes in these sums are shown in the balance sheet analysis in table 1 below.




Table 1: Balance Sheet Summary and Forecast

		 

		31.3.16

		31.3.17

		31.3.18

		31.3.19

		31.3.20



		

		Actual

		Estimate

		Forecast

		Forecast

		Forecast



		

		£m

		£m

		£m

		£m

		£m



		Total CFR *

		0

		0

		0

		3.5

		7.2



		Less: External borrowing **

		-2.3

		-2.3

		-2.1

		-5.4

		-8.9



		Less: Usable reserves

		-32.9

		-26.0

		-16.9

		-10.8

		-8.3



		Less: Working capital

		-2.8

		-1.5

		-1.5

		-1.5

		-1.5



		Investments (or New borrowing)

		-38.0

		-29.8

		-20.5

		-14.2

		-11.5







* finance leases, PFI liabilities and transferred debt that form part of the PCC’s total debt

** shows only loans to which the PCC is committed and excludes optional refinancing

The underlying need to borrow for capital purposes is measured by the Capital Financing Requirement (CFR), while usable reserves and working capital are the underlying resources available for investment.  The Commissioner’s current strategy is to maintain borrowing and investments below their underlying levels, sometimes known as internal borrowing

The Commissioner has an increasing CFR from 2018/19 onwards in order to meet the demands of the capital programme and will therefore borrow up to £7.4m over the forecast period.



CIPFA’s Prudential Code for Capital Finance in Local Authorities recommends that the PCC’s debt should be lower than its highest forecast CFR over the next three years.



It should be noted that external debt is higher than the CFR in 2016/17.  This is due to the CFR reducing more than we expected when we initially took out the long-term loans that we hold (all are dated pre 1990).  Repayment premiums on these Public Works Loan Board debts are prohibitive and therefore it is more cost effective to continue to carry these loans rather than pay them off early.  In addition, the PCC receives a grant contribution towards the costs of pre 1990 debt financing at 51% of the costs of the remaining notional interest payments and minimum revenue repayment.





3. Borrowing Strategy

As mentioned earlier, the PCC currently holds £2.278 million of loans, a decrease of £0.144 million on the previous year, as part of its strategy for funding previous years’ capital programmes.  The PCC does not expect to need to borrow in 2017/18.  The PCC may however borrow to pre-fund future years’ requirements, providing this does not exceed the authorised limit for borrowing.

The PCC’s chief objective when borrowing money is to strike an appropriately low risk balance between securing low interest costs and achieving certainty of those costs over the period for which funds are required.  The flexibility to renegotiate loans should the PCC’s long-term plans change is a secondary objective.

The PCC may borrow short-term loans (normally for up to one month) to cover unexpected cash flow shortages.

3.1	Sources

The approved sources of long-term and short-term borrowing are:

· Public Works Loan Board (PWLB) and any successor body;

· any institution approved for investments (see below);

· any other bank or building society authorised to operate in the UK;

· UK public and private sector pension funds (except Dyfed-Powys Pension Fund);

· capital market bond investors;

· Special purpose companies created to enable local authority bond issues.

In addition, capital finance may be raised by the following methods that are not borrowing, but may be classed as other debt liabilities:

· operating and finance leases;

· hire purchase ;

· sale and leaseback.



Previously, all long-term borrowing has been raised from the PWLB but it continues to investigate other sources of finance, such as local authority loans and bank loans that may be available at more favourable rates.

All borrowing will need the approval of the CFO PCC or the CFO CC (only in circumstances where the CFO PCC is unavailable).

The PCC’s capital expenditure plans imply that there will be a need to borrow in financial years 2018/19 to 2023/24.  Reserve levels are forecast to fall to £8.330m in 2023/24 as capital reserves / receipts are used to finance capital expenditure. 

4. Investment Strategy

The PCC holds significant invested funds, representing income received in advance of expenditure plus balances and reserves held.  In the past 12 months, the PCC’s investment balance has ranged between £28 and £45 million. Due to the utilisation of reserves to fund the capital programme investment balances are expected to reduce in 2017/18.

Both the CIPFA Code and the WG Guidance require The PCC to invest its funds prudently, and to have regard to the security and liquidity of its investments before seeking the highest rate of return, or yield.  The objective when investing money is to strike an appropriate balance between risk and return, minimising the risk of incurring losses from defaults and the risk receiving unsuitably low investment income.

Negative Interest Rates: If the UK enters into a recession in 2017/18, there is a small chance that the Bank of England could set its Bank Rate at or below zero, which is likely to feed through to negative interest rates on all low risk, short-term investment options. This situation already exists in many other European countries. In this event, security will be measured as receiving the contractually agreed amount at maturity, even though this may be less than the original amount invested.

Given the increasing risk and continued low returns from short-term unsecured bank investments, the PCC aims to further diversify into more secure and/or higher yielding asset classes during 2017/18.  This is especially the case for the estimated £5m that is available for longer-term investment. The PCC’s surplus cash is invested in a number of different investment types including short-term unsecured bank deposits, certificates of deposit and secured bank deposits.  This diversification will represent a continuation of the new strategy adopted in 2016/17.

4.1	Approved Counterparties

The PCC may invest its surplus funds with any of the counterparty types in table 2 below, subject to the cash limits (per counterparty) and the time limits shown.

The combined secured and unsecured investments in any one bank will not exceed the cash limit for secured investments.

Counterparty limits will be reviewed on a quarterly basis and will be amended if necessary dependent on investment balances.




Table 2: Approved Investment Counterparties and Limits

		Credit Rating

		Banks /Building Societies Unsecured

		Banks

Secured

		Government

		Corporates

		Registered Providers



		UK Govt

		n/a

		n/a

		£ Unlimited

50 years

		n/a

		n/a



		AAA

		£3m

 5 years

		£3m

20 years

		£3m

50 years

		£1.5m

 20 years

		£1.5m

 20 years



		AA+

		£3m

5 years

		£3m

10 years

		£3m

25 years

		£1.5m

10 years

		£1.5m

10 years



		AA

		£3m

4 years

		£3m

5 years

		£3m

15 years

		£1.5m

5 years

		£1.5m

10 years



		AA-

		£3m

3 years

		£3m

4 years

		£3m

10 years

		£1.5m

4 years

		£1.5m

10 years



		A+

		£3m

2 years

		£3m

3 years

		£1.5m

5 years

		£1m

3 years

		£1.0m

5 years



		A

		£3m

13 months

		£3m

2 years

		£1.5m

5 years

		£1m

2 years

		£1.0m

5 years



		A-

		£3m

 6 months

		£3m

13 months

		£1.5m

 5 years

		£1m

 13 months

		£1.0m

 5 years



		*BBB+

		£3m

 6 months

		£3m

13 months

		£1.5m

 5 years

		£1m

 13 months

		£1.0m

 5 years



		None

		£1m

6 months

		n/a

		£2m

5 years

		None

		None



		Pooled Funds (no greater than £3m per fund) and no greater than 50% of total investments





* No new investments to be made with banks of these ratings

It should be noted that we have considered reducing counterparty limits given that balances are expected to reduce, however as we approach the beginning of the financial year we hold £3m in one institution. To avoid breaching these limits we have maintained existing levels, however they will be reviewed and reduced if appropriate at the mid-year review stage.

An alternative investment tool which has become available is Reverse Purchase Agreements (Repo’s). Our Treasury Advisors have stated that these are classed under the category of “banks secured.” 

Definitions of the above terminology are included in Appendix B.

	4.2 	Risk Assessment and Credit Ratings

Credit ratings are obtained and monitored by the PCC’s treasury advisers, who will notify changes in ratings as they occur.  Where an entity has its credit rating downgraded so that it fails to meet the approved investment criteria then:

· no new investments will be made,

· any existing investments that can be recalled or sold at no cost will be, and

· full consideration will be given to the recall or sale of all other existing investments with the affected counterparty.

Where a credit rating agency announces that a credit rating is on review for possible downgrade (also known as “rating watch negative” or “credit watch negative”) so that it may fall below the approved rating criteria, then only investments that can be withdrawn [on the next working day] will be made with that organisation until the outcome of the review is announced.  This policy will not apply to negative outlooks, which indicate a long-term direction of travel rather than an imminent change of rating.

4.3	Other Information on the Security of Investments: The PCC understands that credit ratings are good, but not perfect, predictors of investment default.  Full regard will therefore be given to other available information on the credit quality of the organisations in which it invests, including credit default swap prices, financial statements, information on potential government support and reports in the quality financial press.  No investments will be made with an organisation if there are substantive doubts about its credit quality, even though it may meet the credit rating criteria.

When deteriorating financial market conditions affect the creditworthiness of all organisations, as happened in 2008 and 2011, this is not generally reflected in credit ratings, but can be seen in other market measures.  In these circumstances, the PCC will restrict its investments to those organisations of higher credit quality and reduce the maximum duration of its investments to maintain the required level of security.  The extent of these restrictions will be in line with prevailing financial market conditions. If these restrictions mean that insufficient commercial organisations of high credit quality are available to invest the PCC’s cash balances, then the surplus will be deposited with the UK Government, via the Debt Management Office or invested in government treasury bills for example, or with other local authorities.  This will cause a reduction in the level of investment income earned, but will protect the principal sum invested.

4.4	Specified Investments

The WG Guidance defines specified investments as those:

· denominated in pound sterling,

· due to be repaid within 12 months of arrangement,

· not defined as capital expenditure by legislation, and

· invested with one of:

· the UK Government,

· a UK local authority, parish council or community council, or

· a body or investment scheme of “high credit quality”.

Dyfed Powys defines “high credit quality” organisations and securities as those having a credit rating of A- or higher that are domiciled in the UK or a foreign country with a sovereign rating of AA+ or higher

4.5	Non-specified Investments

Any investment not meeting the definition of a specified investment is classed as non-specified. Dyfed Powys does not intend to make any investments denominated in foreign currencies.  Non-specified investments will therefore comprise long-term investments, i.e. those that are due to mature 12 months or longer from the date of arrangement.  Limits on non-specified investments are shown in table 3 below.

Table 3: Non-Specified Investment Limits 

		

		Cash limit



		Total long-term investments

		£30m



		Total Shares in Money Market Funds

		£10m



		Total Shares in Other pooled funds

		£8m



		Total investments without credit ratings or rated below [A-]

		£4m 



		Total investments with institutions domiciled in foreign countries rated below [AA+] 

		£5m



		Maximum amount to be invested in non-specified investments 

		£35m





	

4.6	Investment Limits

The PCC’s revenue reserves available to cover unforeseeable investment losses (the general reserve) is forecast to be £4.5 million on 31st March 2017.  The maximum that will be lent to any one organisation (other than the UK Government) will be £3 million.  A group of banks under the same ownership will be treated as a single organisation for limit purposes.  Limits will also be placed on fund managers, investments in brokers’ nominee accounts, foreign countries and industry sectors as below. Investments in multilateral development banks do not count against the limit for any single foreign country, since the risk is diversified over many countries.

Table 4: Investment Limits

		

		Cash limit



		Any single organisation, except the UK Central Government

		£3m each



		UK Central Government

		unlimited



		Any group of organisations under the same ownership

		£3m per group



		Negotiable instruments held in a broker’s nominee account

		£25m per broker



		Foreign countries

		£6m per country



		Registered Providers

		£5m in total



		Unsecured investments with Building Societies

		£4m in total







4.7	Liquidity Management

Dyfed Powys completes an annual cash flow forecast which estimated the monthly cash flow position. This will be utilised to determine the maximum period for which funds may prudently be committed. This forecast is compiled on a prudent basis, with receipts under-estimated and payments over-estimated to minimise the risk of being force to borrow on unfavourable terms to meet its financial commitments.

Limits on long-term investments are set by reference to the PCC’s Medium term financial plan and cash flow forecast.

Dyfed Powys will aim to have a minimum of £2 million in call-accounts for short term liquidity purposes.

Investments are also made in T-bills and Certificates of Deposit which are liquid and can be sold in the secondary market if cash is required at short-term notice.

All investments of over 13 months will require CFO PCC approval in advance.

5. Treasury Management Indicators

Dyfed Powys measures and manages its exposures to treasury management risks using the following indicators.

5.1	Security

The PCC has adopted a voluntary measure of its exposure to credit risk by monitoring the value-weighted average credit rating / credit score of its investment portfolio.  This is calculated by applying a score to each investment (AAA=1, AA+=2, etc.) and taking the arithmetic average, weighted by the size of each investment. Unrated investments are assigned a score based on their perceived risk.

		

		Target



		Portfolio average credit rating / score

		A / 6







5.2	Liquidity

The PCC has adopted a voluntary measure of its exposure to liquidity risk by monitoring the amount of cash available to meet unexpected payments within a rolling three month period, without additional borrowing.

		

		Target



		Total cash available within 3 months

		£4m









5.3	Interest Rate Exposures

This indicator is set to control the PCC’s exposure to interest rate risk.  The upper limits on fixed and variable rate interest rate exposures, expressed as the account of net principal borrowed. (Investments count as negative borrowing.):

		

		2016/17

		2017/18

		2018/19



		Upper limit on fixed interest rate exposure

		£40m

		£40m

		£40m



		Upper limit on variable interest rate exposure

		£20m

		£20m

		£20m







Fixed rate investments and borrowings are those where the rate of interest is fixed for at least 12 months, measured from the start of the financial year or the transaction date if later.  All other instruments are classed as variable rate.

5.4	Maturity Structure of Borrowing

This indicator is set to control the PCC’s exposure to refinancing risk. The upper and lower limits on the maturity structure of fixed rate borrowing will be:

		

		Upper

		Lower



		Under 12 months

		70%

		0%



		12 months and within 24 months

		70%

		0%



		24 months and within 5 years

		80%

		0%



		5 years and within 10 years

		90%

		0%



		10 years and above

		100%

		0%







Time periods start on the first day of each financial year.  The maturity date of borrowing is the earliest date on which the lender can demand repayment.

The limits have been set as wide as possible to ensure opportunities to restructure debt are not lost. 

5.5	Principal Sums Invested for Periods Longer than 364 days

The purpose of this indicator is to control the PCC’s exposure to the risk of incurring losses by seeking early repayment of its investments.  The limits on the long-term principal sum invested to final maturities beyond the period end will be:

		

		2017/18

		2018/19

		2019/20



		Limit on principal invested beyond year end

		£20m

		£20m

		£15m







6. Other Items

There are a number of additional items that Dyfed Powys is obliged by CIPFA or WG to include in its Treasury Management Strategy.

6.1	Policy on Use of Financial Derivatives

In the absence of any legal power to do so, the PCC will not use standalone financial derivatives (such as swaps, forwards, futures and options).  Derivatives embedded into loans and investments, including pooled funds and forward starting transactions, may be used, and the risks that they present will be managed in line with the overall treasury risk management strategy.

6.2	Investment Training

CIPFA’s Code of Practice requires the Chief Finance Officer to ensure that all members tasked with treasury management responsibilities, including scrutiny of the treasury management function, receive appropriate training relevant to their needs and fully understand their roles and responsibilities.

Staff that undertake Treasury management duties attend relevant training events provided by Arlingclose and attend a quarterly strategy meeting. Staff also attend other relevant training events.

6.3	Investment Advisers

The PCC has appointed Arlingclose Limited as treasury management advisers and receives specific advice on investment, debt and capital finance issues from them. 

6.4	Investment of Money Borrowed in Advance of Need

The PCC may, from time to time, borrow in advance of need, where this is expected to provide the best long term value for money.  Since amounts borrowed will be invested until spent, the PCC is aware that it will be exposed to the risk of loss of the borrowed sums, and the risk that investment and borrowing interest rates may change in the intervening period.  These risks will be managed as part of the PCC’s overall management of its treasury risks.

The total amount borrowed will not exceed the authorised borrowing limit of £23.1 million.  The maximum period between borrowing and spending is expected to be two years, although Dyfed Powys is not required to link particular loans with particular items of expenditure.

6.5	Financial Implications

The budget for investment income in 2017/18 is £0.1 million, based on an average investment portfolio of £ 28.7 million at an interest rate of 0.35%.  If actual levels of investments and actual interest rates differ from those forecast, performance against budget will be correspondingly different.  

6.6	Other Options Considered

The WG Guidance and the CIPFA Code do not prescribe any particular treasury management strategy for local authorities to adopt.  The Chief Financial Officer (PCC) believes that the above strategy represents an appropriate balance between risk management and cost effectiveness.  Some alternative strategies, with their financial and risk management implications, are listed below:



		Alternative

		Impact on income and expenditure

		Impact on risk management



		Invest in a narrower range of counterparties and/or for shorter times

		Interest income will be lower

		Lower chance of losses from credit related defaults, but any such losses may be greater



		Invest in a wider range of counterparties and/or for longer times

		Interest income will be higher

		Increased risk of losses from credit related defaults, but any such losses may be smaller



		Borrow additional sums at long-term fixed interest rates

		Debt interest costs will rise; this is unlikely to be offset by higher investment income

		Higher investment balance leading to a higher impact in the event of a default; however long-term interest costs may be more certain



		Borrow short-term or variable loans instead of long-term fixed rates

		Debt interest costs will initially be lower

		Increases in debt interest costs will be broadly offset by rising investment income in the medium term, but long term costs may be less certain 



		Reduce level of borrowing 

		Saving on debt interest is likely to exceed lost investment income

		Reduced investment balance leading to a lower impact in the event of a default; however long-term interest costs may be less certain








 

Appendix A – Investment & Debt Portfolio Position 



		

		30/09/2016

Actual Portfolio

£m

		31/09/2016

Average Rate

%



		External Borrowing: 

PWLB – Fixed Rate                

		2.378

		9.32



		Total Gross External Debt

		2.378

		9.32



		

		

		



		

		28/02/2017

Actual Portfolio

£m

		28/02/2017

Average Rate

%



		Investments:

Managed in-house

Short-term investments

Long-term investments

		



21.000

8.836

		



0.37

0.981



		Total Investments

		29.836

		0.77







Please note that all debt is long-term and dated pre-1990. Balances are calculated on a bi-annual basis (30th September and 31st March).


Appendix B – Investment Definitions

Credit Rating: Investment limits are set by reference to the lowest published long-term credit rating from Fitch, Moody’s or Standard & Poor’s. Where available, the credit rating relevant to the specific investment or class of investment is used, otherwise the counterparty credit rating is used. However, investment decisions are never made solely based on credit ratings, and all other relevant factors including external advice will be taken into account.

Banks Unsecured: Accounts, deposits, certificates of deposit and senior unsecured bonds with banks and building societies, other than multilateral development banks. These investments are subject to the risk of credit loss via a bail-in should the regulator determine that the bank is failing or likely to fail.

Banks Secured: Covered bonds, reverse repurchase agreements and other collateralised arrangements with banks and building societies. These investments are secured on the bank’s assets, which limits the potential losses in the unlikely event of insolvency, and means that they are exempt from bail-in. Where there is no investment specific credit rating, but the collateral upon which the investment is secured has a credit rating, the higher of the collateral credit rating and the counterparty credit rating will be used to determine cash and time limits. The combined secured and unsecured investments in any one bank will not exceed the cash limit for secured investments.

Government: Loans, bonds and bills issued or guaranteed by national governments, regional and local authorities and multilateral development banks. These investments are not subject to bail-in, and there is an insignificant risk of insolvency. Investments with the UK Central Government may be made in unlimited amounts for up to 50 years.

Corporates: Loans, bonds and commercial paper issued by companies other than banks and registered providers. These investments are not subject to bail-in, but are exposed to the risk of the company going insolvent.  Loans to unrated companies will only be made as part of a diversified pool in order to spread the risk widely.

Registered Providers: Loans and bonds issued by, guaranteed by or secured on the assets of Registered Providers of Social Housing, formerly known as Housing Associations.  These bodies are tightly regulated by the Homes and Communities Agency and, as providers of public services, they retain the likelihood of receiving government support if needed.  

Reverse Purchase Agreements (Repo): A repurchase agreement is a financial transaction where one entity (typically a bank) sells investments (bonds) to another entity (the investor) on one date and at the same time agrees to repurchase them at a fixed price on a later date. A repo involves two linked but separate transactions – the sale of bonds by the bank in return for cash, and the later repurchase of the bonds in return for a larger sum of cash. 



Pooled Funds: Shares in diversified investment vehicles consisting of any of the above investment types, plus equity shares and property. These funds have the advantage of providing wide diversification of investment risks, coupled with the services of a professional fund manager in return for a fee. Short term Money Market Funds that offer same-day liquidity and very low or no volatility will be used as an alternative to instant access bank accounts.




Appendix C – Treasury Management Practices (TMP)



TMP1	Risk Management

The Chief Finance Officer (CFO) of the PCC will design, implement and monitor all arrangements for the identification, management and control of treasury management risk, will report at least annually on the adequacy/suitability thereof, and will report, as a matter of urgency, the circumstances of any actual or likely difficulty in achieving the PCC’s objectives in this respect, all in accordance with the procedures set out in TMP6 Reporting requirements and management information arrangements. 

In respect of each of the following risks, the arrangements which seek to ensure compliance with these objectives are set out below:-           

	Credit and Counterparty Risk 	

Definition

The risk of failure by a counterparty to meet its contractual obligations to the organisation under an investment, borrowing, capital, project or partnership financing, particularly as a result of the counterparty’s diminished creditworthiness, and the resulting detrimental effect on the organisation’s capital or current (revenue) resources.

Action

“Dyfed-Powys regards a key objective of its treasury management activities to be the security of the principal sums it invests.  Accordingly, it will ensure that its counter-party lists and limits reflect a prudent attitude towards organisations with which funds may be deposited, and will limit its investment activities to the instruments, methods and techniques referred to in TMP4 Approved instruments, methods and techniques.  It also recognises the need to have, and will therefore maintain, a formal counter-party policy in respect of those institutions from which it may borrow, or with whom it may enter into other financing arrangements.” 

	Counterparties are detailed within the Treasury Management Strategy and Policy. 



	Liquidity Risk

Definition

The risk that cash will not be available when it is needed, that ineffective management of liquidity creates additional unbudgeted costs and that the organisation’s business / service objectives will be thereby compromised.

Action

It will be the function of the CFO (Chief Constable) through the treasury management staff employed by the Chief Constable to ensure that it has adequate though not excessive cash resources, borrowing arrangements, overdraft or standby facilities to enable it at all times to have the level of funds available to it which are necessary for the achievement of its business / service objectives. 

They will ensure that at all times there will be a surplus of cash available which can be called upon (£2m) through its investments in cash on call accounts, which would be available at any time.

Robust weekly, monthly and annual cash flow forecasting processes are in place in line with Financial Regulations and Financial Control Procedures.

 

Interest Rate Risk

Definition

The risk that fluctuations in the levels of interest rates create an unexpected or unbudgeted burden on the organisation’s finances, against which the organisation has failed to protect itself adequately.

Action

Dyfed-Powys will manage its exposure to fluctuations in interest rates with a view to containing its interest costs, or securing its interest revenues, in accordance with the amounts provided in its budgetary arrangements as amended in accordance with TMP6 Reporting requirements and management information arrangements.

It will achieve this by the prudent use of its approved financing and investment instruments, methods and techniques, primarily to create stability and certainty of costs and revenues, but at the same time retaining a sufficient degree of flexibility to take advantage of unexpected, potentially advantageous changes in the level or structure of interest rates. This should be subject to the consideration and, if required, approval of any policy or budgetary implications.

The PCC will only undertake borrowing from approved sources such as the PWLB, organisations such as the European Investment Bank and from commercial banks who are on the PCC’s list of authorised institutions, thereby minimising legal and regulatory risk. All investment of over 13 months will need prior approval by the CFO PCC.



   	Exchange Rate Risk

Definition

The risk that fluctuations in foreign exchange rates create an unexpected or unbudgeted burden on the organisation’s finances, against which the organisation has failed to protect itself adequately.

Action

Currently Dyfed Powys only invest in sterling products, hence there is no exchange rate risk.



Refinancing Risk

Definition

The risk that maturing borrowings, capital, project  or partnership financings cannot be refinanced on terms that reflect the provisions made by the organisation for those refinancing, both capital and current (revenue) and / or that the terms are inconsistent with prevailing market conditions at the time.

Action

Dyfed-Powys will ensure that its borrowing, private financing and partnership arrangements are negotiated, structured and documented, and the maturity profile of the monies so raised are managed, with a view to obtaining offer terms for renewal or refinancing if required, which are competitive and as favourable to the PCC as can reasonably be achieved in the light of market conditions prevailing at the time.

It will actively manage its relationships with its counter-parties in these   transactions in such a manner as to secure this objective, and will avoid over reliance on any one source of funding if this might jeopardise achievement of the above.”



	Legal and Regulatory Risk

Definition

The risk that the organisation itself, or an organisation with which it is dealing in its treasury management activities, fails to act in accordance with its legal powers or regulatory requirements, and that the organisations suffers losses accordingly.

Action

Dyfed-Powys will ensure that all of its treasury management activities comply with its statutory powers and regulatory requirements.  It will demonstrate such compliance, if required to do so, to all parties with whom it deals in such activities.  In framing its credit and counter-party policy under TMP1 credit and counter-party risk management, it will ensure that there is evidence of counter-parties’ powers, authority and compliance in respect of the transactions they may effect with the PCC, particularly with regard to duty of care and fees charged.

Dyfed Powys recognises that future legislative or regulatory changes may impact on its treasury management activities and, so far as is reasonably able to do so, will seek to minimise the risk of these impacting adversely on the PCC.



Fraud, Error and Corruption Contingency

Definition 

The risk that an organisation fails to identify the circumstances in which it may be exposed to the risk of loss through fraud, error, corruption or other eventualities in its treasury management dealings, and fails to employ suitable systems and procedures and maintain effective contingency management arrangements to these ends. It includes the area of risk commonly referred to as an operational risk.

Action

Dyfed-Powys will ensure that it has identified the circumstances which may expose it to the risk of loss through fraud, error, corruption or other eventualities in its treasury management dealings.  Accordingly, it will employ suitable systems and procedures, and will maintain effective contingency management arrangements to these ends. Internal Audit will regularly review Treasury Management function and report to the Joint Audit Committee.

A clear, well defined reporting structure for fraud etc. is in place in the event of a systems breakdown. The insurance policy incorporates cover for fraud, error and corruption. This is documented within the Anti-fraud and Corruption policy and included within Financial Control Procedure 4.7 “Dealing with Suspected Fraud and deception.”



Market Risk

Definition

The risk that through adverse fluctuations in the value of the principal sums an organisation borrows and invests, its stated treasury management policies and objectives are compromised, against which effects it has failed to protect itself adequately.

Action

Dyfed-Powys will seek to ensure that its stated treasury management policies and objectives will not be compromised by adverse market fluctuations in the value of the principal sums it invests, and will accordingly seek to protect itself from the effects of such fluctuations. 

It will only place investments with institutions that are included on the most recent counter-party lending list approved by Arlingclose.



TMP2  Performance Measurement

Dyfed Powys is committed to the pursuit of value for money in its treasury management activities and to the use of performance methodology in support of that aim, within the framework set out in its treasury management policy statement.

Accordingly, the treasury management function will be the subject of on-going analysis of the value it adds in support of the organisation’s stated business or service objectives. It will be the subject of regular examination of alternative methods of service delivery, of the availability of fiscal or other grant or subsidy incentives, and of the scope for other potential improvements. The performance of the treasury management function will be measured by using the criteria set out below:-

The performance measures / benchmarks for treasury management will include the following: - 

		

		Performance Measure



		1

		Achieving the budgeted investment income



		2

		Ensuring cash balance cover of 31 days



		3

		Ensuring that investments are only placed with institutions which comply with the annual Treasury Management Strategy.



		4

		Ensuring approved counter-party limits are adhered to (refer to TMP’s 1/ 5)



		5

		Expected levels of Investments per month compared to actual level of investment



		6

		Average rate of return of investments per month compared to target rate







TMP3  Decision Making and Analysis

Dyfed Powys will maintain full records of its treasury management decisions and of the processes and practices applied in reaching those decisions, both for the purposes of learning from the past, and for demonstrating that reasonable steps were taken to ensure that all issues relevant to those decisions were taken into account at the time.

Decisions regarding funding, borrowing, lending and new instruments and techniques will only be made if they comply with the Treasury Management Policy and Strategy. All decisions will be open to independent scrutiny.



TMP4  Approved Instruments, Methods and Techniques

Dyfed Powys will undertake its treasury management activities by employing only those instruments, methods and techniques specified in the Financial Regulations and Financial Control Procedures and within the limits and parameters defined in TMP 1 Risk Management. 

The Corporate Governance Framework section 7.8F gives instruction on Treasury Management and Banking arrangements and the Financial Control Procedure 2.1 Treasury Management and Banking arrangements specify instruments, methods and techniques approved.



TMP5 Organisation, Clarity and Segregation of Responsibilities and Dealing Arrangements

Dyfed-Powys considers it essential, for the purposes of the effective control and monitoring of its treasury management activities, for the reduction of the risk of fraud or error, and for the pursuit of optimum performance, that these activities are structured and managed in a fully integrated manner, and that there is, at all times, clarity of treasury management responsibilities.

The principle on which this will be based is a clear distinction between those charged with setting treasury management policies and those charged with implementing and controlling these policies, particularly with regard to the execution and transmission of funds, the recording and administering of treasury management decisions, and the audit and review of the treasury management function. 

If and when Dyfed Powys intends, as a result of lack of resources or other circumstances, to depart from these principles, the CFO CC will ensure that the reasons are properly reported to the CFO PCC in accordance with TMP6 Reporting Requirements and Management Information Arrangements, and the implications properly considered and evaluated.

The CFO CC will ensure that there are clear written statements of the responsibilities for each post engaged in treasury management, and the arrangements for absence cover.  The CFO CC will also ensure that at all times those engaged in treasury management will follow the policies and procedures set out and report any deviance from these to the CFO PCC.

The CFO CC will ensure that there is proper documentation for all deals and transactions and that procedures exist for the effective transmission of funds and provide evidence of this where required to the CFO PCC.  



TMP6  Reporting Requirements and Management Information Arrangements

Dyfed-Powys will ensure that regular reports are prepared and considered on the implementation of its treasury management policies; on the effects of decisions taken and transactions executed in pursuit of those policies; on the implications of changes, particularly budgetary, resulting from regulatory, economic, market or other factors affecting its treasury management activities; and on the performance of the treasury management function.

It is suggested that the following reporting process be presented by the PCC CFO:-

	

Annual reporting requirements before the start of the year:

· Review of the Treasury Management policy statement and strategy,

· Review of the Treasury Management Practices,

· Prudential Indicators.



Mid-year reporting requirements:

· Treasury Management Activities undertaken,

· Variations (if any) from agreed policies / practices,

· Performance report,

· Performance against Treasury Management and Prudential Indicators.



Annual reporting requirements after year end:

· Performance of Treasury Management Function,

· Report on risk implications of decisions taken and transactions executed,

· Report on any circumstances of non-compliance with the Treasury management Police Statement and TMPs.



TMP7  Budgeting, Accounting and Audit Arrangements

The CFO PCC will prepare and the PCC will approve and if necessary from time to time will amend the annual budget for the Treasury Management function, together with associated income. The matters to be included in the budget will be at minimum those required by statute or regulation, together with such information as will demonstrate compliance with TMP1 Risk Management, TMP2 Performance Measurement and TMP4 Approved Instruments, Methods and Techniques. The CFO will exercise effective controls over this budget and will report upon and recommend any changes required in accordance with TMP6 Reporting Requirements and Management Information Arrangements.

Dyfed-Powys will account for its treasury management activities, for decisions made and transactions executed, in accordance with appropriate accounting practices and standards, and with statutory and regulatory requirements in force for the time being and in particular the CIPFA Code of Practice and Cross-Sectoral Guidance Notes for Treasury Management in Public Services issued in 2011. The CFO will act in accordance with the PCC’s policy statement and TMPs and the CIPFA: Standard of Professional Practice on Treasury Management.

The PCC will ensure that its auditors, and those charged with regulatory review, have access to all information and papers supporting the activities of the treasury management function as are necessary for the proper fulfilment of their roles, and that such information and papers demonstrate compliance with external and internal policies and approved practices.  

Treasury Management procedures and processes will be audited in accordance with the internal audit risk based audit strategy.

Auditors will as part of their responsibilities in auditing the Statement of Accounts, obtain independent verification from counterparties of investments held by the PCC.



TMP8  Cash and Cash Flow Management

Unless statutory or regulatory requirements demand otherwise, all monies in the hand of Dyfed Powys will be under the control of the PCC, and will be aggregated for cash flow and investment management purposes. Cash flow projections will be prepared on a regular basis, and the CFO PCC and CFO CC will ensure that these are adequate for the purposes of monitoring compliance with TMP1 Liquidity Risk Management. 



TMP9  Money laundering

Dyfed Powys is alert to the possibility that it may become the subject of an attempt to involve it in a transaction involving the laundering of money. Accordingly, it will maintain procedures for verifying and recording the identity of counter-parties and reporting suspicions, and will ensure that staff involved in this are fully trained. 

Only counterparties approved by the Treasury Management consultants will be utilised. Terms and conditions are agreed between the counterparty and the PCC prior to the transfer of funds.

The Proceeds of Crime Act 2020 (POCA) and the related Money Laundering Regulations 2007 have also extended the Wales Audit Office auditors responsibilities. The Auditor General and his staff and contractors are required to report to the Serious and Organised Crime Agency (SOCA) where they suspect, as a result of information gained during the course of their work, that there may have been criminal acts that involve financial gain.

If any staff involved in Treasury Management have suspicions of money laundering then this should be brought to the attention of the CFO PCC and CFO CC.



TMP10  Training and Qualifications

Dyfed Powys recognises the importance of ensuring that all staff involved in the treasury management function are fully equipped to undertake the duties and responsibilities allocated to them. The PCC will therefore seek to appoint individuals who are both capable and experienced and will provide training for staff to enable them to acquire and maintain an appropriate level of expertise, knowledge and skills. The CFO PCC will recommend and implement the necessary arrangements.

The CFO PCC will ensure that all staff tasked with treasury management responsibilities, including those responsible for scrutiny, have access to training relevant to their needs and those responsibilities.

Those charged with governance recognise their individual responsibility to ensure that they have the necessary skills to complete their role effectively.

Staff who undertake Treasury management duties attend relevant training events provided by Arlingclose and attend a quarterly strategy meeting. Staff also attend relevant training events that are held by CIPFA.

Weekly bulletin e-mails are sent out by Arlingclose which provide advice on any economic developments and suggested revisions to counterparty limits.



TMP11  Use of External Service Providers

Dyfed-Powys recognises that responsibility for treasury management decisions remains with the PCC at all times. Dyfed-Powys recognises the potential value of employing external providers of treasury management services, in order to acquire access to specialist skills and resources.  When it employs such service providers, it will ensure it does so for reasons which will have been submitted to a full evaluation of the costs and benefits.  It will also ensure that the terms of their appointment and the methods by which their value will be assessed are properly agreed and documented, and subject to regular review.  And it will ensure, where feasible and necessary, that a spread of service providers is used, to avoid over reliance on one or a small number of companies.   Where services are subject to formal tender or re-tender arrangements, legislative requirements will always be observed.  The monitoring of such arrangements rests with the CFO PCC.

Dyfed Powys has a contract with Arlingclose for the provision of advice/assistance as follows:

· Strategic advice

· Capital finance advice

· Treasury Management Policy and Strategy

· Interest Rate Forecasting and Economic Advice

· Investment Policy Advice

· Debt Advice

· Counterparty Assistance

· Seminars and training

· Website and client meetings.

The initial contract was for the period 1st July 2008 to 30th June 2010.  This arrangement is now subject to a tender exercise.



TMP12  Corporate Governance

Dyfed-Powys has adopted and implemented the key recommendations of the CIPFA Code of Practice.  This is considered vital to the achievement of proper corporate governance in treasury management, and the CFO PCC and CFO CC will monitor and, if and when necessary, report upon the effectiveness of these arrangements.

The Code recommends that public service organisations state their commitment to embracing the principles of corporate governance in their Treasury Management activities, notably openness and transparency.

Dyfed Powys is committed to the pursuit of proper corporate governance throughout its businesses and services, and to establishing the principles and practices by which this can be achieved. Therefore, the treasury management function and its activities will be undertaken with openness and transparency, honesty, integrity and accountability reflected in Dyfed Powys’s Corporate Governance Framework and Financial Control Procedures.

The organisation’s Treasury Management policies and practices will be published on the internet.

The CFO PCC has primacy over Treasury Management functions and will ensure that adequate separation of duties exist between staff charged with undertaking Treasury Management Functions.






Appendix D - Prudential Indicators and MRP Statement 2017/18

The Local Government Act 2003  requires the PCC to have regard to the Chartered Institute of Public Finance and Accountancy’s Prudential Code for Capital Finance in Local Authorities (the Prudential Code) when determining how much money it can afford to borrow. The objectives of the Prudential Code are to ensure, within a clear framework, that the capital investment plans of local authorities are affordable, prudent and sustainable, and that treasury management decisions are taken in accordance with good professional practice. To demonstrate that the PCC has fulfilled these objectives, the Prudential Code sets out the following indicators that must be set and monitored each year.

1. Estimates of Capital Expenditure: 

		The PCC’s planned capital expenditure and financing may be summarised as follows:  

		Capital Expenditure and Financing

		2016/17 Revised

£k

		2017/18 Estimate

£k

		2018/19 Estimate

£k

		2019/20 Estimate

£k

		2020/21           Estimate         £k



		Estates Projects

		1,854

		5,790

		5,193

		2,876

		575



		Vehicles

		1,264

		972

		1,044

		1,037

		1,170



		ICT Schemes

		2,447

		2,459

		3,462

		2,781

		2,448



		Total Expenditure

		5,565

		9,221

		9,699

		6,694

		4,193



		Capital Receipts

		114

		1,568

		523

		200

		0



		Government Grants

		500

		318

		318

		318

		318



		Reserves

		4,551

		7,035

		5,059

		2,001

		0



		Revenue Contributions to Capital

		400

		300

		300

		300

		300



		Borrowing

		0

		0

		3,499

		3,875

		3,575



		Leasing and PFI

		0

		0

		0

		0

		0



		Total Financing

		5,565

		9,221

		9,699

		6,694

		4,193







2. Estimates of Capital Financing Requirement

The underlying need to borrow for capital purposes is measured by the Capital Financing Requirement (CFR) while usable reserves and working capital are the underlying resources available for investment. 

As of 1st April 2015 the PCC had an opening capital financing requirement of £7.309 million (excluding PFI) against total fixed assets recorded on the balance sheet of £73.912 million.  During 2015/16 the PCC applied £7.309 million of its capital reserve to the CFR in order to reduce the balance to zero.

In relation to the capital expenditure plans outlined in the capital strategy, the PCC will need to borrow a total of £7.235 million over the period 2018/19 to 2019/20. The PCC must also make annual repayments from the revenue budget for interest and a repayment of principal in accordance with the MRP policy set out below.

The PCC is currently looking at ways to reduce the need to borrow in 2018/19 and 2019/20.  

However, in the current medium term financial plan, it has been assumed that there will be a requirement for external borrowing from 2018/19 onwards.



		Capital Financing Requirement

		31.03.17                  Revised                            £k

		31.03.18                                                   Estimate               £k

		31.03.19 Estimate                  £k

		31.03.20 Estimate                   £k



		Opening Capital Financing Requirement

		0

		0

		0

		3,499



		Less: Annual Minimum repayment from revenue

		0

		0

		0

		139



		Add: New Borrowing

		0

		0

		3,499

		3,875



		Closing Capital Financing Requirement

		0

		0

		3,499

		7,235









3. Gross Debt and The Capital Financing Requirement



In order to ensure that over the medium term debt will only be for a capital purpose, paragraph 44 of the Prudential Code states that the PCC should ensure that debt does not, except in the short term, exceed the total of capital financing requirement in the preceding year plus an estimates of any additional capital financing requirement for the current and next two financial years.   This is a key indicator of prudence. 



We are currently in breach of this indicator, albeit that this is allowable in the short term.  We are in breach as a result of applying reserves against the CFR in 2015/16 to reduce the balance to zero.  At the time the decision was made we reported that we would be in breach of this indicator as a result of holding historic debt that was, for financial reasons, was not economic to pay off.  



We are currently looking at ways to reduce the need to borrow externally in 2018/19 and 2019/20 and to once again comply with paragraph 44 of the Code. 

All borrowing decisions will be made by the PCC advised by the CFO PCC.



		Debt

		31.03.17                  Revised                            £k

		31.03.18                                                   Estimate               £k

		31.03.19 Estimate                  £k

		31.03.20 Estimate                   £k



		Borrowing

		2,298

		2,125

		5,435

		8,924



		Total Debt

		2,298

		2,125

		5,435

		8,924











4. Operational boundary for External Debt

The operational boundary is based on the PCC’s estimate of most likely i.e. prudent, but not worst case scenario for external debt. It links directly to the PCC’s estimated of capital expenditure, the capital financing requirement and cashflow requirements, and is a key management tool for in-year monitoring. Other long-term liabilities comprise finance lease, Private Finance Initiative and other liabilities that are not borrowing but form part of the PCC’s debt.



The limits set are shown in the table below:



		Operational Boundary

		2016/17       Limit                  £k

		2017/18       Limit                  £k

		2018/19       Limit                 £k



		2019/20      Limit                 £k



		Borrowing

		18,100

		18,100

		18,100

		18,100



		Other long-term liabilities

		1,000

		1,000

		1,000

		1,000



		Total Debt

		19,100

		19,100

		19,100

		19,100









5. Authorised limit for External Debt

The authorised limit is the affordable borrowing limit determined in compliance with the Local Government Act 2003. It is the maximum amount of debt that the PCC can legally owe. The authorised limit provides headroom over and above the operational boundary for unusual cash movements.



The limits set are shown in the table below:



		Authorised Limit

		2016/17       Limit                  £k

		2017/18       Limit                  £k

		2018/19       Limit                 £k



		2019/20      Limit                 £k



		Borrowing

		23,100

		23,100

		23,100

		23,100



		Other long-term liabilities

		1,000

		1,000

		1,000

		1,000



		Total Debt

		24,100

		24,100

		24,100

		24,100









6. Ratio of Financing Costs to Net Revenue Stream

This is an indicator of affordability and highlights the revenue implications of existing and proposed capital expenditure by identifying the proportion of the revenue budget required to meet financing costs, net of investment income. This indicator shows financing costs in the context of the entire budget. 

This is scheduled to increase over the period due to the requirement to undertake borrowing to support the investment required as a result of the Capital Programme. It is still projected to remain below 1% of the overall budget and therefore shouldn’t provide any long term problems in terms of affordability and sustainability.

		

		2016/17 Revised   

£k           

		2017/18 Estimate           £k          

		2018/19 Estimate             

£k

		2019/20 Estimate           £k            

		2020/21          Estimate          £k



		Financing Costs

		24

		109

		233

		507

		780



		Net Revenue Stream

		93,342

		96,616

		96,137

		95,861

		98,292



		

		

		

		

		

		



		Ratio of Financing Costs to Net Revenue Stream

		0.03%

		0.11%

		0.24%

		0.53%

		0.79%









7. Incremental Impact of Capital Investment Decisions

This is an indicator of affordability that shows the impact of capital investment decisions on Council Tax levels. The incremental impact is the difference between the total revenue budget requirement of the current approved capital programme and the revenue budget requirement arising from the proposed capital programme.



		Incremental Impact of Capital Investment Decisions

		2017/18 Estimate

£

		2018/19 Estimate

£

		2019/20 Estimate

£



		Increase in annual band D Council Tax

		-0.03

		0.38

		0.92












Annual Minimum Revenue Provision Statement 2017/18



Where the PCC finances capital expenditure by debt, it must put aside resources to repay that debt in later years. The amount charged to the revenue budget for the repayment of debt is known as Minimum Revenue Provision (MRP) although there has been no statutory minimum since 2008. The Local Government Act 2003 requires the PCC to have regard to the Welsh Government’s Guidance on Minimum Revenue Provision.



The broad aim of the WG guidance is to ensure that debt is repaid that is either reasonably commensurate with that over which the capital expenditure provides benefits or, in the case of borrowing supported by Government Revenue Support Grant, reasonably commensurate with the period implicit in the determination of that grant.



The WG guidance requires the PCC to approve an annual MRP statement each year, and recommends a number of options for calculating a prudent amount of MRP.



Whilst it is foreseen that the CFR will remain at zero for a couple of years (and therefore MRP will be zero), the policy will still be used to estimate future MRP charges to the revenue account for future years in setting the medium term financial plan and capital programme.



The following statement only incorporates options recommended in the guidance:

		ANNUAL MINIMUM REVENUE PROVISION (MRP) STATEMENT



		The following policy has been set by the PCC in relation to MRP for 2017/18.



		Supported Borrowing - Capital Financing Requirement Method



		MRP is equal to 4% of the supported Capital Financing Requirement (CFR) at the end of the preceding financial year. For 2017/18 this is estimated to be zero.



		Prudential Borrowing -  Depreciation Method



		MRP is to be equal to the provision required in accordance with depreciation accounting in respect of the asset on which expenditure has been financed by prudential borrowing or unsupported credit arrangements.



		(a) MRP will continue to be made annually until the cumulative amount of such provision is equal to the expenditure originally financed.



		(b) On disposal of the asset, the amount of the capital receipt will not be taken to the revenue account and the PCC will comply with the normal requirements of the 2003 Act on the use of capital receipts.



		(c) Where the percentage of the expenditure on the asset financed by prudential borrowing or unsupported credit arrangements is less than 100%, MRP will be equal to the same percentage of the provision required under depreciation accounting.



		Finance Leases and PFI



		In the case of finance leases and on balance-sheet PFI contracts, the MRP requirement will be regarded as met by a charge equal to the element of the rent/charge that goes to write down the balance sheet liability.
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PURPOSE: Joint Audit Committee Scrutiny 





Timing: For immediate implementation







Title: Reserves and Balances Policy





                            

Category of Decision / Business Area Impact: Finance





Executive Summary: 



The Reserves and Balances Policy has been reviewed and updated.



Two changes have been made as follows:



The table under paragraph 8.5 provides details of useable reserves.  Previously, for the majority of categories, the level of reserves held was determined on an assessment basis.  This provides flexibility to respond to the prevailing financial environment facing the organisation.  However, the level of the corporate contingency reserve and risk-based reserves were set at 2% and 3-5% respectively (expressed as a proportion of net revenue expenditure budget).  This limits our ability to adapt to changing local conditions where many different factors are considered before determining a suitable and appropriate reserve level.  Therefore, both these categories have also been updated to being determined on an assessment basis.



This policy is reviewed annually and will be presented to JAC when changes are proposed.

























	

































Recommendation:



JAC to consider the revised Reserves and Balances Policy.  The Commissioner to approve and adopt the revised Reserves and Balances Policy with immediate effect.
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Police & Crime Commissioner for Dyfed Powys

Reserves and Balances Policy


































VERSION CONTROL Version 1.1 dated 9th March 2015





		Version

		Date

		Author

		Reason for Change



		1.0

		14/11/13

		Diane Jones

		Transfer of policy to new force template



		1.1

		09/03/15

		Jayne Woods

		Allow PCC to return reserves to electorate 



		1.2

		14/03/16

		Jayne Woods

		Specifically allow the PCC to set capital reserves against the CFR (paragraph 8.3)



		1.3

		22/03/16

		Jayne Woods

		Deletion of reference to minimum and maximum reserves levels as agreed at JAC



		1.4

		20/3/17

		Jayne Woods

		Changed  corporate contingency reserve and risk-based reserves to be determined on an assessment basis (paragraph 8.5)



		

		

		

		







EQUALITY IMPACT ASSESSMENT 



Section 4 of the Equality Act 2010 sets out the protected characteristics that qualify for protection under the Act as follows: Age; Disability; Gender Reassignment; Marriage and Civil Partnership; Pregnancy and Maternity; Race; Religion or Belief; Sex; Sexual Orientation.



The public sector equality duty places a proactive legal requirement on public bodies to have regard, in the exercise of their functions, to the need to:



· eliminate discrimination, harassment, victimisation, and any other conduct that is unlawful under the Act;

· advance equality of opportunity between persons who share a relevant protected characteristic and persons who do not share it; 

· foster good relations between persons who share a relevant protected characteristic and persons who do not share it.



The equality duty applies to all protected characteristics with the exception of Marriage and Civil Partnership, to which only the duty to have regard to the need to eliminate discrimination applies.



Carrying out an equality impact assessment involves systematically assessing the likely or actual effects of policies on people in respect of all the protected characteristics set out above. 



An equality impact assessment should be carried out on any policy that is relevant to the public sector equality duty. An equality impact assessment template is available here. 



HUMAN RIGHTS ACT

CERTIFICATE OF COMPLIANCE

This policy has been drafted in accordance with the Human Rights Act and has been reviewed on the basis of its content and the supporting evidence and it is deemed compliant with that Act and the principles underpinning it.

Name:			……………………………

Department:		……………………………

Signed: 		……………………………



Freedom of Information Act 2000 

Section 19 of the Freedom of Information Act 2000 places a requirement upon the Force to publish all policies on the Force website.  Policies are why we do things and procedures are how we do them.  A case-by-case review of procedures must be undertaken to protect law enforcement and health and safety considerations.  Where a combined policy and procedure document is being produced the Force is legally required to publish the policy section and assess the procedure part to ensure no sensitive information is published. 

There is a requirement therefore to review this document to establish its suitability for publication.  Please identify below whether the document is suitable for publication in its entirety or not.  Where it is believed that disclosure will be harmful please articulate the harm that publication would cause and highlight the relevant sections within the document. Where it is perceived that there is harm in disclosure the document should be forwarded to the FOI Unit for review. 

Suitability for publication

		Suitability for publication 

		Yes/No

		Date 

		Signature 



		

Document is suitable for publication in its entirety 



		Yes

		14/03/16

		Jayne Woods



		

Document is suitable for publication in part, I have identified those sections which I believe are not suitable for disclosure and have articulated below the harm which would be caused by publication.  



		

		

		



		Harm – in publication 













		







FOI review – to be completed by FOI Unit 



		Suitability for publication 

		Yes/No

		Date 

		FOI Decision Maker  



		Document is suitable for publication in its entirety 



		Yes

		20/03/17

		Jayne Woods



		Document is suitable for disclosure in part and relevant redactions have been applied. A public facing version has been created. 



		

		

		



		Once review has been undertaken FOI decision maker to return document to policy author and following sign–off document to be published within Force Publication Scheme.  Any future changes to the document should be brought to the attention of the FOI Unit, as appropriate. 








Reserves & Balances Policy



1. POLICY STATEMENT 

1.1. The requirement for financial reserves is acknowledged in statute. Sections 32 and 43 of the Local Government Finance Act 1992 require local authorities in England and Wales to have regard to the level of reserves needed for meeting estimated future expenditure when calculating their budget requirement.

2. POLICY AIM

2.1. The Financial Management Code of Practice states that the Police and Crime Commissioner (PCC) should establish a policy on reserves (including how they might be used by the Chief Constable (CC)) and provisions in consultation with the CC. This should have due regard to the need to ensure the on-going funding of policing activities and the requirement to meet exceptional or extraordinary policing operations.

2.2. Reserves are an essential part of financial management. They help the PCC and CC cope with unpredictable financial pressures and plan for future spending commitments.



3. APPLICABILITY

3.1. This policy applies to the PCC, CC and all police officers and police staff with budget management responsibilities.



4. DEFINITIONS

4.1. Reserves and balances are different from provisions from an accounting perspective. In the case of useable reserves (as opposed to unusable reserves) and provisions, both amounts represented on the balance sheet should be matched by physical cash balances, unless internal borrowing has taken place. 

4.2. Usable Reserves – are balances which are generally held for three specific purposes and are categorised as general reserves or earmarked reserves:

· A working balance to help smooth the impact of uneven cash flows – general reserves;

· A contingency to deal with unexpected events – general reserves;

· A means of building up funds to meet known or predicted requirements – earmarked reserves.

4.3. Unusable Reserves - do not have equivalent cash balances and are held for accounting purposes.

4.4. Provisions – are required for any liabilities of uncertain timing or amount that have been incurred. 



5. GOVERNANCE ARRANGEMENTS

5.1. Minimum governance requirements in respect of reserves and balances are:

· The PCC has a soundly based policy on the level and nature of reserves and balances it needs which has been considered by the Joint Audit Committee;

· The required levels of reserves and balances should be reflected in the annual budget and Medium Term Financial Plan (MTFP);

· The PCC monitors and maintains its levels of reserves and balances within the range determined by its agreed policy, advised by the CFO (PCC) who will ensure that there are clear protocols for their establishment and use;

· The PCC retains adequate reserves so that unexpected demand led pressures on budgets can be met without adverse impact on the achievement of the key priorities;

· The PCC’s policy for reserves and balances is based on a thorough understanding of needs and risks, and is properly and clearly reported at the time the budget and precept are set. The level of balances is kept under review and managed to ensure that financial standing is sound and supports the PCC in the achievement of their long term objectives;

· Where target levels for reserves and balances are exceeded, the opportunity costs of maintaining these levels has been established, compared to the benefit accrued.

5.2. Locally agreed Financial Regulations and the Scheme of Consent should: 

· Contain full details of how the Reserves and Balances Policy will operate locally;

· Ensure that the annual budget includes a realistic amount of operational contingency that is available to the CC for operational priorities without the need for additional approval; and 

· Make provision, where appropriate, for budgets to be carried forward from one financial year to the next.



6. STATUTORY RESPONSIBILITIES

6.1. The “CIPFA Statement on the Role of the Chief Finance Officer of the Police and Crime Commissioner and the Chief Finance Officer of the Chief Constable” sets out the five principles that define the core activities and behaviours that belong to the role of the CFO and the organisational arrangements needed to support them. 

6.2. For each principle the Statement sets out the governance arrangements required within an organisation to ensure that CFOs are able to operate effectively and perform their core duties.

6.3. Governance arrangements required in respect of reserves and balances and which are the responsibility of the CFO (PCC) are:

· Ensuring that advice is provided on the levels of reserves and balances in line with good practice guidance; 

· To report at the time the budget is considered and the precept set, on the robustness of the budget estimates and the adequacy of financial reserves, as required by s25 of the Local Government Act 2003, and in line with CIPFA guidance. 

6.4. Both should be undertaken in consultation with the CFO (CC).

6.5. There are also a range of safeguards in place that militate against the PCC over-committing themselves financially. These include:

· The balanced budget requirement;

· Chief finance officers’ Local Government Finance Act 1988 Section 114 powers which requires the chief finance officer to report if there is or is likely to be unlawful expenditure or an unbalanced budget; and

· The external auditor’s responsibility to review and report on financial standing includes a review of the level of reserves taking into account their knowledge of the organisation’s performance over a period of time. However, it is not the responsibility of auditors to prescribe the optimum or minimum level of reserves for individual organisations.



7. ASSESSING THE APPROPRIATE LEVEL OF RESERVES

7.1. The PCC is responsible for ensuring that the level of reserves is appropriate for local circumstances, and is accountable to taxpayers for the decisions made. The CFO (PCC) has a duty to provide the PCC with the advice they need to make good decisions.  

7.2. Reserves are maintained as a matter of prudence. They enable the organisation to provide for cash flow fluctuations and unexpected costly events and thereby help protect it from overspending the annual budget, should such events occur. Reserves for specific purposes may also be maintained where it is likely that a spending requirement will occur in the future. 

7.3. The public’s acceptance of the precept is partly reliant on the understanding that the precept is spent on policing and that only a reasonable and prudent amount of any over-funding is being stored away as a general reserve. Conversely, when unforeseen expenditure arises, it is likely that the public would expect that the organisation would have sufficient resources to cover the expense without recourse to overspend.

7.4. In order to assess the adequacy of reserves, the CFO (PCC) should include an up-to-date assessment of the strategic, operational and financial risks facing the organisations.

7.5. Setting the level of reserves is one of several related decisions that must be taken when preparing the MTFP and the budget for a particular financial year. 

7.6. Assessing the required level of reserves should involve carrying out an analysis of the Balance Sheet on an annual basis and projecting forward the key items of the Balance Sheet. This projection incorporates forecasting levels of reserves and balances over a three year time horizon to cover the MTFP and capital programme. 

7.7. An effective reserves and balances strategy should consider the organisations approach to treasury management, capital expenditure plans and the need for external borrowing, against the use of balances and reserves. 

7.8. CIPFA guidance suggests that in addition to cash flow requirements, the following factors should be considered:



		Budget Assumptions

		Financial Standing and Management



		The treatment of inflation and interest rates

		The overall financial standing of the organisations (level of borrowing, debt outstanding, council tax collection rates etc.)



		Estimates of the level and timing of capital receipts

		The organisations track record in budget and financial management including the robustness of the medium term plans.



		The treatment of demand led pressures

		The organisations capacity to manage in-year budget pressures



		The treatment of planned efficiency savings/ productivity gains

		The strength of the financial information and reporting arrangements



		The financial risks inherent in any significant new funding partnerships, major outsourcing arrangements or major capital developments

		The organisation’s virement and end of year procedures in relation to budget under/over spends at organisational and departmental level



		The availability of other funds to deal with major contingencies and the adequacy of provisions

		The adequacy of the organisation’s insurance arrangements to cover major unforeseen risks.







8. EARMARKED RESERVES

8.1. The current accounting Code requires the purpose, usage and basis of transactions of earmarked reserves to be clearly identified. A review of the purpose and level of reserves will be carried out annually during the budget setting process and details of the use of reserves included in the relevant note to the Statement of Accounts.

8.2. Earmarked reserves are categorised as either “usable” reserves or “unusable” reserves. Usable reserves can be applied to fund expenditure, unusable reserves are not resources backed and therefore do not have equivalent cash balances. 

8.3. It is the PCC’s policy to use reserves to fund non-recurring purchases to reduce the impact on the council tax precept. This includes using capital reserves to reduce the Capital Financing Requirement (CFR), if appropriate, which in turn will reduce the Minimum Revenue Provision charged to the revenue account annually.  

8.4. The target level of earmarked reserves will therefore fluctuate annually but will always be justifiable and monitored to ensure levels of earmarked reserves are not too high or too low.  Should the PCC deem that the level of usable reserves that he holds is above and beyond the levels reasonably required and specifically earmarked for future projects, the PCC may return reserves to the public.  This is to be achieved by first utilising reserves to fund one off investments in line with provision 13.3.  



8.5. The reason useable reserves are held will be classified as:





		Specification

		Reason 

		Proportion of Net Revenue Expenditure Budget



		Earmarked - specified

		For a specific purpose

		Assessment based



		Medium Term Financial Planning

		To plan finances strategically e.g. reserves to defer external borrowing to secure financial savings

		Assessment based



		Capital Spending

		To support the capital programme

		Assessment based



		Corporate contingency 

		To protect against overspends or failure to deliver savings on time.

		Assessment based



		Risk-based reserves



		· Held to cover short-term financial risk

· Held for medium and long-term risks or spending plans

		Assessment based



		Ring fenced income 

		That can only be used for specific purposes

		Carry forward of unspent ring-fenced income from one financial year to the next in accordance with the Code









8.6. Unusable reserves currently held include:

· Revaluation Reserve - The Revaluation Reserve contains the gains arising from increases in the value of Property, Plant and Equipment and Intangible Assets. The balance is reduced when assets with accumulated gains are revalued downwards or impaired, consumed through depreciation, or disposed of and the gains are realised;

· Capital Adjustment Account - The Capital Adjustment Account absorbs the timing differences arising from the different arrangements for accounting for the consumption of non-current assets and for financing the acquisition, construction or enhancement of those assets under statutory provisions;

· Accumulated Absences Account - The Accumulated Absences Account absorbs the differences that would otherwise arise on the General Fund Balance from accruing for compensated absences earned but not taken in the year, e.g. annual leave entitlement carried forward at 31 March. Statutory arrangements require that the impact on the General Fund Balance is neutralised by transfers to or from the Account;

· Pensions Reserve - The Pensions Reserve absorbs the timing differences arising from the different arrangements for accounting for post-employment benefits and for funding benefits in accordance with statutory provisions.



9. GENERAL RESERVE

9.1. Whilst CIPFA does not stipulate a minimum or optimal level of general reserve, its general guidance is to establish a reserve representing “resources set aside for purposes such as general contingencies and cash flow management.”

9.2. Setting the level of earmarked and general reserves is just one of several related decisions in the formulation of the MTFP and the budget for a particular year. Account should be taken of the key financial assumptions underpinning the budget alongside a consideration of the organisations financial management arrangements. 



10. FORCE RESERVES

10.1. The PCC must have due regard to the need to ensure the on-going funding of policing activities (including the requirement to meet exceptional or extraordinary operations). The annual budget should include a realistic amount of operational contingency to be available to the Chief Constable to meet operational priorities without the need for additional approval.

10.2. The CC will ensure that the annual revenue budget is sufficient to finance foreseeable operational needs by presenting a business case as part of the MTFP and annual budget setting process to the CFO (PCC) and PCC for one-off expenditure items to be funded from earmarked reserves. 

10.3. The business case should include consideration of the level of reserves required for major incident investigations and other operational requirements, the amount of reserves required and timescales for their use. 

10.4. Approval of business cases for the use of reserves will be subject to the authorisation limits set out in Financial Regulations, to assist with day to day operational decision making.



11. PCC RESERVES

11.1. All reserves will be held by the PCC and managed to balance funding and spending priorities and to manage risks. This should be established as part of the medium-term financial planning process. 









12. REPORTING FRAMEWORK

12.1. The PCC has a fiduciary duty to local taxpayers and must be satisfied that the decisions taken on balances and reserves represent proper stewardship of public funds.

12.2. The level and utilisation of reserves will be informed by the advice and judgement of the CFO (PCC). To enable the PCC to reach their decision, the CFO (PCC) will report the factors that influenced their judgement and ensure that the advice given is recorded formally. This report will include as a minimum a statement:

· detailing the level of general reserve and any movements on the fund;

· on the adequacy of the earmarked reserves, relative to spending and an estimate of provisions in respect of the forthcoming financial year and the MTFP; 

· how reserves have changed over time, comparing with those held by other similar organisations;

· on the annual review of earmarked reserves including estimates of the year end balances. The statement will list the various reserves, their purpose, when they will be utilised and appropriate level; and

· An assessment of the risk of major incidents (operational and non-operational) occurring which is reflected in the budget and MTFP.

12.3. This report will be provided annually based on estimates to the PCC prior to approval of the council tax precept. The report will be updated with the year-end position for the PCC prior to the approval of the Statement of Accounts.

12.4. A mid-year report will be provided to the PCC for monitoring purposes. This will set out any changes in the status of the risks that reserves are being held to mitigate.



13. THE “OPPORTUNITY COST” OF HOLDING RESERVES

13.1. The external auditor encourages a statement within the Reserve Policy on the opportunity cost of holding reserves. “Opportunity Cost” is an economic theory term, which means if you spend something on one thing you can’t spend it on something else.

13.2. Applied to reserves, this means that if reserves are held which are too high, then an organisation is foregoing the opportunity to lower the Council Tax. This theory does not however lend itself well in practice where levels of council tax increase can be capped. 

13.3. During the budget setting process the PCC considers using reserves for one off investments. This is considered a more sustainable use of ‘excess’ reserves and reduces the impact on the council tax precept. 

13.4. It is essential that the PCC’s decisions on reserves are communicated clearly to local taxpayers to promote accountability.



14. PROVISIONS

14.1. Provisions are required for any liabilities of uncertain timing or amount that have been incurred. Provisions are required to be recognised when:

· the local authority has a present obligation (legal or constructive) as a result of a past event;

· it is probable that a transfer of economic benefits will be required to settle the obligation; and

· a reliable estimate can be made of the amount of the obligation.

14.2. A transfer of economic benefits or other event is regarded as probable if the event is more likely than not to occur. If these conditions are not met, no provision should be recognised.

14.3. The requirement for provisions will assessed and reported upon at the same time as the reserves.



15. RELATED POLICIES, PROTOCOLS, PRACTICES OR SERVICE AGREEMENTS 

15.1. Internal:

· Scheme of Governance – Financial Regulations;

· Financial Control Procedures (Finance intranet site).

15.2. External:

· CIPFA Statement on the Role of the Chief Finance Officer in Local Government.

16. MONITORING

16.1. The reporting framework will provide assurance that the policy is being adhered and monitored for its effectiveness and identified inefficiencies.



17. REVIEW

17.1. This policy will be reviewed and updated annually by the Head of Financial Governance on behalf of the PCC, to ensure it remains up to date for any changes to the Financial Management Code of Practice or other legislation and guidance.



18. WHO TO CONTACT ABOUT THIS POLICY

Jayne Woods Chief Finance Officer

jayne.woods@dyfed-powys.pnn.police.uk

Telephone ext. 23296
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Report of Chief Finance Officer (PCC) to the Joint Audit Committee

Capital Strategy

1 
Introduction


1.1 This Capital Strategy sets out the principles that underpin the production of the Police and Crime Commissioner’s (Commissioner) forward capital programme. It shows how capital investment contributes to the delivery of the Police and Crime Plan by the Commissioner and the Chief Constable (CC).


1.2 The priorities for policing in the local area are detailed in the Police and Crime Plan (PCP). This document is compiled by the PCC in consultation with the CC.  The priorities take account of the views of local people and partners as well as the Commissioner’s priorities as the elected representative.  The Commissioner will publish his PCP on 31st March 2017.  His priorities are:

· Priority One: Keeping our communities safe;


· Priority Two: Safeguarding the vulnerable;


· Priority Three: Protecting from serious harm;


· Priority Four: Connecting with communities.


1.3 The Commissioner and CC also take account of Strategic Policing Requirements issued by the Home Secretary. The CC is responsible for supporting the Commissioner in the delivery of the priorities set out in the PCP and has developed a Police & Crime Delivery Plan to support the PCP.  His operational delivery, performance monitoring frameworks and financing decisions focus on these priorities.  Five key delivery principles will support the PCP:

		Priorities

		Delivery Principles



		Keeping Communities Safe

		Delivering Value for Money



		Safeguarding the Vulnerable

		Public Engagement



		Protecting our communities

		Working Together



		Connecting with communities

		Supporting Victims



		

		Equality and Fairness





1.4 The Capital Strategy is a tool to support planning and corporate working across the two Corporations Sole. It also helps us use and manage our assets well. The Capital Strategy shows how we prioritise, monitor, deliver and evaluate our capital programme using the basic principles of the project methodology (Prince 2).


1.4 
Dyfed Powys is geographically the largest police area in England and Wales covering over half the landmass of Wales. It is particularly affected by the challenges associated with policing a largely rural area which includes two significant Ports, the major instillations at Milford Haven and a vibrant tourist industry. Capital Assets, whether Police Stations, Police Houses, Radio Masts, Vehicles or IT and Other equipment play a vital role in the delivery of policing services across the area and in terms of delivering Police and Crime Plan priorities.


2 
Key Partnerships


2.1 
In delivering each element of the strategy, the Commissioner plans to take due account of the continuing collaboration agenda and will take every opportunity to engage with neighbouring forces and other constituent Authorities in developing strategies to counter common problems. This Capital Strategy takes account of the continuing need to invest in these key priority areas working with partners in the future.


3 
Capital Programme


3.1 Assets are vital to the delivery of efficient services and that they should be well managed and maintained. Strategies for Estates Management, IT and Vehicle replacements underpin the Capital Strategy in providing the details for the longevity and the optimum replacement cycles for these items. The current capital programme included as Appendix A to this document is based on a range of needs information. 


3.2 The Commissioner holds the CC to account for delivering services cost effectively. This involves reviewing existing spending and decision-making processes as well as looking at additional opportunities to improve services provided to the public and ensuring value for money for the future.


3.3 The Capital budget outlined in Appendix A is contributing to the cashable efficiencies in the future delivery of policing in the Dyfed Powys area in the following ways:

· A reduction in revenue expenditure through a programme of potential buildings refurbishments and rationalisation as outlined in the estates strategy;

· Ensuring that planned building maintenance is prioritised on the basis of risk and statutory compliance;

· Centralisation of custody in Carmarthenshire;

· Through the delivery against the Digital Policing Strategy and Roadmap which entails investing in mobile data, digital policing and continued investment in IT systems and ANPR technology to maintain productivity and performance levels;

· Ensuring that opportunities for collaboration and sharing of buildings continue to be explored.


3.4 Critical to this is a prioritised update of the estate with the focus on improving operational facilities at the main larger police stations. The plan includes provision for improvements in custody facilities in Carmarthenshire which is expected to cost in the region of £8.0m.  


3.5 Significant refurbishment works to other station around Dyfed Powys and across all four counties will amount to a further £7.3m.  On top of this, there will be a rolling custody upgrade programme and a continuing planned maintenance programme funded from revenue spending.  

3.6 The Commissioner has procured the support of external consultants to lead and manage these works.  Their first task was to carry out condition surveys across the estate.  This work has completed and a further procurement to secure the service of experts to write the detailed specification has also been carried out.  These specifications have been used as the basis of the procurement for contractor services.  Works are being procured in five packages.  The first package, boiler works, is essentially complete with the second package, urgent works, nearing completion.  The remaining packages are the territory package (excluding Powys), Powys territory works and Carmarthen HQ works.

3.7 The capital budget supplements a central revenue budget for planned and cyclical major buildings works and revenue resources held and managed locally in divisional budgets available for smaller scale repairs, upkeep, and maintenance initiatives / programmes. Investment has been prioritised within the capital programme to reduce revenue expenditure on the estate.


3.8 Flexibility will be maintained within the buildings capital programme to allow for the virement between varying projects. This will be dependent on the judgement of Director of Estates. 

3.9 In terms of vehicles, a replacement programme has been developed and the cost implications are included in the forward capital plan. Vehicle requirements are considered in detail at the vehicle user group which is attended by operational and support representatives from the Force however the Force will continue to utilise the National Framework agreement to procure operational vehicles.

3.10 A Telematics project is being implemented across the Force which has entailed fitting “Black boxes” in vehicles to record vehicle usage and deployment amongst other things. Through the Strategic Fleet Group the Force will be analysing fleet utilisation and driver behaviour with a view ensuring an economic delivery. The Force revenue budget for fleet has been reduced by some £225K in 2017/18.


3.11 A modest recurring equipment budget is also included as part of the capital programme with the aim of reducing the impact of larger purchase requirements on revenue budgets. A bidding mechanism will be used for the allocation and use of this funding.


3.12 The Digital ICT Strategy and Roadmap is a detailed stand-alone document that includes provision for the further roll out of mobile data, digital policing, body worn video, In-Car video, officer portal (digital case file) and ANPR capabilities. It also caters for the updating of Communications Centre infrastructure and hardware as well as the replacement of Force desktop IT and servers on a replacement basis rather than a scheduled basis thus ensuring that capital investment in IT continues to be focussed on meeting key priorities. The Capital Programme includes the full cost implications of this planned work.

3.13 Included within the capital programme there are a number of key and strategically significant developments which need to be funded for which dedicated meeting structures and programme management arrangements are required. These are:


· CCTV;


· Emergency Service Mobile Communications Programme;


· Body Worn Video Project;


· Mobile Data Project;

· Telematics Project - tasking / deploymen.t


In addition the Force has submitted a Transformation Fund Bid for ICT investment in the Force Communications Centre in collaboration with eight other Forces in England.

4 Capital Requirements and Resources

4.1 There has been a significant reduction in core capital funding allocated by the Home office.  In 2017/18 a total capital grant of £318K will be available for the Commissioner. In addition, central funding will be available to part fund the ESMCP programme, although £2.6million of the future costs of this programme will fall on the Commissioner to fund.

4.2 The Commissioner and Chief Constable have prioritised investment in the capital programme towards strategic priorities, unavoidable spending and towards areas that reduce revenue future expenditure.


4.3 As part of his integrated service and financial planning arrangements, the Commissioner estimates the level of capital resources available for subsequent years. He also estimates the level available for the following four years in order to draw up a forward capital programme. 


4.4 An outline capital programme was approved by the Commissioner and the Police & Crime Panel in January 2017. The total approved capital programme for 2017/18 to 2020/21 was £29.807 million. Full details of the capital programme are included within Appendix A. This also incorporates a further three years to 2022/23 in order to ensure that the financial consequences of all schemes that are planned to commence can be financed over the period. 

4.7
The profiled level of capital investment and external resources are also used to calculate the budget for investment income and short term borrowing. The strategy also feeds into the considerations that the Commissioner makes annually in setting prudent sustainable and affordable borrowing levels and indicators. These are considered alongside investment considerations separately under the prudential code.


4.8
In addition to their own capital programme, the Commissioner and CC work with partners and the Home Office to secure additional capital and revenue resources to further partnership and transformational objectives. These are dealt with through complementary processes. The resources levered in are not included in the capital programme unless they form part of a direct Dyfed Powys Police led project. Innovation and transformation fund bids will also be considered to bolster further capital projects in future years.

5 
Identifying and Prioritising Capital Projects


5.1 The attached capital programme has been prioritised by the Force Chief Officer Group which appraises requirements against strategic priorities.  The processes recognise the varying scale and complexity of capital projects and incorporate a proportionate approach to capital project appraisal, monitoring and evaluation.


5.2 The Commissioner manages his capital strategy operationally through the Policing Board, which oversees the major change projects for both capital and revenue. In addition as part of the changes being implemented to the Corporate Governance arrangements of the Force, the Assets Gold Group will support delivery and monitor specific programme risks.   Detailed implementation work is assigned to key individuals and overseen by the Estates and Vehicle User Groups or a specific Project Board. 

5.3 Major projects are managed in accordance with project management best practice in terms compliance with PRINCE 2 project methodology.  Links have been established between benefits management on key projects, efficiency planning and costing information.


5.4 The Capital project proposals are considered and prioritised with reference to a business case and are considered against the following factors:


· Strategic importance - how the bid supports the Commissioner’s priorities and wider national and regional priorities;

· The outcomes that will be achieved and the specific benefits and impacts;

· Sustainability – whether costs are realistic and the level of future revenue implications;

· What options have been considered?;

· What other funding sources may be available;

· The degree to which the proposals support partnership working.


Prioritisation is then made, based on four categories, which are listed below in order of priority:


· Unavoidable (statutory, contractual or tortuous liability);

· Corporate Priority (relating directly to the Corporate Aims and priorities for improvement);

· Service Priority (meeting stated service priorities);

· Other (payback, invest to save, leverage of external funding etc).


Lower priority projects which cannot be delivered within available resources can only be considered and undertaken if additional resources or an under-spend on the approved capital programme is identified during the year.


6 
Implementing and Monitoring Capital Projects


6.1 
Progress against capital schemes is reported on at least a quarterly basis to the Policing Board and the Chief Officer Group.


6.2 
Following approval of the capital programme, a project manager and a user representative is identified for each capital project. The project manager is responsible for managing the project implementation and delivering its objectives. For all projects within the capital programme an officer is identified as project sponsor.


6.3 
The user representative is responsible for representing users and customers and for defining the quality requirements. Both roles reflect the underlying principles of the Prince 2 project management methodology. The project manager produces a project plan for approval. Progress against the project plan is reported to the Programme Management Board and Project Sponsor.


7 
Evaluating Completed Capital Projects


7.1 
Once projects have been completed the project manager completes a post implementation review for the major capital projects. This includes identifying at what stage the post project review will be carried out. The post project report is reviewed by the Force Programme Board and reported to the Commissioner if required.


7.2 
To evaluate the actual success and outcomes of capital projects a post project review is also carried out. The depth of this review is proportionate to the scale of the project and the benefits set out in the initial Project Initiation Documentation.


7.3 
This review is in effect a check of performance against the original proposal. It focuses on the outcomes achieved, the extent to which the benefits claimed are being realised, the actual costs, both revenue and capital, and the impact of other funding and partnership working. Dyfed Powys can then use this information to learn lessons and make any improvements identified during project implementation.


7.4 
The ongoing success of projects is monitored through a number of mechanisms such as officer feedback, public consultation and customer feedback.


8 
The Disposal of Assets


8.1 
The Commissioner and Chief Constable recognise the need to dispose of surplus or unsuitable assets to help achieve its corporate aims and deliver its capital programme and the detailed process for disposal of assets is included in the Corporate Governance Framework. 


9 
Revenue Implications of Capital Investment


9.1 
Day to day (revenue) spending resources are limited. This means that revenue funding for capital schemes is limited both in terms of funding the initial schemes and meeting on-going running costs.


9.2 
Consequently particular attention has been paid to on-going revenue costs stemming from capital projects within the appraisal process. All potential capital bids identify ongoing revenue costs and consider how these can be met. Once approved, revenue costs stemming from capital schemes including any prudential borrowing requirements are built into the medium term financial plan.


10
Conclusion


10.1 This Capital Strategy considers all aspect of capital management and sets out the methods for assessing capital projects and assets. The strategy should be read in conjunction with the detailed Estates and IT Strategies and annual Vehicle Replacement Plan.


11. Impact Considerations

		Implication

		Impact Considered (Yes/No)

		Impact Identified 



		Legal

		YES

		None



		Contribution to Police and Crime Plan

		YES

		As identified in Report



		Risk Analysis

		NO

		Assessed at each project level as they progress



		Equality

		NO

		Assessed at as each scheme progresses



		Human Rights

		YES

		None



		Children & Young People

		YES

		None



		Environmental and Sustainability

		YES

		As identified in Report



		National Park 

		YES

		None



		Media

		NO

		Media Strategy around publication needs to be considered by OPCC





12. Appendices


Appendix A – Detailed Draft Capital Programme

13. Contact details


Author(s):
Jayne Woods / Edwin Harries 

Email: 
Edwin.harries@dyfed-powys.pnn.police.uk;       


Jayne.woods@dyfed-powys.pnn.police.uk        

Telephone:   Ext 23296 / 23801

14. Public Access to Information


		



		Information in this form is subject to the Freedom of Information Act 2000 (FOI Act) including the exemptions set out within the Act and other relevant legislation. Where the exemptions or other restrictions are applicable, this form will be edited prior to being made available on the OPCC website within 5 working days of consideration by the Policing Board.



		



		





15. Officer Approval

		 Chief Finance Officer 

I have been consulted about the proposal and confirm that financial and legal advice have been taken into account in the preparation of this report. I am satisfied that this an appropriate request to be submitted to the Policing Board





		Signature




		Date 20/3/2017
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RevisedOriginal


 2016/17 2017/18 2018/19 2019/20 2020/21 2021/22 2022/23 2023/24Total


£££££££££


Estates Projects


Lanelli Custody Programme03,000,0003,000,0002,000,00000008,000,000


Recurring Custody Spending336,000100,000200,000200,000200,000200,000200,000200,0001,636,000


OPCC Estates Strategy Group  Works1,488,0002,500,0001,800,000500,000200,000200,000400,000200,0007,288,000


Planned Maintenance Programe30,00090,189142,580125,977125,000125,000125,000125,000888,746


Further Phase - HQ Refurbishment0100,00050,00050,00050,000000250,000


Total Spending1,854,0005,790,1895,192,5802,875,977575,000525,000725,000525,00018,062,746


Vehicles


Vehicle Replacement Programme1,144,000972,0001,044,0001,037,0001,050,0001,050,0001,050,0001,050,0008,397,000


Boat Replacement Programme120,000000120,000000240,000


1,264,000972,0001,044,0001,037,0001,170,0001,050,0001,050,0001,050,0008,637,000


ICT Schemes


CCTV0500,000500,000500,000500,0000002,000,000


PSN100,000190,00050,00050,00050,00050,00050,00050,000590,000


Emeregency Services Network (Airwave Replacement)0215,000945,667692,621500,0003,8397,831230,3862,595,343


Wide Area Network Requirements0150,000200,000150,000150,000150,000150,000150,0001,100,000


Disaster Recovery765,00050,00050,00050,00050,00050,00050,00050,0001,115,000


ANPR - Replacements / New National System220,000239,400316,350332,900292,950297,090148,500285,3002,132,490


Programme Developers / Technicians 070,000100,000100,000100,00030,00000400,000


Cyber Crime Storage / Equipment80,00050,00050,00050,00050,00050,00050,00050,000430,000


RMS Project050,000100,000100,000100,000100,000100,000100,000650,000


Digital Interview Recording040,000130,0000000150,000320,000


Central Data Information Store000100,000000100,000200,000


Digital Photography60,0000000100,00000160,000


Ad Hoc Operational Equipment (Capital >£6K)125,000100,000100,000100,000100,000100,000100,000100,000825,000


Body Worn Video336,00040,000000200,00000576,000


Mobile Data Project124,000150,000320,000180,000180,000180,000180,000180,0001,494,000


Customer Relationship Management / CID120,0000000000120,000


Crime Integration / Storm / PNC Audit / Interface050,00050,00050,00050,00050,00050,00050,000350,000


In-Car Video00250,0000000250,000500,000


Core ICT Desktop Replacement Programme75,00075,00075,00075,00075,00075,00075,00075,000600,000


Server - Replacement programme75,00075,00075,00075,00075,00075,00075,00075,000600,000


Storage & Backup Capacity140,000100,000100,000100,000100,000100,000100,000100,000840,000


Telematics97,00025,000000200,00000322,000


Oracle Licences Replacements80,000000000080,000


Handset Replacements050,00050,00025,00075,00025,00025,00075,000325,000


Firewall Replacements50,0000050,0000050,0000150,000


IP999 Upgrade0240,000000400,00000640,000


2,447,0002,459,4003,462,0172,780,5212,447,9502,235,9291,211,3312,070,68619,114,833


5,565,0009,221,5899,698,5976,693,4984,192,9503,810,9292,986,3313,645,68645,814,579


Funding Available


Police Capital Grants-500,000 -318,000 -318,000 -318,000 -318,000 -318,000 -318,000 -318,000 -2,726,000 


Revenue Contribution to Capital-400,000 -300,000 -300,000 -300,000 -300,000 -300,000 -300,000 -300,000 -2,500,000 


NPAS Capital (Panel)-114,000 -68,000 -23,000 00000-205,000 


Capital Receipts (Panel)0-1,500,000 -500,000 -200,000 0000-2,200,000 


Capital Reserves (18645000)-4,551,000 -7,035,589 -5,058,411 -2,000,000 0000-18,645,000 


Total-5,565,000 -9,221,589 -6,199,411 -2,818,000 -618,000 -618,000 -618,000 -618,000 -26,276,000 


Original Borrowing - Panel00-2,106,000 -1,765,000 0000-3,871,000 


-5,565,000 -9,221,589 -8,305,411 -4,583,000 -618,000 -618,000 -618,000 -618,000 -30,147,000 


Remaining Borrowing Requirement00-1,393,186 -2,110,498 -3,574,950 -3,192,929 -2,368,331 -3,027,686 -15,667,579 


Total Borrowing003,499,1863,875,4983,574,9503,192,9292,368,3313,027,68619,538,579


Cumulative003,499,1867,316,36510,769,37513,782,81415,921,43118,683,76018,683,760


Repayment @60 Yrs0058,320121,939179,490229,714265,357311,396311,396


Interest @4% per annum00139,967292,655430,775551,313636,857747,350747,350


00198,287414,594610,265781,026902,2141,058,7461,058,746


Annual Increase0198,287216,307195,671170,762121,188156,532




PURPOSE: For the Joint Audit Committee







Timing: The Capital Strategy must be in place by 1st April 2017











Title: Capital Strategy 2017/18 – 2023/24







Category of Decision / Business Area Impact: Statutory Requirement - Finance







Executive Summary: 











This Capital Strategy sets out the principles that underpin the production of the Police and Crime Commissioner’s forward capital programme. It shows how capital investment contributes to the delivery of the Police and Crime Plan by the Commissioner and the Chief Constable.







Recommendation:







The Joint Audit Committee to consider the Capital Strategy 2017/18 – 2023/24.  
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Foreword

This report sets out the national themes that HMIC found in its 2016 inspection of
police effectiveness.

As last year, the effectiveness inspection is very broad, covering the wide mission of
policing — from preventing crime and anti-social behaviour to tackling the most
serious elements of criminality that can blight our communities.

We have assessed and graded each of the 43 forces in England and Wales on how
well they prevent crime and anti-social behaviour, how effectively they investigate
crime, catch criminals and manage offenders, whether they are protecting those
people who are particularly vulnerable, and how well they are tackling serious and
organised crime. To make our judgments, we have collected a vast range of data,
scrutinised operational practice and found out what members of the public, including
victims, think of the service they receive.

The public can be reassured that overall most forces are doing a good — and in one
case an outstanding — job of keeping people safe and preventing crime. We are
particularly pleased to see how many forces have responded to our concerns on how
they protect vulnerable people. More forces are improving their performance in this
vital aspect of policing than in any other. But in some forces, the focus on
vulnerability, while entirely welcome, may have been at the expense of some other
important areas of policing.

This year we have seen further evidence of the erosion of preventative policing in
our neighbourhoods. Today, the police service is not as well equipped to stop crime
happening in the first place as it has been in the past. This is a significant concern.
HMIC is recommending that new national guidance is designed with the aim of
preserving neighbourhood policing as the cornerstone of the policing model in
England and Wales, and that all forces should then ensure that the service they
provide meets that guidance. With so much crime now being carried out online, the
police service needs further to extend its preventative presence into the cyber-world
too.

While commending the police service for the many improvements it has made, this
report also raises a large and deep-red warning flag. HMIC has discovered an
increasing number of unwelcome practices in some forces which, too often, have the
effect of artificially suppressing the demand for the police to take prompt and
effective action. For instance, too often emergency calls are reclassified as less
urgent when there is a shortage of officers to respond and, on occasions, decisions
are taken to reclassify high-risk victims of domestic violence to medium risk. This is
because, in too many respects, existing support systems are overwhelmed. On
occasions, gangs of violent and dangerous criminals are not formally classified as
organised crime groups because this would further stretch the resources available to
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manage and pursue high-end criminals. These types of practices are poorly
understood by forces — they tend to occur under the radar and are seemingly the
unintended consequence of changes that forces have made, often in response to the
challenge of austerity.

A worrying consequence of this approach is that, in some forces, the police are
simply not doing some of the basic things they should do. For example, police
officers are arresting fewer people, some crimes are apparently being shelved
without proper investigations taking place and too often suspects wanted in
connection with crimes are not being tracked down relentlessly. It is vital that police
leaders take action to address these emerging problems, so that the public are
properly protected.

Building on areas we have highlighted for action in previous reports, this year we
recommend that there is a nationally co-ordinated response to the crisis generated
by the shortage of qualified detectives and investigators.

We have made five recommendations designed to encourage improvement in the
areas where we have major concerns. There are actions that forces can take,
supported by other national bodies including the College of Policing, the National
Police Chiefs’ Council and the Home Office. We look forward to continuing to work
with forces and police and crime commissioners as the police service becomes ever
more effective in the service that it provides to the public.

Once again, | would like to thank all the forces for welcoming and supporting our
inspection teams, and | pay tribute to the work of the police officers, police
community support officers and police staff who protect us and our friends, families
and communities. We see countless examples of their high professionalism and very
great dedication during the course of our inspections.

Zé 5/ -//« f;‘fw

Zoé Billingham, HM Inspector of Constabulary
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Effectiveness in numbers

England and Wales

@ Calls for assistance
Calls for assistance per
1,000 population 12 months
to 30 June 2016

@ Crime (excluding fraud)

Crimes recorded per 1,000
population 12 months to 30 68
June 2016

England and Wales

. . England and Wales
Change in recorded crime

12 months to 30 June 2015 o
against 12 months to 30 +7.8 A)
June 2016

. . England and Wales
Change in recorded crime

for the 5 years to the o
12 months to 30 June 2016 -3.4%

Crime outcomes™®

England and Wales

Charged/summonsed 12.1%

England and Wales

Evidential difficulties: suspect
identified but victim does not 10.6%
support action

England and Wales

Investigation completed but
no suspect identified 47.4%

*Figures are shown as proportions of outcomes assigned to offences recorded in the 12
months to 30 June 2016.
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. Anti-social behaviour

England and Wales

Anti-social behaviour
incidents per 1,000 population
12 months to 31 March 2016

England and Wales

Anti-social behaviour
incidents per 1,000 population
12 months to 31 March 2015

@ Domestic abuse

Domestic abuse calls

for assistance per 1,000
population 12 months to 30
June 2016

Domestic abuse as a
percentage of all recorded
crime (excluding fraud) 12
months to 30 June 2016

England and Wales

England and Wales

. England and Wales
Domestic abuse as a

percentage of all recorded
crime (excluding fraud) 12
months to 31 March 2015

Organised crime groups

England and Wales

Organised crime groups per
million population as at 46
1 July 2016

@ Victim satisfaction rate

Victim satisfaction with the
overall service provided by
the police 12 months to 30
June 2016

For further information about the data in this graphic, please see annex A

England and Wales
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Summary and main findings

Our inspection found that most forces provide a largely good service to the public.
We judged two forces to be outstanding at crime prevention and four to be
outstanding in the way they tackle serious and organised crime. Slightly more forces
than last year are good at providing an effective service to the public. Police leaders,
police officers and staff should be commended for this. HMIC welcomes in particular
the considerable improvement in how effectively forces are protecting vulnerable
people and keeping them safe. However, we are concerned that, despite this broadly
positive overall picture, there are some worrying practices in some police forces and
risks to the public in the service that is being provided.

A small number of police forces are struggling to respond to shrinking resources. All
forces face the need to change their services so that they can better protect those
who are vulnerable and meet changing demand.

HMIC has three main areas of concern:
e some forces’ attempts to suppress demand are putting people at risk;

e in some cases, police officers are not carrying out sufficiently well their main
activities of preventing crime, keeping people safe and catching criminals; and

e police capabilities that are needed now and will continue to be needed in the
future, such as skilled investigators and neighbourhood policing, are
insufficient or being eroded.

Some forces which are struggling to meet the demand for their services are finding
ways of artificially suppressing that demand. This could be by downgrading the
severity category of calls for assistance from the public to justify a slower emergency
response, by setting a quota for the number of cases that get referred for specialist
assistance, or by not analysing and recording all the organised crime groups in a
local area.

In this time of rapid change in policing, HMIC is concerned that some of the
fundamental actions and activities that police officers should be doing to reduce
crime and keep people safe are simply not being carried out to the requisite
standard. We found evidence of fewer arrests, too often wanted suspects not being
pursued and apprehended, and, in some forces, a large number of crimes in effect
written off rather than pursued to an appropriate conclusion for the victim and the
community.

Some capabilities that forces need to cope with today’s pressures and will need to
manage tomorrow’s problems are either weak or underdeveloped. Some forces are
currently struggling to recruit and retain sufficient numbers of detectives and to
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retrieve evidence quickly from electronic devices such as mobile phones and
laptops. We have seen a number of policing functions such as neighbourhood
policing and some areas of investigation suffer from lack of intelligence support, as
the result of a steady decline in investment in this critical capability.

Overall performance

HMIC has graded all forces as outstanding, good, requires improvement or
inadequate for their overall effectiveness. Each of the four areas that make up the
overall judgment has also been graded. Also, HMIC has considered how well
prepared forces were to respond to serious threats, including a firearms attack.
There is no graded judgment for this question, but force performance is described in
each individual force report.

It is positive that overall most forces are good and slightly more forces have
improved than have declined this year. This overall improvement has been brought
about in part by a considerable improvement in forces’ response to protecting
vulnerable people, which is very welcome. However, this improvement has been at
the apparent expense of other areas of policing. In particular, it has meant reduced
investment in local policing, leading to an overall decline in the quality of preventative

work.

Crime
prevention

Crime
investigation

Protecting
vulnerable
people

Serious and
organised
crime

Overall pillar
grade

Inadequate Requires

=

Improvement

10

17

16

13

Good Outstanding

30 2
26 0
22 0
29 4
28 1

Declined Improved
11 3

8 6

6 14

7 5

9 10

! Forces received graded judgments against four areas relating to: 1. preventing crime and anti-social
behaviour; 2. investigating crime and managing offenders; 3. protecting those who are vulnerable;
and 4. tackling serious and organised crime.
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Despite the overall improving picture on vulnerability, there are still five forces which
are inadequate in this area. In these forces, there have been common failings in
identifying risk to victims at the point of first contact and in ensuring that victims at
high risk of harm receive timely and appropriate responses. This problem is
discussed in more depth later in the report. We found cases in all these forces where
victims had not been swiftly protected (including domestic abuse victims and
children).

One force, Durham Constabulary, is outstanding overall. A number of other forces
are outstanding in some elements of the service they provide to the public, such as
Norfolk Constabulary, Derbyshire Constabulary, Merseyside Police and Greater
Manchester Police. Only one force, Bedfordshire Police, is inadequate overall.
However, there are a number of other forces with poor performance: Gloucestershire
Constabulary has three requires improvement grades and one inadequate grade (in
serious and organised crime); Northamptonshire has requires improvement grades
across the board, as it had last year. A number of forces have three out of four
grades at requires improvement (South Yorkshire Police, Sussex Police and
Staffordshire Police), and the Metropolitan Police Service has one inadequate grade
and two at requires improvement.

Local policing and crime prevention

HMIC is increasingly concerned that local policing is being eroded. A visible local
policing presence that has the trust and confidence of the local community and
maintains a detailed understanding of the risks and threats within the community, is
critical in preventing crime and anti-social behaviour. Effective local policing teams
are also valuable assets in the fight against organised crime and fulfil a pivotal role in
keeping safe those in the community who are most vulnerable.

We found that the position on crime prevention and local policing continues to
deteriorate. In our assessment, local policing is the area of operational policing that
shows the greatest decline in performance. The public has noticed the lack of
investment in local policing. There has been a considerable drop in the percentage
who report seeing a uniformed police presence in their area. Only 19 percent of the
public reported seeing a foot patrol at least once a month (compared to 26 percent
last year) and only 42 percent reported seeing a vehicle patrol at least once a month
(compared to 48 percent last year).

HMIC understands that forces have to make difficult decisions about where best to
allocate their reduced resources. This should not result in forces providing one
aspect of vital policing services at the expense of another. Many forces have chosen
to increase their investment in supporting vulnerable people, which we welcome. But
high-performing forces have also maintained a local policing presence, even against
the backdrop of reductions in resources. This has allowed them to preserve
important elements of crime prevention and engagement with the public, using
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structured and evidence-based approaches to tackling local problems and providing
preventative and targeted foot patrols. These elements have been proven to prevent
crime and build public confidence.

Many forces have failed to redefine their local policing models to fit today’s reducing
budgets, changes in demands on their service, and changes in communities. As a
result, local policing is not on the same footing as other elements of the service
provided to the public by police forces. Local policing lacks the national guidance
and standards which apply in other areas of policing. In some forces, short-term
decisions to preserve the reactive areas of policing — those that respond to
immediate high risks — are putting the future of local policing in jeopardy. It is time for
the service to take decisive action by describing and committing to a model of highly
professional community-based policing that is fit for today and tomorrow.

Where dedicated local policing teams exist, too often the warranted police officers on
them are routinely taken away from their local policing duties to handle immediate
tasks elsewhere. That leaves police community support officers (PCSOs) as the
mainstays of these teams. As the number of PCSOs in England and Wales has
reduced by 35 percent since 2010 and further reductions are planned, HMIC has
significant concerns about the sustainability of this approach.

The work of local policing teams can thus be inconsistent, unstructured and
ineffectively supported by other parts of the force. This has resulted in the following
problems:

e A variable understanding of threat, harm and risk within communities as a
result of a lack of analytical provision and little exploitation of data from other
public services, such as housing and education.

e A general lack of clarity on how to engage and communicate with, and seek
the views, of local people. While there are pockets of good creative work,
these are often not joined up or supported by force resources, and there is
variable exploitation of the opportunities presented by social media to
communicate with the public.

e An inconsistent approach to tackling local problems in a structured way, and
one which is not always based on approaches where there is evidence of
effectiveness. Many forces do not apply routinely tried and tested methods,
nor do they evaluate their own approaches to see what works and then
provide this information to other people in the force and the wider police
service.

e Ad hoc self-planned activity, with officers and PCSOs deciding priorities for
themselves each day, rather than activity that is routinely directed by
intelligence and analysis.

11
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e Inconsistent use of powers to tackle anti-social behaviour.? There is a large
and unexplained variation in the extent to which forces use powers to tackle
anti-social behaviour, with some forces using these powers ten times more
than others, proportionate to their relative sizes.

In too many respects, the police service still does not routinely base its practice on
an evidence base, nor does it evaluate its approaches to add to that body of
knowledge. This risks inefficient and ineffective approaches to policing, which the
service cannot afford in an era of continuing budget pressures and growing demand
and complexity. Urgent action is needed in many forces to ensure that a proactive
and preventative element to policing is maintained, and Recommendation 1
addresses this matter.

Investigating crime

In the 12 months to June 2016, the police in England and Wales recorded 4.6 million
offences, which equates to 12,600 crimes each day. Police forces have to build the
investigative capabilities of their workforces and allocate the investigative workload
appropriately.

There is currently a national crisis in the severe shortage of investigators, such as
detectives. Some forces are coping with considerable increases in the number of
complex crimes (such serious sexual offences) but in other forces there are not
enough qualified detectives and other investigators to meet the demand effectively.
In addition, there is little, if any, capacity for forces to assist one another through the
temporary loan of detectives or other investigators where this is necessary. There
are many reasons why some forces are struggling to recruit and develop detectives.
In too many respects, this is leading to excessive workloads and stress among those
currently in the roles and to complex investigations being led by those who lack the
appropriate skills and experience. The police service recognises the problem and is
taking steps to address the shortage through changes to the career path for
detectives and other investigators, and an examination of the reward and recognition
arrangements for these skilled roles. However, it will take time to build the capability
and capacity of a new cadre of detectives. It is vital that police leaders and the
College of Policing work with rank-and-file officers to assure themselves that current
activity is moving fast and far enough to address this issue, and Recommendation 2
sets out a process for this.

For some time, HMIC has been concerned about the supervision of criminal
investigations. Poor or inconsistent supervision means that too many cases do not
make the progress that they should and too many of those investigating crimes do
not develop their skills sufficiently. Good supervision is also vital for staff welfare.

% There are a number of civil orders which police and other local organisations can use to tackle anti-
social behaviour.
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There is a particular lack of supervision over less specialist investigations. This is a
problem, as the investigating officers for such cases often have lower levels of skills
and experience than their more specialist colleagues.

Officers can be trained in supervision as part of their professionalising investigative
practice training, and this can be supplemented by online training modules on
investigative supervision. However, continuing professional development, particularly
for those officers investigating crimes in local teams, is very much seen as a
personal responsibility. Forces take an inconsistent approach on the extent to which
supervisors should be experienced and trained, which is adversely affecting the
quality of their work. This issue is more fundamental than simply one of access to
training. The way that officers progress into supervisory ranks and the development
of supervisory roles throughout a range of policing functions (for example, criminal
investigation, response and neighbourhood policing) must take sufficient account of
the need for the effective supervision of investigations.

The range of investigations conducted by the police and the increase in reporting
and recording of particular crime types, such as domestic abuse and sexual
offences, mean that forces are reconfiguring their investigative structures to ensure
that the right people investigate each crime. At the time of the inspection, many
forces were changing, had just changed or were about to change their policing
models. Both the complexity of the crime and the vulnerability of the victim need to
be considered in deciding which officer should investigate. For example, a so-called
low-level crime such as criminal damage or common assault may involve a
vulnerable victim and thus require a greater level of specialist support. HMIC is
pleased to see that a number of forces no longer allocate crimes simply according to
the type of crime that has been committed — for example, all theft and burglary
attracts a detective but common assault is passed to a non-specialist uniformed
officer — but make some assessment of risk and complexity and then allocate the
investigation to the most appropriate team.

HMIC is still very concerned that too often police officers without the right skills and
experience are investigating particular crimes. While this is not widespread in all
forces, where it does happen it can have serious consequences for the victim. In
some cases, complex investigations with vulnerable victims are conducted by non-
specialist uniform officers rather than detectives. This is often the result of a lack of
capacity in specialist investigation units or the failure to spot complexity or risk. It is
vital that the structure the police force introduces puts a sufficient number of people
with the right skills into the right units or departments to match the number and
complexity of the crimes that they will investigate. Too many forces are still getting
this wrong. In too many cases, they are not learning sufficiently from their previous
mistakes or the mistakes of other forces.

Forces continue to scrutinise their performance in investigations through the use of
the outcomes framework. This new system, introduced by the Home Office in 2013,
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is designed to show to the public and others how well police forces carry out their
investigations by reference to the nature and quality of the result achieved. The new
system has exposed a problem that is of very serious concern to HMIC about the
extent to which forces are not taking investigations further because the victim does
not support police action. In some forces, more than one in five cases is not
investigated fully for this reason. The figure is even higher for domestic abuse
offences. It is disturbing that, in five forces, over half of domestic abuse offences
have this outcome type, whereas in a different five forces, less than 20 percent of
offences are deemed to fall within this type.

Overuse of this outcome is likely to mean that far too many perpetrators of extremely
harmful domestic abuse crimes are not being brought to justice and victims are being
failed by the police. Worryingly, in too many cases, the forces with high proportions
of this outcome do not understand the reasons behind its use. HMIC has significant
concerns that too often officers are electing to use this outcome to justify an
investigation being completed, rather than engaging well with victims or pursuing
cases on their behalf, even though the victim may be reluctant to proceed (often for
complex reasons such as their own vulnerability or due to intimidation). The reasons
for closing cases with this outcome need to be understood better as a matter of
urgency, and assurance must be given to the public that this outcome is not just
being used because it is quick and convenient and avoids a difficult and time-
consuming investigation. Recommendation 3 says that the use of this outcome type
should be urgently reviewed. HMIC also recommends that the six forces® with high
rates of this outcome type compared to other forces, take urgent action to
understand why the rates are so high and to take steps, as appropriate, to reduce
those rates.

Online crime

Technology is increasingly an integral part of our lives. However, HMIC remains
concerned that police forces are not keeping pace with how technology is
transforming the lives of citizens and changing how they experience crime. Many
people are affected by online crime. Last year, one in ten adults was a victim at least
once of fraud and computer misuse. Offenders are also increasingly using online
methods to commit crime. Last year, 30 percent of blackmail offences, 45 percent of
obscene publication offences and 11 percent of both stalking and harassment and
child sexual offences were committed online in full or in part.* This is a problem that

% Cleveland Police, Kent Police, Hampshire Constabulary, Humberside Police, Warwickshire Police
and West Mercia Police.

* Crime in England and Wales: Year ending Sept 2016. Office for National Statistics, 19 January
2017, section 3. Available at:
www.ons.gov.uk/peoplepopulationandcommunity/crimeandjustice/datasets/crimeinenglandandwalese
xperimentaltables/current
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worries the public: 82 percent think online crime is a big problem and 68 percent
think the same about online anti-social behaviour. However, 42 percent do not feel
confident that their local police could deal with online crime. It is important that this
lack of public confidence is addressed.

Technology also provides the police with opportunities to investigate crime and
apprehend suspects. In too many cases, forces are unable to exploit digital
investigative opportunities because they have insufficient capacity or capability to do
so. Digital forensic capability and capacity is not keeping up with demand. Forces
have taken steps to shorten the time taken to examine devices such as mobile
phones and laptops for evidence. At the time of our inspection, just over 16,000
digital devices were still awaiting examination. Some 75 percent of devices had been
waiting for less than three months, and there were far fewer devices that had been
waiting for over 12 months (5 in total).> However, some of the ways in which forces
have achieved these improvements, such as using overtime to tackle backlogs of
work, are not sustainable. There is still variation in the extent to which forces have
backlogs in digital examinations, with four forces having considerably higher levels of
backlog than the rest.

Considerable work is going on with police leaders, supported by bodies such as the
College of Policing, on the capability required to retrieve and manage digital
evidence, including the need to recruit and train the police workforce for the digital
future. However, at the time of our inspection, there was not the evidence to suggest
that the service has an established and achievable approach to ensuring that it can
meet this increasing demand.

Catching criminals

People suspected of a crime need to be swiftly located to protect the public, reassure
victims and maximise the chance of a successful investigation. For many crimes, the
opportunities to identify suspects may be limited, since there may not be forensic
evidence or witness accounts. Suspects are identified in only half of crimes recorded
in England and Wales and a large number of these identified suspects are still at
large. HMIC has serious concerns that in too many forces there is a lack of grip,
supervision, active management, pursuit and tracking down of wanted suspects.

In order to maximise the chance of catching offenders who may have moved
between different force areas, those who are wanted in connection with a crime are
put on the police national computer (PNC) so that all forces are aware of them.
There are inconsistencies in how quickly forces send details of wanted suspects to
the national system. It is understandable that forces may wish to make their own
enquiries and to make initial attempts to apprehend suspects, particularly those

®> Not all forces could provide a breakdown of how long devices had been waiting for examination. The
breakdown relates to 12,800 digital devices.
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wanted for more minor offences. There are 67,000 people suspected of committing
crime whose details are not on the PNC. There may be very good reason for this, but
HMIC is concerned that there is considerable variation between forces in the length
of time that elapses before details of suspects are placed on the PNC. It is also
disturbing that twelve forces were unable provide HMIC with the number of people
suspected of committing a crime whose details had not been put onto the PNC.
There should be a clear national requirement that entries are placed on the PNC in a
timely manner.

As at 11 August 2016, there were 45,960 wanted suspects on the PNC,° a larger
number than in 2014.” We understand that there may be problems with the quality of
the data,® but notwithstanding this, HMIC has concerns that in too many cases
forces are taking insufficient action to actively track down wanted suspects once their
details have been circulated on the PNC. While the largest proportion of records for
wanted suspects are in respect of theft offences, suspects are also wanted for
offences including terrorism, murder, rape and firearms offences. Twenty percent of
records relate to theft. The next largest category, however, is for offences broadly
categorised as violence with injury (12 percent). There are an appreciable number of
records relating to rape (1012, or 2 percent) and to homicide (343, or 1 percent).
Some 15 percent of the suspects on the PNC are wanted for bail offences, which
means that the police had apprehended them at some point but had since lost track
of them.

There is limited evidence that all forces are actively pursuing and tracking down
wanted suspects, or identifying which ones are likely to cause the most harm. Some
of those suspects that pose a high risk, such as prolific domestic abuse offenders,
are made a priority for action. However, generally we did not find a systematic and
sustained approach throughout forces to catching those who are suspected of
crimes. We would expect a clear and timely process for entering suspects on the
PNC, regular attempts to track down those individuals and evidence that someone in
the force reviews the progress made towards catching the suspects.

Those people who are wanted for offences may well continue to cause harm until
they are caught. Given the lack of a systematic and sustained approach to catching
these suspects in some forces and the severity of the crimes that some are wanted
for, Recommendation 4 says there should be a tighter set of national standards

® This number relates to those wanted by Home Office forces.

" In September 2014, we published a report about wanted suspects were included on the PNC
database. Core Business: An Inspection into Crime Prevention, Police Attendance and the Use of
Police Time, HMIC, London, September 2014. Available at:
www.justiceinspectorates.gov.uk/hmic/publications/core-business/

® There may be people who are no longer resident in this country or who have died but are still on the
database.
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relating to apprehending suspects and clearer expectations of the reasonable steps
that all forces should be taking.

Preventing reoffending

A relatively small proportion of offenders are responsible for a high proportion of total
crime and harm. Forces have a responsibility to work with other organisations, such
as the probation service, prison service and drug and alcohol services, to protect the
public from further harm and to address the underlying causes of offending
behaviour. Within this general preventative work, there is a specific focus on the
most prolific offenders, which is known as integrated offender management (IOM).

Our inspection found that there are inconsistencies in the extent to which the IOM
model is applied to reduce harm rather than just to reduce the volume of offences. In
many forces, there is still too much of a focus on theft, robbery and burglary, rather
than on reducing threat, harm and risk. However, the picture has improved since last
year: for example, offenders being managed through IOM now include domestic
abuse perpetrators and gang members. Measures of success are limited, however,
and the data that do exist are often of limited quality. For example, recorded
reoffending rates are in a range from over 90 percent to under 10 percent; this
suggests that forces treat the measure differently. The evidence which relates to
longer-term outcomes is limited and often non-existent.

HMIC is concerned about the extent to which the public is being put at risk because
of the limited capacity within many forces to manage the risk posed by the most
dangerous offenders. Some individuals are so dangerous that they require a multi-
agency response through a process known as a multi-agency public protection
arrangement (MAPPA); individuals managed through this process will be subject to a
multi-agency risk assessment. Some forces are struggling in too many cases to co-
ordinate and contribute to such assessments, which involve substantial levels of
resource from a range of organisations.

HMIC is also concerned about the workloads of the teams supervising registered sex
offenders (RSOs). On too many occasions, unacceptably high workloads mean that
police visits to registered sex offenders to assess the full risk that they pose to the
community are being delayed. In some forces, there are also too many significant
delays in carrying out supervisory visits to those offenders, visits that are required in
order to keep communities safe. In six forces, over 10 percent of the RSOs had yet
to be assessed at the time of our data collection; in one force, this figure was 30
percent. Throughout England and Wales, the risk represented by some 2,700
registered sex offenders had yet to be assessed. In too many respects, many forces
are thus failing to understand and manage the risk posed to the public.
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Keeping vulnerable people safe

The police service has recognised that its response to those who are the most
vulnerable is not always good enough. Police leaders and police and crime
commissioners are committed to improving the police response to vulnerable people.
Officers we spoke to at all ranks and throughout a range of forces told us that
safeguarding and protecting vulnerable people are priorities for their forces. We have
seen forces change their structures, realign their spending and resources, adapt
their promotion approaches and redesign how they work to reflect these priorities.
This year, it is encouraging that 14 forces have improved in their graded judgments
on how they support vulnerable people and keep them safe.

HMIC does not underestimate the effort and commitment that it has taken to achieve
this improvement. We also understand that demand has continued to increase in this
area. Between August 2013 and June 2016, the police recorded a 61 percent
increase in domestic abuse crimes. Increases in other crime types involving
vulnerable victims — for example, recorded sexual offences have doubled since 2013
— also add to the demand in this complex and specialist area of investigation.

Despite this very welcome effort and improvements in many forces, HMIC is still
finding some weaknesses in how forces keep vulnerable people safe. There are still
16 forces which HMIC judges to require improvement and 5 which are inadequate.

Forces are finding different ways to deal with increasing levels of demand with fewer
resources. In some instances, these approaches are inappropriate, as they lead to
failings in the force’s ability to identify, or to respond effectively to, vulnerable victims,
in particular to victims of domestic abuse. Examples include forces not always
responding immediately or promptly to vulnerable victims, or sometimes
inappropriately assessing risk over the telephone rather than face to face. We found
that practices in a small number of forces were too often putting vulnerable people at
serious risk of harm. HMIC urgently recommended that those dangerous practices
be stopped at once. Often these practices are driven by the need to reduce the
demands faced by the forces (such as by not sending officers to domestic abuse
incidents) rather than by the needs of the public or the victim. This demand
suppression is of serious concern to HMIC,; it is vital that the forces’ responses to
resource pressures do not put the public at risk.

The variation in the extent to which forces use their powers and pursue criminal
justice outcomes is currently unexplained. Forces must ensure that powers of arrest
and the criminal justice system are used appropriately to support and protect current
and potential future victims of offending behaviour. The number of arrests in
domestic abuse crimes has fallen in about half the forces and across England and
Wales, the rate at which domestic abuse perpetrators are being arrested has fallen
by 15 percentage points. There is a still a considerable variation in arrest rates
between forces, from only a quarter of perpetrators of domestic abuse crimes being
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arrested in some forces to over three-quarters in others. In some forces, the use of
arrest as a way to support and protect victims has reduced to disturbingly low levels.
On too many occasions, formal and informal police action to protect victims and
deter offending is not being carried out.

As discussed earlier, investigations in about a third of domestic abuse cases do not
progress because the victim does not support police action. In five forces, this figure
is more than half of all domestic abuse cases. HMIC has significant concerns that
police officers’ discretion over their workload and a well-intentioned belief in victim-
led policing mean that officers are not always properly discharging their
responsibilities to keep people safe and to bring offenders to justice.

While forces have been reprioritising the work of their specialist investigative
resources to protect vulnerable people, in too many respects HMIC still found that
these units are under strength and, in some places, almost overwhelmed by the
workload. Forces are trying a range of different approaches to ensure that there are
sufficient specialist resources, particularly in light of the increases in demand in
relation to domestic abuse and sexual offences. However, in many forces these
approaches have yet to succeed in ensuring that workloads in specialist units are
acceptable.

The continuing lack of capacity in these units means that, in some forces, on too
many occasions, backlogs of risk assessments wait to be verified, cases are not
allocated in a timely way to specialist investigators (or are allocated to inexperienced
or unqualified investigators), and there are delays in referrals to other agencies. This
means that victims may not get the right level of support or protection quickly
enough, including from other services such as social care and health. This could
mean that they and their children are at risk of further harm.

Tackling serious and organised crime

Most forces are good at tackling serious and organised crime: 29 forces are judged
to be good and 4 are outstanding. Forces’ ability to pursue organised criminals is
well established, their understanding of the threats they pose is growing, and, in
many parts of the country, there is evidence of an increasing emphasis on working
with other agencies and on prevention. However, a shift in approach is needed if
forces are to maintain and improve this level of effectiveness, as organised crime
and approaches to tackling it become more complex. For example, cyber-enabled
crime is highly technical and specialist.

Most forces’ understanding of serious and organised crime is improving. They have
worked, with support from regional organised crime units (ROCUSs), at identifying
non-traditional threats, such as from child sexual exploitation and cyber-crime. They
have developed approaches to assess the risk, threat and harm that these crimes
pose to their communities. Even in relation to more traditional forms of organised
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crime, such as drug trafficking and dealing, forces are recognising and responding to
the vulnerable people who are involved. However, in common with other areas of
policing, many forces have yet to incorporate properly into their assessments data
from organisations such as health services, Immigration Enforcement, HM Revenue
and Customs, and education services. Doing so would greatly enrich the
understanding of serious and organised crime, both in the forces themselves and in
those other organisations, allowing them all to tackle it more effectively.

When a force identifies an organised crime group, it assesses the group’s criminal
intent and capability by carrying out a nationally standardised procedure known as
mapping. Mapping enables forces to understand the threat posed by organised
crime groups and informs decisions about which groups to tackle first and which
tactics to use.

However, in too many respects the mapping process is still used inconsistently in
forces. HMIC is concerned that inconsistent mapping means that the police service
does not have a coherent national picture of the threat posed to communities by
organised crime. On too many occasions, forces are failing to map organised crime
groups once they have been identified. It is unacceptable that some large urban
forces with a high threat from serious and organised crime have relatively fewer
mapped criminal groups than small rural forces. In some cases, this is because
forces find other methods easier to apply or more helpful in informing operational
decision-making. In others, it is because of a reluctance to map groups which forces
then do not have the resources to investigate or disrupt.

Two things need to happen for there to be a much-needed clear national picture of
the threat from organised crime, and these are the subject of Recommendation 5.
The first is for forces to transfer the mapping function to regional organised crime
units. HMIC recommended this in 2015; it is happening too slowly (or not at all) in
most regions. It is crucial that the pace of this work is accelerated so that there is
more consistent mapping throughout all forces.

The second is an overhaul of the mapping process itself to make it more fit for
purpose. The police service is aware that, while mapping provides a helpful structure
for assessing many aspects of organised crime, it is poorly suited to assessing the
intent and capability of groups involved in newer threats such as cyber-crime or
organised child sexual exploitation. The process therefore needs updating. Some
work is under way in the police service and the National Crime Agency to achieve
this.

The vast majority of forces respond effectively to organised crime groups, but many
remain too heavily focused on catching and convicting organised criminals, rather
than on preventing serious and organised crime from happening in the first place.
The pursuit of organised crime groups and those individuals causing the most harm
is a vital role of the police, who have the law enforcement and coercive powers.
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However, while much of the current work is excellent, there needs to be a
fundamental shift in approach if the police service and partner organisations are to
reduce permanently the serious and organised criminality that blights many
communities. The need for this shift is most acute in some large metropolitan forces;
these forces cannot rely solely on enforcement to protect the public from organised
crime.

The approach within forces needs to change. There needs to be improvement in the
extent to which local policing teams are engaged meaningfully in tackling serious
and organised crime. We have seen some good work in some forces but there is still
further to go. Forces must have a long-term approach to managing existing offenders
so that those offenders are constantly thwarted in their attempts to continue their
criminal activities. This approach should include the use of preventative powers
which place highly restrictive conditions on organised criminals on their release from
prison. Finally, there should be a better understanding of the effect of force activities
in reducing serious organised crime.

A greater emphasis on working with others is also vital. Forces cannot fight serious
and organised crime successfully in isolation. They need information and intelligence
from other organisations and they need these organisations to use their assets and
powers to disrupt organised crime groups. They need to work more closely with
regional organised crime units to make sure that they understand the full extent of
organised criminal networks, rather than simply targeting mid-level criminals whose
roles are often filled quickly by others if they are caught and imprisoned. There is a
richer set of intelligence sources at regional level that can help to understand
broader criminal networks. There are also more specialist capabilities, such as
undercover teams, specialist surveillance and witness protection. Other agencies are
also crucial, both in supplying intelligence and in bringing different powers and
sanctions to bear to disrupt and dismantle these groups. For example, Immigration
Enforcement, HM Revenue and Customs and National Trading Standards all have
powers which can disrupt the work of organised criminals.

Although some improvements need to be made at force level, many require national
effort and co-ordination. In too many respects, the system in its current form makes it
difficult for forces and ROCUs to operate to their fullest potential. A new, nationally
consistent approach to assessing the threat posed by serious and organised crime
should be developed by the police service, the National Crime Agency and the Home
Office. This would enable a true picture of risk, lead to the better alignment of
resources at all levels to the most serious threats, produce a much clearer national
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picture of the effect of law enforcement on organised crime, and, in short, facilitate a
national system for tackling organised crime groups which is commensurate with the
threats that they pose.

Specialist capability

HMIC also inspected forces’ specialist capabilities. The results of this inspection will
be published shortly. There was a particular focus on the work that forces had done
to be ready to respond to a firearms attack, including a terrorist attack similar to the
tragic events in Paris in 2015. We have found that, following this event, all forces
reviewed the threat posed to their communities from a firearms attack. Alongside the
comprehensive national programme to increase firearms capability and capacity,
which is on track, forces have considered whether, in light of the risks faced, they
need to strengthen further their response in this area. Given the severity of the threat
faced, HMIC will be recommending some specific national requirements to ensure
that all forces assess the risk and plan their response as thoroughly as possible.
These issues will be explored further in a later report.
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Recommendations

Cause of concern

HMIC found that neighbourhood policing continues to be eroded. The police
service is no longer consistently implementing elements of neighbourhood policing

known to be effective in preventing and tackling traditional crime, and has not yet

applied these to 21st century threats (online crime and so-called hidden and
complex crimes).

Recommendation 1

By December 2017, the College of Policing, working with the National Police

Chiefs’ Council and the Association of Police and Crime Commissioners,
should review the existing evidence about what makes effective

neighbourhood policing, and develop and issue national guidance setting

out the essential elements of neighbourhood policing which all forces should

provide. This guidance should cover, but not be limited to:
e public engagement to inform preventative policing activity;
e targeted intelligence-led preventative activity and patrolling;

o effective problem-solving policing to prevent crime and anti-social
behaviour;

o effective involvement of neighbourhood policing in tackling serious and

organised crime, in preventing violent extremism and in keeping the
most vulnerable members of communities safe;

o effective multi-agency approaches to local problems;

e analytical capability to support effective and targeted preventative
policing; and

e capability to review and assess the effectiveness of the action taken, to

learn what works and to implement that effectively across the whole
force area.

Immediately after the national guidance has been issued, all forces should

review their own approach to neighbourhood policing to determine whether

the service they provide to local communities meets these guidelines. As

soon as practicable thereafter, they should put into effect any necessary
changes to implement the national guidance.
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Cause of concern

HMIC found a severe shortage of qualified detectives and other investigators and
has concluded that this now constitutes a national crisis. Some forces are coping
with significant increases in the number of complex crimes (including serious
sexual offences) but in other forces there are not enough qualified detectives and
other investigators efficiently and effectively to meet the demand. In addition, there
is little, if any, capacity for forces to assist one another through the temporary loan
of detectives or other investigators where this is necessary or expedient. While the
National Police Chiefs’ Council (NPCC), working with forces, is already taking
steps to tackle the national shortage, it is vital that this activity is of sufficient pace
and scale to solve the problem.

Recommendation 2

e By June 2017, the National Police Chiefs’ Council, working with the College
of Policing, should review what is currently being done at both force and
national levels to tackle the national shortage of qualified detectives and
other investigators. By June 2017, they should provide a report to HMIC and
the Home Office as to whether the steps now being taken are sufficient to
tackle the shortfall and, if they are not, as to what further steps are
necessary in that respect.

e By December 2017, the National Police Chiefs’ Council, working with the
College of Policing, should establish and immediately put into effect and
expeditiously pursue a national action plan to remedy the shortfall in
numbers of detectives and qualified investigators. The action plan should
state the respective responsibilities of individual forces, the NPCC, the
College of Policing and the Home Office in this respect, and contain a
specification of the steps to be taken by each and the timescale according to
which those steps should be taken.
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Cause of concern

HMIC found that there is an unacceptable and poorly-understood variation in the
extent to which forces assign to investigations the outcome type (see annex for
further details): ‘Evidential difficulties: victim does not support police action’.

Recommendation 3

e Each force that has assigned to appreciably high levels of investigations
(when compared with other forces) the outcome type (Cleveland Police,
Kent Police, Hampshire Constabulary, Humberside Police, Warwickshire
Police and West Mercia Police) ‘Evidential difficulties: victim does not
support police action’ should:

e by 1 May 2017, produce and submit to HMIC an action plan that sets
out: how it will undertake a comprehensive analysis of the use of this
outcome type across the force area in order fully to understand why it is
an outlier; how it will review the extent to which the force’s use of this
outcome type is appropriate; and, as is likely, the steps that it will take to
improve its service to victims by reducing the extent to which
investigations are assigned to this outcome type;

e immediately thereafter put that action plan into effect; and

e by 30 June 2017, submit to HMIC a report on the results of the
comprehensive analysis of the use of this outcome type.

e By September 2017, the Home Office, working with the National Police
Chiefs’ Council and police forces, should determine whether any further
guidance should be issued regarding the use of this outcome type or
whether more significant changes are required to the outcomes framework,
and if necessary issue further guidance in this respect to forces as soon as
practicable thereafter.
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Cause of concern

HMIC found that in many forces there is a material lack of focus, grip and effective
activity directed to apprehending wanted suspects. There are too often
inconsistencies and weaknesses in how rapidly forces circulate information about
wanted suspects on the Police National Computer (PNC), and too often inadequate
efforts are made to apprehend these individuals once the information has been
circulated.

Recommendation 4

e Immediately, all forces should review their current procedures for
apprehending wanted suspects, assess the number of wanted suspects on
the PNC and those whose details have yet to be circulated on the PNC, and
take prompt and effective action to apprehend those suspects.

e By September 2017, the National Police Chiefs’ Council (NPCC) should
develop clear guidance for forces on the requirements and process for
entering the details of suspects on the Police National Computer and the
reasonable steps forces should take to apprehend those wanted individuals
once their details have been circulated. The NPCC should work closely with
forces to develop this guidance.

e Inits PEEL effectiveness inspection 2017, HMIC will test forces’ readiness
to comply with the established approach.
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Causes of concern

HMIC found that the current approach to mapping organised crime groups is
applied by forces in an unacceptably inconsistent way, giving an incomplete and
inaccurate picture of the national threat. Given the severity and nature of organised
crime, a more coherent and consistent approach is critical.

Recommendation 5

e Immediately, the responsibility for mapping organised crime groups should
be transferred from individual police forces to regional organised crime
units, and this transfer should be completed no later than September 2017.

e By September 2017, in order to improve the consistency of organised crime
group mapping, the National Crime Agency should lead a comprehensive
review of the suitability of the current mapping approach for assessing and
tackling the broad range of threats posed by serious and organised
criminality (including organised crime groups, urban street gangs and other
criminal networks) and, if necessary, issue guidance on a revised national
approach as soon as practicable thereafter.
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Preventing crime and anti-social behaviour

The mission of policing is broad and complex, encompassing a wide range of
functions, which are often linked to those of other agencies. The public expects the
police not only to catch offenders but also to work effectively, and in partnership, to
understand and find sustainable solutions to a variety of social problems that are
common in communities. It is an integral part of the police’s job to be proactive in
identifying such problems, along with the causes of crime and anti-social behaviour.

Neighbourhood policing built around problem-solving and crime prevention helps to
keep people and communities safe. It builds trust, reduces the fear of crime and
leads to greater confidence and more reporting of crime. When done properly, crime
prevention and problem-solving are cost effective: they are cheaper than the
investigation of committed crime and can reduce demand not only for the services of
the police but also for other public services.

HMIC assesses how effective forces are at preventing crime and anti-social
behaviour and examines how well they:

e use intelligence to identify the threat, risk and harm to communities;

e work with local communities to understand policing priorities;

e use an evidence-based approach to tackle local problems (problem-solving®);
e use tactics and interventions to prevent crime and anti-social behaviour; and
e review their own performance and take action to improve their services.

Our findings are organised under these headings in the rest of this chapter.

What models have forces adopted to provide
neighbourhood policing and how effective are they?

HMIC has graded 2 forces as outstanding, 30 forces as good, 10 forces as requires
improvement and 1 force as inadequate. This is a deterioration from last year’s
results, as more forces now require improvement. HMIC found evidence that the
service is suffering from the reduction in neighbourhood-based teams. This is a
consequence of forces giving priority to addressing vulnerability and risk and on
occasion broader budget reductions; these factors have resulted in the design and
implementation of new operating models. In some force this has meant that
resources have been shifted away from neighbourhoods.

® Problem-solving policing is a structured approach to addressing specific problems; it aims to apply
rational and evidence-based analysis of problems and their solutions in a policing context.
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All forces allocate at least some resources to the prevention of crime and anti-social
behaviour through neighbourhood or local policing teams, and in some forces this
investment is considerable. HMIC found several different models for such teams:

25 forces had a dedicated neighbourhood model, 12 a partially integrated model, 3 a
fully integrated model, 2 a prioritised model, and 1 force did not specify.'® This
finding supports HMICs concern there is now a varied and inconsistent approach to
neighbourhood policing across the service. HMIC understands that different local
circumstances might require a service to be provided in a different way, for example
in a rural area neighbourhood teams may be more likely to mix a preventative
proactive role and one which is focused on emergency response, as they will be the
closest people to the incident.

The data shows a very mixed picture of spending on neighbourhood policing, but,
regardless of their chosen model, over two-thirds of forces now allocate less than 13
percent of their total overall budget to it.

Figure 1: Percentage of force expenditure allocated to neighbourhood policing
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1% Dedicated model — staff time spent mainly on engagement, problem solving and prevention activity
in a specific location; fully integrated model — neighbourhood and response functions are combined
with some investigation; partially integrated model — neighbourhood and response staff have separate
functions but neighbourhood staff respond and investigate when demand is high; prioritised model — a
fully integrated model but in specific areas has dedicated staff performing neighbourhood functions.
These numbers are based on figures supplied by forces to the HMIC 2016 effectiveness data
collection.
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HMIC has previously been concerned that resources for dedicated neighbourhood
policing are starting to diminish as forces balance competing and challenging
demands and that even if officers allocated to neighbourhood teams they are taken
away from their preventative neighbourhood policing duties. To gain a more accurate
picture of this risk, HMIC conducted a voluntary survey of neighbourhood officers
across the service to understand how often they were taken away from their
neighbourhood roles to work on other priorities, how suitable the tasks that they were
assigned were, and the effect of increased workloads (for further details see About
the data, Annex A). The findings indicated that between half and two-thirds of
constables with a neighbourhood role had been taken away from their normal duties
once or more a week, with around one-fifth being taken away three times or more.
The survey also indicated that around one-third of police community support officers
were taken away from neighbourhood duties every week, with around one in ten
being taken away three times or more often. This was often to perform functions not
associated with crime prevention or community engagement, such as supervision of
people in cells or hospitals or transporting detainees. This information supports
HMIC’s findings on inspection that, in reality, officers who are apparently dedicated
to neighbourhoods are increasingly not able to police their neighbourhoods as
communities expect.

HMIC understands that forces need to balance proactive and reactive policing, and
that in some cases it is necessary to take neighbourhood officers away to deal with
particular but non routine events where a large number of officers present is
required, for example a football match. However, management of the way in which
neighbourhood policing resources are used outside their designated area is unclear
and a cause for concern. HMIC discovered that some forces do not have a clear
understanding of the extent to which their neighbourhood officers are taken away for
other duties or what neighbourhood officers do. Twenty-two forces do not have a
suitable policy for managing the process of taking neighbourhood officers away for
other priorities (an abstraction policy). In those forces that did have a policy, HMIC
found very limited evidence of any assessment or understanding of the effect that
taking officers away was having. HMIC is encouraged that a few forces are starting
to take steps to understand the consequences of their abstractions. For example,
Cleveland Police has initiated ‘Operation Impact’, which is a force-wide initiative to
ensure neighbourhood staff are deployed to the right place, at the right time as
determined by repeat victims, locations and anti-social behaviour trends.

Neighbourhood policing responsibilities are becoming wider and more varied. HMIC
found evidence of neighbourhood officers doing more investigations. While, in some
cases, this was appropriate, in others the crime investigation required was often
protracted and complex. As a consequence, officers are not always available to
undertake dedicated crime prevention work in their neighbourhoods, and the work of
neighbourhood teams, across the service, is becoming more irregular, unstructured,
and is supported ineffectively by other force resources.
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The public have noticed these changes to neighbourhood policing. A recent public
survey, conducted by Ipsos MORI on behalf of HMIC (see annex A for further
details), examined public attitudes towards police effectiveness across England and
Wales. Results indicated that the levels of perceived effectiveness of local policing
across different aspects of the service are lower than last year, with only 30 percent
of the public rating their local police force as effective on crime prevention and 37
percent rating them as effective on tackling anti-social behaviour.** When asked
whether local policing had got better or worse, the percentage of respondents stating
that services had deteriorated was 20 percent, whereas only 5 percent said the
service had improved. While 70 percent felt that crime and anti-social behaviour
levels within their communities had remained the same as last year, 17 percent felt
levels had increased and only 6 percent felt levels had fallen.

HMIC remains concerned that in too many places the police service is in danger of
becoming too reactive. The extent to which neighbourhood teams are diverted to
other work is too often detracting from neighbourhood policing and limiting problem-
solving opportunities. HMIC encourages forces to find ways to provide resources for
preventative policing. Effective neighbourhood policing can produce valuable local
information to help the police to reduce and prevent crime and anti-social behaviour
and to safeguard the public from risk.

Use of intelligence to identify the threat, risk and harm
within communities

To be effective operationally, it is vitally important that the police are able to gather
information from various sources, including the community. Intelligence can be used
to prevent crime, drive proactive policing and produce profiles based on research
and analysis to support problem-solving.

To assess how appropriately forces make use of intelligence to understand the level
of the threat, risk and harm present within their communities, HMIC interviewed
police officers and staff at a range of operational levels. HMIC looked for reference
to, and knowledge of, strategic assessments, local profiles or plans and other force
documentation to support an intelligence-led approach to preventing crime and anti-
social behaviour. HMIC also considered whether force priorities reflected crime
prevention and how well such approaches were prioritised.

During our inspection work HMIC found that all forces had intelligence-based
strategic assessments and over half had specific crime prevention strategies,
although the two were not often linked. In over half of forces, it remains unclear how
such information informs a preventative approach or how it reaches the front line to
have the most effect and enable neighbourhood teams to serve and protect

' Around a third of respondents did not express a view.
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effectively those communities most at risk. To support this concern, HMIC found a
variable understanding of threat, risk and harm, at a local operational level. While
most officers had a good understanding of the importance of preventative activity,
HMIC did not find evidence to suggest that prevention of crime is a consistent focus
of all neighbourhood teams. Where dedicated neighbourhood teams existed, HMIC
did find some examples of excellent work, often with other local services, and
officers demonstrated strong operational understanding of the communities they
served, but this was often knowledge retained by officers and not centrally stored or
recorded by forces. However, HMIC is concerned to find that many forces have a
poor local understanding of their rapidly changing and extremely diverse
communities.

In just over half of forces, HMIC was unable to find evidence that neighbourhood
policing teams used intelligence to become actively engaged in problem-solving on
problems created by organised crime groups (OCGs). While some neighbourhood
teams took responsibility for, and proactively managed, OCGs, HMIC found that
involvement in disruption activity was often based on the needs of the moment and
the link between some criminality and criminal groups was poorly understood by
neighbourhood officers. This was partly the result of OCGs being either managed
elsewhere in the force or not properly assessed and mapped, but mainly because of
a lack of communication between different teams and ineffective dissemination of
OCG intelligence to neighbourhood officers.

An important element of forces' understanding of crime prevention and anti-social
behaviour is derived through use of neighbourhood profiles.*? These are identified as
an essential part of local policing in the College of Policing’s Authorised Professional
Practice for community engagement.*® Profiles should be used to enable both the
police and their partner organisations to identify risk and vulnerability and then target
it appropriately through a dedicated problem-solving approach. HMIC recognises
that forces may use other approaches to gaining insight into local communities and
giving this insight to frontline officers.

At the time of our inspection HMIC found an inconsistent use of neighbourhood
profiles, or alternative analysis, to support problem-solving in local communities.
Although 36 forces stated that they use such products, their use was not always
apparent. Too often, HMIC discovered outdated neighbourhood profiles which were
no longer being used. Where profiles did exist, in some cases they had not been
kept up to date or used effectively to support crime prevention. HMIC found evidence
that many of the profiles contained only existing police information and lacked

12 Neighbourhood profiles are an effective way of compiling a range of police and partnership data to
assist in the understanding of neighbourhood’s and the people living and working in them.

'3 Authorised Professional Practice - Engagement and communication, College of Policing, 2013.
Available from: www.app.college.police.uk/app-content/engagement-and-communication/?s
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partnership data. A small number of forces had no profiles at all and no evidence
was found to suggest that those forces used alternative methods to understand their
communities.

In over three-quarters of forces, HMIC found evidence that crime prevention and
problem-solving at a neighbourhood level are used routinely because of a lack of
analytical support. Analytical provision and intelligence resources tended to be used
for more reactive or time-critical policing operations instead. Neighbourhood teams
are too often failing to take a targeted approach to dealing with local crime and anti-
social behaviour. The analytical capacity of many forces has reduced, meaning that
their ability to process intelligence and continually to improve their approaches to
crime prevention has also reduced.

As analytical resources across the service are apparently shrinking, HMIC
encourages forces to make better use of opportunities available through new and
emerging technology. Innovative analytical techniques should be used to help the
service to make decisions about where to target resources. HMIC found that most
forces have not yet explored fully the use of new and emerging techniques and
analysis to direct operational activity at a local level. Forces need to develop a
greater awareness of the benefits available from sophisticated crime-mapping
software and enhanced analysis in predicting and preventing crime within local
communities. Intelligent use of such technology could improve effectiveness, release
officer capacity, and is likely to be cost effective.

Work with local communities to understand policing
priorities

Good community engagement is central to the provision of problem solving; an
active community will influence local priorities and help to increase police
effectiveness. Findings from the Ipsos MORI survey indicated that the public has a
high interest in knowing what their local police are doing, (75 percent of
respondents). Engagement should be a principal, clear and unambiguous police
activity, and neighbourhood teams are uniquely placed to lead it. However, HMIC
found a limited and confused picture of engagement in most forces.

While the police service recognises that community engagement needs to evolve, in
many forces HMIC found a general lack of clarity or understanding about how this
should be done. HMIC often found poor knowledge of how to engage and
communicate with communities. This runs the risk that the views of some people,
especially those who are more reluctant to trust or engage with the police, migrant
communities and older people, might not be heard. Also, HMIC is concerned that the
service is not developing co-ordinated engagement strategies quickly enough to
meet the needs of such communities. Good engagement should help shape and
inform local priorities, enabling forces to provide a service that is designed to meet
the community's needs fully.
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Where dedicated neighbourhood teams existed, their efforts to engage their
communities were varied. Fewer people now feel informed about local policing
issues. The Ipsos MORI survey findings in 2016 highlighted a three percentage point
drop in this figure compared to 2015. There was also a four percentage point drop in
the number of people who stated that they had been asked their views about local
crime and anti-social behaviour priorities within the last 12 months, although as we
have noted earlier in the report their interest in being involved in local priorities
remains high.

In over two-thirds of forces, HMIC discovered widespread evidence that officers
continue to engage using traditional methods such as the force website, meetings,
leaflet drops and surgeries. While such conventional methods can be of benefit to
some, in many cases forces are not seeking more innovative ways to engage with
their communities. This is despite growing acknowledgement that communities are
changing fast and becoming more transient and more diverse. More inclusive and
sophisticated methods of engagement should be developed to enable forces to
establish a better understanding of their communities, so that they can serve them
effectively and keep people safe.

HMIC considered how forces engage through social media and discovered an
inconsistent approach, although there were some innovative practices in some
forces. There were many positive examples of neighbourhood teams having
dedicated Facebook pages, but these were often limited in content and were local
initiatives rather than having the support of the wide force. Forces were not routinely
using social media in a structured way to gauge the public’s views, seek feedback or
help create priority areas, although a number of forces including Staffordshire and
Devon and Cornwall are starting to explore the public perception of police social
media engagement and how this can be improved.

Findings produced by CASM Consulting LLP for HMIC regarding the use of Twitter
indicated that there was considerable daily discussion about crime and public safety
across England and Wales, running at about 7,800 tweets relating to this topic per
day.'* As a method of engagement, Twitter provides an opportunity for forces to gain
valuable insight into what the local online public is talking about, including on crime
prevention and anti-social behaviour. HMIC understands that Twitter is not the only
way that forces communicate with and engage the public, and plans further research
to consider other social media approaches such as Facebook.

' This research was conducted for HMIC by CASM Consulting LLP. The research involved the
continuous collection of 50 days of Twitter data that contained discussion about 11 crime types
agreed in consultation with HMIC. In order to organise the data for statistical analysis all tweets were
sorted into the police force area they were sent from, and then further processed into relevant
discussions about crime and disorder. There are number of caveats that need to be considered when
using this data; data collection limitations, the accuracy of the algorithms that processed the data, and
the representativeness of Twitter data
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The prominence of a police voice in such discussions is varied across the service,
and opportunities to use social media so the public can influence local priorities are
rare. Closer examination of the findings revealed that a police voice was evident in
only 6.2 percent of the discussion. Proportionally, the information and discussion
originating from police Twitter accounts varied from 16.9 percent of the total in
Northamptonshire to 2.9 percent in Cambridgeshire.

Figure 2: Percentage of police-originated tweets
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Source: CASM Consulting LLP
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HMIC found that the police service is still learning how to make best use of digital
engagement, that is using online methods to engage with the public, through varied
use of a range of social media networks. There is scope for forces to explore
opportunities in this area, especially as growing numbers in society now live more of
their lives online. It is important that forces assess the benefits of online visibility, or
how this may look in the future. The public still wants the reassurance of a physical
police presence, and foot patrols are an important element of effective
neighbourhood engagement. Forces are not yet considering, the extent to which an
online presence fulfils this function and they are not exploiting fully or consistently
the opportunities to engage online.

In the majority of forces the presence of police community support officers (PCSOs)
is still the main way in which the police are visible and accessible within
communities, with PCSOs sometimes undertaking tasks traditionally associated with
police officers. In a small number of forces, some PCSOs responded to emergency
incidents and conducted crime investigations. In England and Wales, the service has
seen a 35 percent decrease in PCSOs since 2010 and numbers are expected to
continue to decline.

Figure 3: Change in number of PCSOs (full-time equivalents) from 31 March 2010 to 31 March
2016
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HMIC is concerned about this reduction in community-based resources and the
effect it will have upon engagement and public confidence. There has been
considerable drop in the percentage who report seeing a uniform presence in their
area. Only 19 percent of the public reporting seeing a foot patrol at least once a
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month (compared to 26 percent last year) and 33 percent of respondents stated they
saw a uniformed presence less often than in 2015. This combination of fewer
resources, a reduced uniformed presence which is noticed by the public, and
inconsistent engagement which HMIC found evidence of, is having an effect on
public satisfaction. There was a four percentage point drop compared to 2015 in
those who were satisfied with uniformed police presence in their communities.

If neighbourhood police are to maintain their vital links with the public, then forces
need a better understanding of the local issues to enable the appropriate allocation
of resources dedicated to crime prevention and to provide a service to meet the
community’s needs. To achieve this, the service needs to act quickly to adopt new
methods of engagement, especially as budgets and resources reduce.

It is clear to HMIC that community engagement presents problems to many forces. A
lack of quality engagement poses a risk to communities, through the police having a
poor understanding of local problems and an inability to respond appropriately. A
more structured and wider approach to understanding communities is needed. In the
face of continued significant change, HMIC believes that the service must seek
opportunities to develop innovative methods of engagement and keep a problem-
solving approach at its heart, in order to meet the needs of communities first time
around.

Using a problem-solving approach

Intelligence-led and problem-solving policing are two of the most developed and
effective approaches to reducing crime and anti-social behaviour. Problem-solving
approaches have a positive effect on crime and anti-social behaviour and are a
critical element of neighbourhood policing. There is documented evidence that
problem-solving approaches have a positive effect in terms of reducing the level of
crime and anti-social behaviour in an area.

HMIC looked for evidence of where problem-solving is clearly understood and
established in forces. We were disappointed to find that in over 30 forces problem
solving was either inconsistent and unstructured or virtually non-existent. There was
limited evidence of both established and new problem-solving models. While
neighbourhood officers in three-quarters of forces demonstrated knowledge of
models such as the SARA model,™ their use was not widespread.

HMIC is concerned that problem-solving initiatives based on data analysis and local
information are not being used frequently by forces. As discussed earlier in this
chapter, there is a decline in forces using analysis to produce high-quality
neighbourhood profiles to help identify where crime and anti-social behaviour occurs.

!* SARA is a commonly used problem-solving method and stands for scanning, analysis, response
and assessment.
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HMIC found some pocket of good practice in terms of the use of profiles at a local
level: for example, Durham Constabulary had a clearly defined and informed process
for the management of problem-solving plans, which included a good structure,
partnership involvement, regular review by supervisors and analysis of any outcome.
Nonetheless, in general, detailed problem-solving plans were not always evident in
the majority of forces during our inspection work. Those that did exist were not
regularly reviewed by a supervisor and no formal evaluation method was applied to
assess the value and effect of the operational activity that was undertaken.

HMIC remains disappointed that, despite the evidence that a structured approach to
problem-solving works, progress in this area has not been sustained across the
service. In some forces, this effective approach risks being lost due an inconsistent
application of problem solving models and officers’ lack of knowledge. We are now
seeing an inconsistent approach to tackling local problems in a structured way, and
one which is not always based on approaches where there is evidence of
effectiveness. Many forces do not apply tried and tested methods, nor do they
evaluate their own approaches to see what works.

Despite its concerns, HMIC was pleased to find that there remains widespread
understanding of the benefits of working with other partners, such as local
authorities, social services and health. There was evidence of positive partnership
arrangements in all forces, and this is generally withstanding the resource pressures
across the public service. Although a joint objective to try to prevent crime and anti-
social behaviour was not always clearly defined, some forces have started to use the
problem-solving approach with other local public services and are beginning to
operate with other agencies in a more integrated way.

Use of tactics and interventions to prevent crime and anti-
social behaviour

Previous HMIC inspections of the police’s response to anti-social behaviour have
shown a continuously improving picture. HMIC’s 2014 effectiveness report found
evidence of ‘a sustained and impressive improvement in the way forces tackle anti-
social behaviour’. However, HMIC is now concerned that, in the face of competing
demands, some forces are no longer prioritising tackling anti-social behaviour. HMIC
examined the use of anti-social behaviour powers'® and was disappointed to find a
large variation in forces’ use of these powers and orders as an effective crime
prevention tool. All forces were able to provide some evidence of using basic tactics
to tackle anti-social behaviour, such as targeted patrols in hot-spot areas, but this
use was not complex or sustained and was not used in combination with the powers
to tackle anti-social behaviour.

'® Six anti-social behaviour powers: the civil injunction, criminal behaviour order, community protection
notice, public spaces protection order, closure power, and the dispersal power.
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Recorded incidents of anti-social behaviour have fallen, but the recording of such
incidents also varies from force to force which means that care should be taken
when comparing rates of anti-social behaviour incidents between forces and over
time.

Figure 4: Recorded anti-social behaviour incidents per 1,000 population for forces in England
and Wales in the 12 months to June 2016
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HMIC considered this information alongside the use of anti-social behaviour powers
per one million population as set out in Figure 5 below. Differences in the use of anti-
social behaviour powers can be explained partly in terms of differing levels of anti-
social behaviour incidents between forces, but such differences are not, in
themselves, sufficient to account for the variations in the use of these powers; this
suggests there is a variation and inconsistency in the tactical use of anti-social
behaviour powers across the service and it remains unclear why.
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Figure 5: Use of anti-social behaviour powers per million population®’
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Reasons for such widespread variation and under use could be partially attributed to
the fact some powers are used, independently of the police, by proactive local
authorities. However, throughout our inspection work HMIC found inconsistent, and
often poor, levels of knowledge, training and awareness amongst neighbourhood
officers of how to use anti-social behaviour powers. HMIC is concerned that too often
neighbourhood officers do not have the necessary skills and knowledge to carry out
preventative anti-social behaviour work effectively.

In the majority of forces, neighbourhood officers do not receive continuing
professional development or training to refresh their skills and knowledge base. In
half of forces HMIC found an over-reliance on e-learning-based training, with officers
reporting little time to complete it. A number of forces such as South Wales, Surrey,
Merseyside and Durham now provide mandatory ‘master class’ training, often in
conjunction with partners focusing on problem solving plans and the use of anti-
social behaviour powers and appropriate tactics. HMIC encourages all forces to
invest in better ways to develop the skills of neighbourhood officers. The use of such
powers to address anti-social behaviour will be successful and will increase if officers
know what to do and what is required of them, but this is dependent on adequate
training. HMIC is encouraged that a very small number of forces have introduced
specific crime prevention training into student officer courses to try to and ensure
that there is a problem-solving approach to policing at the earliest stage.

" Greater Manchester Police did not submit data on anti-social behaviour powers; therefore, they
have been excluded from the graph and from the England and Wales rate.
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HMIC is concerned that some forces are still unable to flag repeat victims of anti-
social behaviour effectively and there is a notable variance between forces.
Understanding repeated incidents of anti social behaviour is important as the victims
of this behaviour could be vulnerable and this repeated anti social behaviour can
rapidly escalate. Neighbourhood policing teams are vital in supporting and protecting
those people who are vulnerable. Examples include visiting domestic abuse victims
to ensure they are safe in their homes and working with schools to discuss risky
behaviours with young people and approaches to keeping them safe online.

Figure 6: Rate of flagged repeat victims of anti-social behaviour incidents per 1,000
population, by force, in the 12 months to 30 June 2016™
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Reviewing performance and taking action to improve
services

As the police service continues to face changes, it is essential that it takes steps to
create a sustainable culture of evaluation and learning. Reducing budgets must not
be used as a reason to stifle innovation or the sharing of best practice. The police
service still does not routinely base its practice on evidence, nor does it assess or
evaluate its approach to add to that body of knowledge. This risks inefficient and
ineffective approaches to neighbourhood policing: this cannot be afforded in times of
continued budget reductions and growing demand and complexity.

'® Devon and Cornwall and West Mercia forces were unable to provide data on repeat victims of anti-
social behaviour; therefore, they have been excluded from the graph and from the England and Wales
rate.
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HMIC was pleased to find a number of forces are working with academic institutions
who evaluate the effectiveness of a range of policing activity. However, HMIC found
that this is rarely focused on crime prevention. Policing should, however, be
increasingly focused on preventative activity.

Although there is growing evidence of ‘what works’, HMIC found gaps in the ability of
forces to assess their performance, evaluate outcomes and circulate any learning or
best practice more widely. While HMIC discovered some excellent examples of
innovative work in forces, in many cases this is not consistently made available to
other people the wider force itself. In addition, there is often no central mechanism or
repository for sharing or learning from this more widely across forces.

During our inspection HMIC found that the majority of forces and neighbourhood
officers had a very patchy knowledge of the College of Policing’s 'What Works' crime
reduction toolkit, despite it giving access to the best available research evidence on
what works to reduce crime in communities. It is unclear to HMIC why forces have
not made better use of the available tools to support best practice in problem-
solving: HMIC found that less than a quarter of forces provided formal problem-
solving training to staff. Where training does occur, for most neighbourhood officers,
it is often based online or arranged by the officers themselves. Nationally, there is
currently no authorised professional practice to support the provision of
neighbourhood policing, and national accreditation is not required to become a
dedicated neighbourhood officer. This has caused a knowledge gap and a risk to the
service which few forces have recognised.

HMIC is disappointed to find that limited progress has been made in addressing the
persistent finding from HMIC’s previous years’ effectiveness reports that forces do
not routinely evaluate their approaches and practice. Many forces still have only a
limited knowledge of the demand for their services, what works and how effectively
they are operating. Forces need to prioritise, evaluate and allow access to effective
practice, both amongst themselves and with partner organisations to be able to
improve, and routinely implement effective approaches to the prevention of crime
and anti-social behaviour. The risk is that with a lack of training, engagement and
evaluation, forces will provide what they think is right rather than that which they
know is both efficient and effective.

If forces are to improve their approach to preventing crime and anti-social behaviour,
they need to have mechanisms and training in place to be able to understand and
assess the effect of what they are doing. In that way, they can reflect on and learn
from it to ensure that they are providing a quality service to the public.
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Effective investigations and offender management

The police have a number of services to provide to the public, one of which is to
bring offenders to justice. The public expects the police to investigate crime well,
take account of victims’ needs and concerns throughout the investigation and,
ultimately, bring offenders to justice. In order to achieve this, a number of steps™
need to be taken. The first step to ensure that offenders are brought to justice is for
an effective investigation to take place.

Effective investigations are underpinned by clear plans and actions and good victim
care, all carried out by appropriately skilled and experienced investigators who take
account of threat, harm and risk.

In assessing force performance in investigations and offender management, HMIC
asked the following questions:

e How effective is the force’s initial investigative response?
e How effective is the force’s subsequent investigation?

e How effectively does the force reduce re-offending?

How do forces investigate crime and how effective are they
overall?

In 2016, 26 forces have been graded as good in terms of how well they investigate
crime and reduce re-offending. This is the same number that were graded good last
year, but there has been a large degree of movement, with the performance of a
number of forces improving and that of others deteriorating. Only 19%° forces have
held their position from 2015. We have also seen a greater range of problems and
weaknesses in crime investigation and offender management than last year,
including: the need for investigative supervision that covers initial or first contact
through handover to the final aspects of an investigation; the management of
registered sex offenders; the management of digital evidence backlogs and forces’

¥ These include meeting the Crown Prosecution Service’s charging standards in matters to be
brought before a court; and providing evidence capable of supporting a charge and an admission of
guilt in matters dealt with by out-of-court disposals such as penalty notices for disorder, formal
cautions and community resolution options.

% Dorset Police, Gwent Police, South Wales Police, Warwickshire Police, West Mercia Police, West
Midlands Police, Wiltshire Police, Derbyshire Constabulary, Kent Police, Norfolk Constabulary,
Nottinghamshire Police, Suffolk Constabulary, Thames Valley Police, Cheshire Constabulary,
Cleveland Police, Lancashire Constabulary, Merseyside Police, North Yorkshire Police and City of
London Police.
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ability to retrieve digital evidence from digital devices such as mobile phones and
laptops; and the pursuit of people wanted by the police. All of these weaknesses are
discussed in more detail in this chapter.

HMIC has seen concerted efforts across forces to focus on vulnerability. In order to
protect vulnerable people, forces have increased staff resources in relevant areas
and have improved the quality of investigations, as discussed later in the report. This
is a good thing. However, it is important to understand the effect that this
prioritisation has had on investigation and offender management as a whole.

This performance in how well forces investigate crime has taken place against the
background of a 7.8 percent increase over the last year in the overall level of police-
recorded crime (excluding fraud), with the majority of forces showing an annual
increase. This increase in police-recorded crime may have been affected by the
renewed focus on the quality and compliance of crime recording since HMIC’s 2014
inspection of crime data in all forces across England and Wales. Within this overall
increase in recorded crime, there have been some changes in particular crime types.
The increase in sexual offences (up 16 percent) is thought to be driven by an
increased willingness of victims to come forward, as well as by improved crime
recording. Some 26 percent of sexual offences recorded were non-recent; the
offence had happened some time (at least one year) before it was reported.

All forces provide an emergency response to their communities through what are
often called response or patrol officers. These officers will generally be first to a
crime scene. They will conduct an initial investigation and may then carry out further
investigations. As described in the previous chapter, some forces have separate
neighbourhood or local policing teams, which may also carry out investigations of
crimes. In some forces, these neighbourhood teams also have a response function.

All forces will have specialist investigators — detectives and police staff investigators
— in dedicated investigation departments (often called criminal investigation
departments or CID) and in other specialised investigative teams, such as those
dealing with major crime (murder and kidnap) or forms of serious and organised
crime. Qualified investigators have to pass examinations, attend training and commit
to continuing professional development.

Forces decide which officers in which team will investigate each crime. This process
is known as crime allocation. The basis on which a crime is allocated to a particular
officer varies from force to force. It can be based on crime type, or on an assessment
of threat, harm and risk to the victim.

HMIC found that forces had adopted varying structures and processes to support the
investigation of crimes, in a climate of reduced resources and changes in demand.
This is unsurprising, as forces have different demands and different financial
positions. Figure 7 shows a variation in the investment that forces have made in
central investigation functions.
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Figure 7: Numbers of police officers and staff in investigative functions, per 1,000 population —
2015/16 estimates
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During the inspection fieldwork, HMIC found that many forces were changing, had
recently changed or were about to change their policing model, that is their
structures, processes and resources. This often included their approach to
investigation. For many, this was a means to improve how they supported vulnerable
people, with forces ensuring that staffing levels in those units which deal with
vulnerable people and the safeguarding of victims and vulnerable witnesses were
prioritised. Those units handle investigations of serious sexual offences such as
rape, domestic abuse-related investigations and investigations of child sexual
exploitation. For many forces, the investment in those units has, however, created
greater pressures on other investigative units.

Fraud

In the last year, there was a 5 percent increase in the number of fraud offences
recorded in England and Wales (a total of 627,825). However, this figure is likely to
be an underestimation of the actual level of fraud, as the Crime Survey for England
and Wales?! shows that over the same period adults aged 16 and over experienced
an estimated 3.6 million incidents of fraud, with just over half of these being cyber

L Crime in England and Wales: year ending Sept 2016. Office for National Statistics, 19 January
2017, Section 11: What's happening to trends in fraud? Available from:
www.ons.gov.uk/peoplepopulationandcommunity/crimeandjustice/bulletins/crimeinenglandandwales/y
earendingsept2016
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related. Individuals are six times more likely to be a victim of plastic card fraud than a
victim of theft from the person.

HMIC understands that, for many people, fraud (and particularly that committed
online) is a major concern.

During this inspection, we collected a modest amount of data relating to fraud, and
during the course of our inspection came across a number of examples of force
policy and practice designed to tackle it. We also looked at the level of referrals from
ActionFraud?®® to each force and tested how individual forces then investigated these
cases. As the City of London Police is the national lead for economic crime, its rate
of referrals is atypical. However, the data demonstrates that there is considerable
variation in the number of cases that ActionFraud refers to individual forces.

Figure 8: ActionFraud referrals in the 12 months to 30 June 2016%
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2 pctionFraud is the UK’s national fraud and cyber-crime reporting centre, providing a central point of
contact for information about fraud and cyber-crime. Some cases reported to ActionFraud are
assigned to individual forces for investigation.

% Avon and Somerset and Bedfordshire forces were unable to submit data for the number of Action
Fraud referrals; therefore, they have been excluded from the graph and from the England and Wales
rate.
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We found a very mixed picture with regard to fraud investigations. Many forces
struggled to monitor how ActionFraud referrals were dealt with and to provide a clear
picture of how these crimes were allocated for investigation. Investigations could be
carried out by a range of different officers in the force. These might not always be
experienced investigators but were sometimes uniformed neighbourhood or
response officers who had limited investigative experience and were ill equipped to
deal with the complexities arising from fraud investigations. The particular problems
that forces are grappling with are: the technology-enabled element of fraud; the fact
that cases spanned force boundaries, so that the perpetrator might be in another
force (or indeed country); and the fact that victims may not report for a range of
reasons (including not fully appreciating that they have been a victim of crime and
feeling embarrassed about the circumstances that led them to be defrauded). HMIC
will revisit these problems next year in greater depth as part of our annual police
effectiveness, efficiency and legitimacy (PEEL) assessment of police forces in
England and Wales.

How effective is the force’s initial response?

HMIC considers the investigative process to begin when the member of the public
contacts the police, whether that is by a phone call to 101 or 999, or in person to an
officer in the street or at a police front counter. It is therefore essential that all staff
engaged in so-called first contact roles see this initial contact as the opportunity to
adopt an investigative approach in their dealings with the public, to assist with
preserving and securing evidence and to identify those who may be vulnerable and
in need of safeguarding.

Many forces use the THRIVE? process to guide the first contact with a member of
the public. This is used as a risk-assessment tool to help the force to understand the
threat, harm and risk posed to an individual, business or organisation. Rather than
focusing on crime type, this approach assists in the decision-making process by
addressing the threat, harm and risk to the victim and prioritising the response
accordingly. Some forces use a particular set of questions in order to help assess
the needs of the caller. Not all forces use a formalised process, but the vast majority
use the principles of THRIVE when interacting with callers. HMIC found that call
handlers who used a THRIVE-based approach, structured or otherwise, tended to
identify vulnerability and safeguarding problems at the earliest possible opportunity
and before the deployment of officers to the incident or the allocation to an officer for
further investigation.

! The threat, harm, risk, investigation, vulnerability and engagement (THRIVE) model is used to
assess the appropriate initial police response to a call for service. It allows a judgment to be made of
the relative risk posed by the call and places the individual needs of the victim at the centre of that
decision.
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As part of the inspection, HMIC reviewed 2,701 criminal investigations in a 43-force
crime file review (for further details see Annex A). Some 15 percent of these
investigations were reported to police by means other than by phone or the call was
not available for review. In 29 percent of cases — handled by call handlers — HMIC
deemed that advice in relation to the preservation of forensic evidence or crime
prevention was not necessary. In the remaining 56 percent of cases — i.e. those that
were handled by call handlers and where advice in relation to the preservation of
forensic evidence or crime prevention was deemed by HMIC to be necessary — we
found that call handlers had provided such advice in only half the cases.

Given resource pressures and an increase in police-recorded crime, forces are
considering alternative and more cost-effective ways of investigating crime. A
number of forces are increasingly dealing with calls for service over the phone or in a
police station, rather than deploying police officers to visit the victim. Some forces
are dealing with over 40 percent of calls for service from the public in this way. While
this may be an effective method of managing demand, there is a risk that, without
effective supervision, some investigations may be either delayed or allocated to
someone without the correct skills for the investigation.

The HMIC 43-force crime file review found that, in the majority of the investigations
(86 percent) initiated by a call to the police, call handlers acted appropriately and in
accordance with force policies and/or guidelines (i.e. on vulnerability, repeat victims,
attendance and allocation). In 94 percent of cases, we found evidence of call
handlers assessing reported incidents thoroughly, recording accurate information
and evidence and deciding the appropriate response, such as the use of specialist
resources or staff to progress the investigation.

Later in this report, we raise some concerns about the extent to which forces have
been managing their demand by not responding to calls for service from the public in
a timely fashion, or indeed at all. HMIC has concerns that this is putting victims at
risk. This is a disturbing development, but it is not a widespread practice. Most forces
are still attending incidents within the target time and, in the majority of cases where
this did not happen, HMIC’s 43-force crime file review suggests that there had not
been an adverse effect on the victim.

The first officer at a crime scene has a number of crucial responsibilities. Many of
these relate to keeping the victim safe and are discussed in a later chapter. There
are also vital elements of the investigation which must be carried out: evidence
should be secured as soon as possible after a crime is committed. This is known as
the golden hour principle. Failure to conduct these tasks properly at the outset is
inefficient, as the work will have to be done at a later point, but is also ineffective as
the evidence might not be present at a later date.

The majority of initial investigations are conducted by uniformed response officers.
These officers will have had limited formal training on how to investigate crime, apart
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from that contained within initial training, and our inspection found that, while they
generally had a good working knowledge of important points such as the golden hour
principles, this tended to be developed from experience gained on the job rather than
acquired through formal training.

There were a number of other crucial areas of support that these officers could
access:

e Some forces have local policies in place, for example requiring specialist
detectives to attend certain crimes, so there is a more experienced
investigator available.

e Many forces have a facility which operates between 7.00am and 11.00pm for
response officers to speak to crime scene investigators and intelligence
departments should the need arise for advice or attendance.

e Increasing numbers of frontline response officers now have access to mobile
data terminals, which means that crimes can be logged quickly and
intelligence checked. We are also seeing increased use of body-worn video
as a way of securing evidence, although our 43-force crime file review found a
number of cases where the use of body-worn video camera would have been
appropriate, but it had not been used.

Response officers told HMIC that, on occasions, they struggled to complete a
thorough initial investigation because of other demands on their time. This was
gualified by those officers saying that, if it was a serious job, they were allowed the
time to remain and secure evidence. Generally, response officers felt that they were
being sent to the right crimes, based on threat, harm and risk, and that they could
get additional time to deal with the investigation if necessary.

Through our 43-force crime file review, we found some evidence that time pressure
might be limiting the quality of investigations. In the majority of cases, opportunities
to secure evidence were taken in a timely fashion, but in one in five cases this
evidence was not secured. The identification of withesses and conducting house-to-
house enquiries were the activities that were most often not carried out. These are
standard investigative techniques and the evidential opportunities that they present
should not be overlooked.

Inconsistency in the quality of the initial investigation may also result from the
subsequent responsibilities of response officers. Some forces have a purely
response function, through which officers will attend an incident, deal with the
situation, arrest as appropriate and secure evidence before passing the case over to
an investigator. In other forces, the officers who attend an incident and arrest the
suspect then retain responsibility for the investigation, including any preparation for
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court. Some forces have developed the latter approach as the basis of their
investigative model, in an attempt to improve the quality of the initial investigations
by the response officers by making them responsible for the later stages too.

How effective is the force’s subsequent investigation?

A wide range of crimes might be investigated by a uniformed constable, a detective
constable, or a police staff investigator, depending on the complexity of the case and
the level of training they have received. Serious and more complex matters tend to
be investigated by detectives. Forces across England and Wales have had to
consider where best to place their specialist and more experienced investigators as
they balance the demands on their force.

As set out earlier, there has been an emphasis on moving experienced detectives
into investigative roles in units working with vulnerable victims (often described as
public protection). This has had an effect on other investigative teams in the force.
The graph below sets out the changes in investment in these various teams.

Figure 9: Net Revenue Expenditure - 2013/14 compared to 2015/16 (projected) on investigative
functions
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The graph suggests that spending on public protection has risen by 16 percent, at
the expense of local investigations/prisoner processing which has reduced by 12
percent over the same period. The police service has also seen the introduction of
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spending on cyber-crime, which is a new area in its own right. Further spending on
cyber-crime is anticipated in the future as many forces are becoming increasingly
focused on tackling crime committed online.

While HMIC recognises the improvements that have flowed as a result of investing
resources in the investigation of complex crimes where the victim is vulnerable, it is
important to understand the effect that this might have across the force. Because of
a shortfall in the number of qualified and experienced detectives, other investigative
functions have in too many respects been squeezed. Too often, workloads for
officers in central investigation units are high and in some cases staff covering
positions in these functions may lack detective accreditation (although in many cases
they are working towards it). HMIC's survey of officers showed that the workloads
(that is cases that an officer was currently investigating) on detectives tended to be
higher than those on uniformed colleagues. This is to be expected, as uniformed
colleagues would have other responsibilities in addition to investigating crimes, such
as responding to 999 calls.

Figure 10: Average investigative workload, by rank®
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In order to relieve pressure on these central investigation units, some of the
investigative workload may be given to uniformed officers. In many cases, this may
be entirely appropriate. However, HMIC did find examples in forces where:

% DC is detective constable, DS is detective sergeant, PC is police constable and PS is police
sergeant.
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e uniformed officers were investigating crimes that they did not have the skills or
experience to handle (for example, complex fraud and sexual offences);

e excessive investigative workloads were taking neighbourhood officers away
from their community work, and police community support officers (PCSOs)
were being used in low-level investigations such as shed burglaries where no
suspect had been seen; and

e investigations conducted by busy response officers were not being
progressed at the pace necessary, due to shift patterns (that is, a response
officer who works long hours on a number of consecutive days and then may
not be back at work for three or four days) or pressure of immediate response
work.

Shortage of investigators

HMIC found a severe shortage of qualified detectives and other investigators and
has concluded that this now constitutes a national crisis. Some forces are coping
with the considerable increases in the number of complex crimes (such as serious
sexual offences), but in other forces there are not enough qualified detectives and
other investigators efficiently and effectively to meet the demand. In addition, there is
little, if any, capacity for forces to assist one another through the temporary loan of
detectives or other investigators where this is necessary or expedient.

A number of reasons have been put forward to explain why this shortage has arisen.
Significant growth in specialist areas such as counter-terrorism, and more recently
sexual abuse and other investigations involving vulnerable people, has resulted in a
need for more qualified and specialist investigators. These investigations require
officers with the highest levels of skills and competence, which take the longest to
acquire.

There have been a number of reasons why the police service has struggled to keep
pace with the increase in demand for investigative capacity.

e There appears to be some reluctance among officers to follow a detective
pathway. Some of the reasons given for this include high workloads, mentors
not being as accessible as they should be to support a trainee detective
constable throughout their training programme, problems relating to working
patterns and pay, and the intense scrutiny individuals are under should there
be some form of investigative failure. We also consider in the next chapter
some of the pressures that are experienced by detectives in public protection
roles.

e |t takes time to replace investigative skills and experiences. As described
earlier, becoming a qualified detective requires officers to invest a
considerable amount of time in training. Also, forces now face further
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difficulties in retaining investigators. For example, trained financial
investigators are proving hard to retain, as there are many opportunities
outside policing for them, such as working in the financial sector.

e In order to balance budgets, forces have reduced police staff positions,
including civilian investigators. This has increased the pressure on detectives.

Not all forces are suffering from a shortage in qualified detectives or investigators but
the pressure in some forces is acute and cannot currently be alleviated effectively
through the temporary loan of detectives by other forces: there is simply not the
capacity across the police service for this. In addition to the pressure on individual
forces, the police service has struggled to identify sufficient numbers of detectives to
support major investigations such as the inquiries into child sexual abuse.

Forces have adopted different approaches to increasing their investigative capacity
and capability, and a number of initiatives are underway:

e In October 2016, the Metropolitan Police Service ran a direct entry special
constable to detective recruitment campaign for serving special constables
who had at least six months’ service and had achieved independent patrol
status.?® The force is also developing an external recruitment process to bring
people in from outside policing alongside the special constable recruitment.

e A number of forces, led by Durham Constabulary, are developing clearer
approaches to career progression for police staff who work as investigators.

The police service accepts that it has a severe shortage of detectives and
investigators and is working to increase both capability and capacity in this regard.
However, this will take time. It is vital that police leaders and the College of Policing
work with rank-and-file officers to assure themselves that current activity is moving
fast and far enough to address this problem, and Recommendation 2 sets out a
process for this.

Supervision of investigations

HMIC’s findings regarding the quality of supervision are consistent with previous
inspections. Unsurprisingly, there is less supervision of so-called volume crime (such
as common assault and criminal damage) than of more serious and complex
investigations. Volume crime investigations are more likely to be supervised by those
with little investigative experience because previous policing models involved those
officers losing investigations after the initial response stage (as previously
described).

* This is different programme to the direct entry for inspectors and superintendents:
http://recruit.college.police.uk/Officer/leadership-programmes/Direct-Entry-Programme/Pages/Direct-
Entry-Programme.aspx
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There is a potential area of risk to investigations, particularly at the point of handover
from one investigator to another, because in too many respects supervision is
inconsistent. In addition, some conversations between supervisors and investigating
officers are not being documented, making it more difficult than it should be for a
new investigating officer to pick up the thread of the investigation.

The professionalising investigation programme, or PIP? as it is commonly referred
to, is applicable to all officers. All police officers are a minimum of PIP1. Developing
skills and experience in supervision is an important part of the continuing
professional development of the PIP programme. Additional training is available
online on how to supervise investigations, but it is not mandatory for officers to
undertake this, with the result that level of take-up is mixed.

Forces’ attitudes to supervision are varied, with some forces empowering staff more
to make decisions on the appropriateness of an investigation rather than to rely on
supervision. Ensuring adherence to investigative standards is part of everyday
supervision and enshrined in current investigation guidance (authorised professional
practice on investigation). Discussions about adherence to investigative standards
are one of the tools available to supervisors to help them to ensure that staff
performance is where it should be. Such discussions are also one way of checking
staff workloads and welfare. Finally, they are crucial in helping supervisors to identify
and tackle corruption.

HMIC’s 43-force crime file review highlighted variations in the application of THRIVE
principles by call-handlers, in how well vulnerability was identified and managed, in
the quality of investigations and in how well they were supervised, and these findings
were further supported by our inspection fieldwork.

*" The aim of the professionalising investigation programme (PIP) is to ensure that staff are trained,
skilled and accredited to conduct the highest quality investigations. The PIP structure involves a
series of levels: PIP level 1 — priority and volume crime investigations, PIP level 2 — serious and
complex investigations, PIP level 3 — major investigations, and PIP level 4 — strategic management of
highly complex investigations. PIP identifies learning and development for investigators in new or
specialised roles, and standards of competences in investigation and interviewing. These are now
established within a suite of national occupational standards. Available from
www.app.college.police.uk/app-content/investigations/introduction/#pip
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Figure 11: Supervision of case files

How well supervised was the investigation? Alulearel cgse Percentagg of

files case files

Well supervised 1353 50%

Limited, but appropriate level of supervision 657 24%

Total of well superwsed.and Ilmlteq, put 2010 74%
appropriate supervision

Not well supervised 691 26%

Total 2701 100%

Source: HMIC 43-force crime file review

Investigative support

HMIC considered how well supported those conducting investigations were by
services such as intelligence, traditional forensics (which focuses on processing
crime scene evidence such as fingerprints and potential forensics sources of DNA)
and digital forensics (the capability which can extract evidence from digital devices
such as smartphones or laptops).

There has been a 3 percent reduction in intelligence spending nationally from
2013/14 to 2015/16, and many forces have reduced their local intelligence functions.
As a result, in many cases staff conducting local investigations have become
increasingly reliant on conducting their own intelligence research as part of these. As
discussed in the previous chapter, intelligence departments are increasingly focused
on high-risk and time-critical investigations, with the result that some of the work
linked to proactive neighbourhood policing or to lower-risk investigations is
increasingly undertaken by staff who have to conduct their own research rather than
have it supplied by those in intelligence departments. On a positive note, HMIC
found that access to information through intelligence systems was adequate. Staff
were generally provided with clear systems and protocols to enable them to access
intelligence systems and conduct their own research.

Technology is increasingly part of our daily lives. It poses an increasing crime threat
but also an investigative opportunity. Last year, we reported that, in line with
previous HMIC reports, there were still concerns that the forensic support services
available to officers had not kept pace with the ways in which crimes are committed.
In particular, we outlined that, for the past two years, there had been unacceptable
delays in receiving results from the units that examine and retrieve evidence from
digital devices (often called high-tech crime units or HTCUSs). Last year, we said that
18 forces needed to take steps to reduce unacceptable backlogs in retrieving and
examining evidence from digital devices.
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This year, we have seen forces across the country make a concerted effort to
improve this situation. We found evidence that additional staff and money have been
directed to digital forensic units and that outsourcing has been widely used to reduce
waiting times and backlogs. This is a positive development, but it is important that
forces develop sustainable approaches to meet the demand that digital forensic
opportunities create.

Forces are also looking into other ways to manage this demand. Threat, risk and
harm assessments are being introduced to ensure that priority cases are being dealt
with appropriately. Trained staff are attending crime scenes to ensure that only
relevant equipment is seized; this reduces the risk of adding to the backlog with
devices which do need to be examined, as they would provide little forensic benefit.

However, for many forces, their backlog was so great a year ago that, even with
these initiatives, it will take a while to get back to a more manageable level. In 14
forces HMIC was so concerned about the remaining backlog that these forces were
given a specific ‘area for improvement'. A considerable backlog still remains, as the
information below shows.

Figure 12: Number of digital devices awaiting examination

Under 3 3to 6 6to 12 Over 12
months months months months Total
High Priority 2708 945 189 1 3843
Medium Priority 2923 1036 191 4 4154
Low Priority 3534 738 150 0 4422
Total 9496 2763 530 5 16162

* Cambridgeshire, Greater Manchester, Northamptonshire, Northumbria and North Yorkshire
forces were unable to provide a breakdown of the total number of devices; therefore, the total
number of devices awaiting examination will not sum to the totals of each priority group.

Source: HMIC 2016 effectiveness data collection

Of those devices where the period of delay in examining the device was provided
(12794), the great majority (74 percent) had been waiting for less than three months.

HMIC has still found some variation in the extent to which forces are experiencing
backlogs in digital examinations.

56





UNDER EMBARGO UNTIL 00.01 ON THURSDAY 2 MARCH 2017

Figure 13: Digital backlogs per 1,000 population?®
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A number of forces have recognised that different approaches are needed to meet
the demand presented by digital forensics. These forces are considering how best to
recruit and train police workforces for the digital future, including the use of and
access to digital media investigators. Digital forensics is one of the fastest-growing
areas of business, and people with skills in this area are sought by a number of
organisations and companies. Many forces have introduced additional digital
forensic capability through kiosks?® which allow trained officers to recover evidence
from devices such as mobile phones rather than submitting them to the HTCU. A
digital forensic kiosk is a smaller facility for the retrieval of forensic information from
digital devices so can be situated in police stations and custody suites. However, as
Figure 14 shows, there is still wide variation in the extent to which forces have
embraced this approach.

% North Yorkshire was unable to provide data for digital devices awaiting examination; therefore, they
have been excluded from the graph and from the England and Wales rate.

# A digital forensic kiosk is a smaller facility for the retrieval of forensic information from digital
devices so can situated in police stations and custody suites
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Figure 14: Number of kiosks per 1,000 population, per force®
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Measuring success in investigating crime — the outcomes
framework

Since April 2014, police forces in England and Wales have been required to record
how investigations are concluded in a new way, using an outcomes framework.
Replacing the detections framework, the outcomes framework gives a fuller picture
of the work the police do to investigate and resolve crime and, over time, all crimes
will be assigned an outcome. The broader outcomes framework contains 21 different
types of outcomes and the type of outcome allocated should reflect the harm caused
to the victim, the seriousness of the offending behaviour and the effect on the
community, and should deter future offending (for further details, see annex A).
HMIC was unable to draw a direct comparison with 2015 data, as not all forces had
moved fully from the former detections framework to outcomes at the time of the
data collection and not all types of outcome had been in use for a sufficiently long
period.

The outcomes framework is designed to show to the public and others how well
forces carry out their investigations, by reference to the nature and the quality of the
result achieved. It also provides some valuable insight into how forces could improve
their performance in particular areas. For example, 14 forces cannot make progress
in 10 percent or more of their investigations because of evidential difficulties, despite

%9 cambridgeshire, Cheshire, Gloucestershire, GMP, Humberside, Merseyside, North Wales and
Nottinghamshire all excluded from this graph as data not supplied.
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the fact that they have the support of the victim in the case and a suspect has been
identified. Forces should invest time in understanding what is preventing cases from
being resolved and may then be able to achieve better outcomes for victims and
communities.

The new system has exposed a problem that is of very serious concern to HMIC in
the extent to which forces are not taking investigations further because apparently
the victim does not support police action. Outcome type 16,*" which is described as
‘Evidential difficulties: victim does not support further action’ is used where the victim
has withdrawn support for police action, despite a suspect being identified. This
particular outcome type demonstrates how vital the relationship is between the police
and the victim. In England and Wales in the 12 months to 30 June 2016, the
proportion of outcomes assigned to this category, for crimes recorded in the same
year, was 10.6 percent. HMIC found that there was considerable variation between
forces. Three forces assigned one in five investigations in this way. This means that
the investigations were concluded without the offender being brought to justice. Later
in the report, we look at how often this outcome is applied in domestic abuse cases,
which is also of considerable concern.*

% Outcome 16: Evidential difficulties: suspect identified; victim does not support further action.
www.gov.uk/government/uploads/system/uploads/attachment data/file/560132/pprc-user-guide-

oct16.pdf

32 See Annex A for more details about how these rates are calculated.
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Figure 15: Rate of evidential difficulties: victim does not support further action for the 12
months to 30 June 2016%**
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Source: Home Office crime outcomes data

HMIC has a number of concerns about this outcome type and how it is being used in
practice:

The language of “victim does not support further action” is unhelpful. The
reasons that victims may not support police action are complex and varied. In
some cases, it is because they are vulnerable and unable, rather than
unwilling. The onus should be on the criminal justice agencies to seek justice
on behalf of the victim, rather than on the victim to support the actions of the
police and other agencies.

High proportions of this outcome type might indicate that the force is not
sufficiently supporting victims or is causing them in some way to be less likely
to work with the police than they are in other forces.

Another explanation might be that this is a convenient category to use to stop
an investigation. Officers with high workloads and limited time to pursue lines
of enquiry may, on occasions, use this category to clear some of their cases.

% This graph in includes outcome codes 14 and 16, suspect not identified and identified respectively
when there are evidential difficulties and the victim does not support further action. See Annex A for
more details.

% Dorset Police were unable to supply outcomes data; therefore, they have been excluded from the
graph and from the England and Wales rate.
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Our inspection found that forces with high proportions of outcomes in this category
did not have a good understanding of why this was the case. We have asked
Cleveland, Kent, Hampshire, Humberside, Warwickshire and West Mercia forces to
conduct a review of their use of this outcome type and to provide HMIC with an
analysis as to why it is used so frequently. Recommendation 3 sets out in full how,
following this analysis, the Home Office working with the National Police Chiefs’
Council and police forces, should determine whether any further guidance should be
issued or whether more significant changes are required to the outcomes framework.

Offender and suspect management

For the purposes of this report, offender management covers three distinct areas.
The first is how forces proactively apprehend and manage wanted persons. The
second is how forces use integrated offender management (IOM®) programmes to
reduce re-offending. The third is how forces manage the risk posed by dangerous
and sexual offenders under multi-agency public protection MAPPA®® arrangements
and the arrangements for managing registered sexual offenders.

Wanted suspects

HMIC has serious concerns about how those wanted by forces in connection with
offences are being apprehended. In too many forces, there is a lack of grip,
supervision, active management, pursuit and tracking down of wanted suspects.
Timely apprehension of these suspects is vital for a number of reasons. The case in
connection with which the suspect is wanted cannot be progressed or concluded
without a suspect being apprehended, and the suspect may pose a risk to the public
and may go on to cause further harm. Suspects may also create further demand for
the force to manage, as they may be reliant on illegitimate means for income as
wanted individuals.

It is positive that suspects are being identified, and improved investigative
techniques will have contributed to this. However, HMIC found that too often there is
limited grip on the pursuit of suspects, beyond the initial response to high-risk or
high-harm offenders through force processes such as daily management meetings
and shift briefings.

* Integrated offender management (IOM) is an approach in which multiple local public services work
together to identify and manage the most persistent and prolific offenders who are causing the most
crime or harm in their communities.

% Multi-agency public protection arrangements are in place to ensure the successful management of
violent and sexual offenders. Agencies involved include the police, probation trusts and prison
service. Other agencies may become involved, such as the Youth Justice Board.
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In order to maximise the chance of catching offenders who may have moved
between different force areas, details of those who are wanted in connection with a
crime are put on the police national computer (PNC) so that all forces are aware of
them. Forces’ policies and practices vary on how quickly the details of wanted
suspects are entered onto the PNC. While we expect that forces will make some
enquiries themselves and information about suspects wanted in connection with
some more minor offences may not be circulated on the PNC, it is important that
suspects’ details are entered onto the PNC so that all forces are aware that these
individuals are wanted by the police.

HMIC asked forces to tell us how many people suspected of a crime were not
circulated on the PNC and then looked at how many people who were wanted for
various crimes had had their details circulated on the PNC but had not been
apprehended by forces. These data must be treated with caution, and the two figures
cannot be added together to arrive at the actual numbers of people outstanding;
some forces struggled to extract information about suspects whose details had not
been circulated on the PNC and there is a risk that the same suspects may be in the
both sets of figures. It is important that forces better understand who is suspected of
a crime or wanted in connection with a crime but has yet to be apprehended by the
police.

Data from 31 forces indicate that, as of 30 June 2016, there were a total of 67,069
persons suspected of crimes who had not had their details circulated on the PNC.*’
HMIC found some forces with high levels of suspects whose details had not been
circulated on the PNC for some time after they became wanted. Other forces may
have information that could help apprehend these suspects and these forces may
also need to take steps to protect their communities or indeed their workforce
against these individuals.

3" cumbria, Dyfed-Powys, Gloucestershire, Gwent, Hertfordshire, City of London, Northamptonshire,
North Wales, Nottinghamshire, Sussex, Thames Valley and Wiltshire forces could not provide this
data.
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Figure 16: Number of outstanding suspects per 1,000 population on force-based systems®®
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Source: HMIC 2016 effectiveness data collection

Once suspects’ details have been entered on the PNC, HMIC found that in many
forces and in too many cases limited effort was invested in tracking them down.
Activity is often poorly co-ordinated and limited to the initial pursuit of high-harm
offenders, and IT systems are disjointed, which complicates forces’ ability to
understand the level of severity of wanted suspects. Those factors have prevented
some forces from reducing the number of their offenders who have not yet been
apprehended. This is a risk area if it is not gripped and co-ordinated action taken.

In over a quarter of forces, HMIC has drawn specific attention to the fact that there
are insufficient processes for tracking down wanted persons. Our observations of
force briefings and management meetings and interviews with frontline officers and
those in more senior positions revealed limited or unstructured approaches to
catching wanted persons.

HMIC has analysed records on the PNC relating to people who are wanted and has
a number of concerns. There are over 55,000 records on the PNC relating to 45,960
wanted persons. Some of these records will relate to the same individuals, who may

% Cumbria, Dyfed-Powys, Gloucestershire, Gwent, Hertfordshire, City of London, Northamptonshire,
North Wales, Nottinghamshire, Sussex, Thames Valley and Wiltshire forces were unable to provide
data on the number of outstanding suspects on force-based systems; therefore, they are excluded
from this graph.
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be wanted for multiple offences or by multiple forces. Twenty percent of records
relate to theft. However, the next largest category (12 percent) is for offences broadly
categorised as violence with injury. There are an appreciable number of records
relating to rape (1012, or 2 percent) and to homicide (343, or 1 percent). Some 15
percent of the suspects on the PNC are wanted for bail offences, which means that
the police had apprehended them at some point but had since lost track of them.

There is also a considerable variation among forces in the extent to which they have
apprehended wanted persons. Some forces have a far greater number of wanted
persons than others, even when allowing for the difference in force size. This may
imply different force policies or practices in apprehending these individuals.

Figure 17: Number of records of wanted persons per 1,000 population on Police National
Computer database®
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Source: Police National Computer data

Some people have been wanted for significant periods of time. Figure 18 shows how
the records are distributed and how this varies between forces. The majority of
people wanted have been on the PNC for less than three months, but there are a
considerable number of records for suspects who have been wanted for far longer.

% These data are taken as at 11 August 2016
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Figure 18: Wanted persons — by length of time on the PNC*
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HMIC analysed a number of records on the PNC relating to particular individuals,
and these highlighted the risk of not swiftly apprehending the suspect. Some of the
cases we considered related to suspects who were wanted for some time by one or
more forces for particular offences, and who then became wanted at a later stage by
another force for subsequent offences, in some cases more serious than the original
offence. This is of particular concern as, if the suspect had been apprehended in the
first place, further crime could have been prevented and a victim could have been
spared a traumatic ordeal.

Wanted suspects — arrests

Linked to the problem of apprehending suspects who are wanted in connection with
a crime is the extent to which forces are arresting those suspects at the earliest
opportunity, and therefore ensuring that they are apprehended. HMIC has been
concerned for some time about the variation among forces in the arrest rates for
domestic abuse-related crimes. In this inspection, we have looked more closely at
arrest rates for all crime types.

Figure 19 shows that there has been a fairly steady decline in arrests nationally
since 2007/08, with a sharper decrease in 2009/10.

% This chart shows the proportion of outstanding suspects circulated on PNC, in England and Wales,
and the length of time since those suspects were circulated. These data are subject to change, as
more suspects are put on the system over time. These data are taken as at 11 August 2016
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Figure 19: —Number of arrests (in 1,000s) per year, for the 12 months to 31 March**
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There are a number of factors which may have contributed to this reduction, and
HMIC’s inspection this year has not identified one — single — cause. One possible
reason links to resourcing pressures, for example centralisation of custody suites
(meaning officers may have to travel greater distances to take someone to custody
and may be less likely to do this on a busy shift), and an increased use of voluntary
attendance® to smooth demand and make it more manageable. Another may be an
increased use of voluntary attendance due to a more stringent application of the
necessity test. This test was introduced in 2012 under PACE Code G*® and provides
that, for an arrest to be lawful, there must be reasonable grounds for believing that
the arrest is necessary. Officers have told us that this has also contributed to the
increased use of voluntary interviews as an alternative to arrest. There are also

* Police powers and procedures England and Wales year ending 31 March 2016, Home Office,
Statistical Bulletin 15/16, 27 October 2016. Available from:
www.gov.uk/government/uploads/system/uploads/attachment data/file/562977/police-powers-
procedures-hosb1516.pdf

“2 Voluntary attendance is where a person attends voluntarily at a police station or at any other place
where a constable is present or accompanies a constable to a police station or any such other place
without having been arrested for the purpose of assisting with an investigation.

3 Police and Criminal Evidence Act 1984 (PACE). Code G Revised Code of Practice for the Statutory
Power of Arrest by Police Officers. Available from:
www.gov.uk/government/uploads/system/uploads/attachment _data/file/117583/pace-code-g-2012.pdf
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cultural reasons, such as a push to give officers more discretion in deciding how to
do the job as part of a move away from requiring officers to meet targets imposed
from the centre.

There is considerable variation in how often police officers in forces arrest suspects.
The number of arrests in each force has been set against overall crime levels in the
figure below. The data suggest that different policies and practices are being
adopted by forces. While HMIC understands that reducing the number of arrests can
be positive in some circumstances, for example when a police officer is diverting an
offender from the criminal justice system, there is concern that forces should
understand the reasons for such variation and the effect it may have in apprehending
suspects, progressing investigations and bringing offenders to justice.

Figure 20: Number of arrests per 100 crimes, by force, for the 12 months to 30 June 2016
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Offender management — Integrated Offender Management

Integrated offender management (IOM) is an approach in which multiple local public
services work together to identify and manage the most persistent and prolific
offenders who are causing the most crime or harm in their communities.** Many
offenders have complex personal problems, such as substance misuse and mental

** More information on Integrated Offender Management is available on gov.uk at
www.gov.uk/integrated-offender-management-iom
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health problems and housing and employment difficulties, which can have an effect
on offending behaviour. This year, HMIC's inspection focused on the types of
offences managed through IOM and how well forces are measuring success.

HMIC found variation in how forces select subjects for inclusion in IOM and therefore
there was a difference in the types of offences managed in each force. The vast
majority of IOM subjects are still selected on the basis of their serious and acquisitive
crime history.

Figure 21: IOM numbers — as at 1 July 2016

Count
Total number of offenders on IOM programme 20152
Number on the IOM programme for:
Acquisitive crime offences 10749
Violent crime offences (not related to domestic abuse) 1648
Violent crime offences (related to domestic abuse) 1135
Both violent and acquisitive crime offences 4046
Number on the IOM programme who are mapped organised crime 668

group members

* Not all forces were able to provide a breakdown of crime type; therefore, the total number of
offenders on the IOM programme is not the sum of each crime type group.
Source: HMIC 2016 effectiveness data collection

However, the profile of those offenders managed by IOM programmes has changed

since our inspection last year. Forces are increasingly including offenders who cause
high levels of harm rather than only those who are responsible for a large volume of

offences. For example, there has been an increase in the number of forces that now
include domestic abuse offenders among those who are managed under IOM.
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Figure 22: IOM numbers and offence types — 1 July 2015 compared to 1 July 2016

Percentage
01/07/2015 01/07/2016 change
Total number of offenders on IOM programme 16948 16382 -3.3%
Number on the IOM programme for:
Acquisitive crime offences 8842 7044 -20.3%
Violent crime offences (not related to domestic 698 947 35.70
abuse)
Violent crime offences (related to domestic 214 868 305.6%
abuse)
Both violent and acquisitive crime offences 2228 2574 15.5%
Number on the IOM programme who are mapped
it PP 183 392 114.2%

organised crime group members

* These totals exclude four forces which were unable to provide IOM data in 2015. Therefore
the figures for 2016 do not match those in Figure 21.
Source: HMIC 2016 effectiveness data collection

As we reported last year, some forces have unclear measures of success and there
are inconsistencies in how IOM teams define, measure and evaluate the success of
their work. The only measure which is consistently used is reoffending rates.
However, given that reoffending rates range from 10 percent to 90 percent of
individuals who have been on an IOM programme, HMIC has concerns as to
whether rates are being measured in the same way and whether they offer any
meaningful comparisons.

Offender management — dangerous and sexual offenders

The management of dangerous and sexual offenders is for the most part a specialist
area of policing. Staff involved in the management of these offenders work with a
number of other agencies, such as local authorities and the prison service. This is a
complex and high-risk area of policing and one that requires coordinated efforts from
specialist staff, frontline officers and neighbourhood staff.

The police service in England and Wales has a statutory duty, in conjunction with
agencies such as the probation service and prison service, to manage the risk posed
by the most dangerous offenders. HMIC has inspected MAPPA arrangements in
previous PEEL inspections and has found there to be good knowledge and
understanding of them at senior level. We have seen changes in the overall number
of people subject to MAPPA arrangements and changes in the level of risk they
pose. Risk-assessing MAPPA subjects can be a time-consuming and resource-
intensive process, and some forces told us that this was leading to delays in
completing these assessments.
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HMIC also considered force arrangements for managing registered sex offenders.
There is a statutory duty to manage those offenders who have been convicted of a
sexual offence which warrants them being placed on the sex offenders’ register and
subject to continuing management and scrutiny. Not all such offenders are assessed
as posing sufficient risk to be managed under MAPPA as well, although this can
happen.

As with last year, we found that workloads are generally high for those specialist
teams which have responsibility for managing registered sex offenders (RSOs). Too
often this has resulted in delays in risk assessing RSOs (as set out in Figure 24
below). At 1 July 2016, there were 2,700 RSOs yet to be assessed, and HMIC has
concerns about the level of unknown and potentially unmanaged risk that these
individuals may pose to communities. We are also concerned that, too often,
relevant activity, such as visits to RSOs, is not being routinely carried out. While
forces were able to complete scheduled visits, some forces had difficulty in
managing regular unannounced visits to RSOs.

Figure 23: Proportion of registered sex offenders awaiting assessment, as a percentage of
those currently managed as registered sex offenders in force —as at 1 July 2016
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Source: HMIC 2016 effectiveness data collection

Forces are aware of the increasing workloads and are trying to spread the load and
associated risk across different teams. In particular, forces are aiming to ensure that
neighbourhood policing teams can play a part in managing these offenders. This
approach can take a number of forms:
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e Some forces have a process of assigning work in relation to each RSO which
allows community officers to take a more active part in managing the offender.

e Some forces have already moved from a centralised management approach
to RSOs and, after a review of threat, risk and harm, low-to-medium risk
RSOs are now the responsibility of community teams.

This is early days for some forces, but already there are benefits from increased
intelligence submissions and from the community team having a better
understanding of who is in their area. Most forces are using their briefing systems
effectively, so that the RSO and any current or relevant intelligence relating to this
offender are routinely updated.

There are still too many examples, however, where neighbourhood or response
officers do not know about an RSO who lives in their area or which court orders,
such as Sex Offender Prevention Order, apply to this offender. This tends to occur
when an RSO is managed by officers in a central unit and there is little involvement
of other parts of the police force.
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Protecting from harm those who are vulnerable, and
supporting victims

Those who are vulnerable® are at the greatest risk of harm and they should be at
the heart of the service provided by police forces. Given the range of reasons why
people may be vulnerable, and the breadth of skills and resources required to ensure
an appropriate response, the police need to work closely with partner organisations
to be effective. The demand on the police to respond to vulnerability continues to
grow and accounts for a considerable amount of police time in responding to calls for
service.

To assess how effectively forces protect those who are vulnerable from harm, HMIC
evaluated how well they:

e identify those who are vulnerable, and assess their level of risk and need;
e respond to vulnerable victims; and

e take subsequent action and work with partner organisations to keep victims
safe.

How effective are forces at protecting from harm those
who are vulnerable and supporting victims?

The police service has recognised that its response to those who are most
vulnerable is not good enough, and police leaders and police and crime
commissioners are committed to improving the response to vulnerable people. Many
forces are changing their structures, realigning their spending and resources and re-
designing how they work to reflect this priority. As set out earlier in the report, public
protection expenditure to protect vulnerable people has increased by 16 percent
between 2013/14 and 2015/16.

This year, HMIC has judged 22 forces as good at protecting vulnerable people, 16
forces as requires improvement and 5 forces as inadequate. This is a considerable
improvement in grades from 2015, when 12 forces were assessed as good, 27 as
requiring improvement and 4 as inadequate. We have found that forces continue to
focus on improving their response to domestic abuse and acting on the
recommendations in last year’s reports.

> A person who is in need of special care, support or protection because of age, disability or risk of
abuse and neglect.
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How have forces improved since HMIC’s 2015 vulnerability inspection?

Since the 2015 inspection, HMIC has seen an improvement in how forces support
vulnerable people. Across England and Wales, a strong commitment from chief
officer teams to the importance of protecting from harm those who are vulnerable
has led to an increase in staff within many of the safeguarding units. Forces have
moved staff to provide a more focused response to different types of vulnerability
and are continuing to invest in public protection resources to enhance capacity and
capabilities.

Forces have ensured that training has been provided to staff to enhance their
knowledge and understanding of vulnerability, particularly the link between missing
children and child sexual exploitation. Many frontline officers and supervisors have
increased their understanding of their roles and responsibilities regarding missing
children. Many forces have improved how they recognise vulnerability in their
control rooms to ensure a more effective response at the point of first contact.
HMIC is pleased to report that there has been a huge investment in training on
aspects of vulnerability, including training on coercive control, mental health,
domestic abuse, child sexual exploitation and missing children.

HMIC has noted that partnership working is strong and improving. Many forces
now have effective partnership arrangements in place to deal with missing children
and those who are repeat victims and/or at high risk of becoming victims of child
sexual exploitation. Forces are working closely with care homes and partner
organisations to improve their response to persistently and repeatedly missing
children, in order to reduce overall demand and provide real focus on those
children who are most at risk.

However, there is still a lot of progress to be made. In this inspection, five forces are
deemed to be inadequate at protecting those who are vulnerable, and overall there
are still more forces that require improvement or are inadequate than in the other
areas HMIC has inspected. Forces are not always getting the early identification of
vulnerability correct; many are still trying to understand the demand it creates and
how best to respond to it; and the response is still not as timely and effective as it
should be.
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Identifying those who are vulnerable, and assessing levels
of risk and need

Identification

The first stage of an effective police response is to identify accurately and reliably
whether a caller is vulnerable in some way, in order to ensure an appropriate police
response.

In 2015, HMIC reported a lack of consistency in how vulnerability was defined by
forces. While awareness of vulnerability has improved since 2015, and vulnerability
is now widely recognised as a priority by officers and staff at all levels, its recording
is still inconsistent across the country. Forces continue to define a vulnerable victim
in different ways. This is because at present there is not a standard requirement on
forces to record on crime recording systems whether a victim is vulnerable, nor is
there a standard definition of vulnerability to be used by all forces.

Some forces use the definition from the government’s Code of Practice for Victims of
Crime,*® others use the definition referred to in ACPO guidance®*’ and the remainder
use their own definition. Victims continue to receive different levels of service
depending on where they live, as a victim who is identified as vulnerable by one
force may not be assessed as such in another. HMIC recommended last year that
there should be a consistent approach to defining when a person is vulnerable and
to collecting data on how effectively vulnerable people are identified. The College of
Policing have developed an approach to ensuring that vulnerable people are
consistently identified and plan to train a number of forces in this approach in
2017/18.

The proportion of police-recorded crime involving a vulnerable victim is extremely
varied across forces, and some forces are still unable to provide this information.
Data returned by forces to HMIC show that, in the 12 months to 30 June 2016, the
proportion of recorded crime which involves a vulnerable victim varies considerably
between forces, from 3.9 percent to 44.4 percent.

*® Code of Practice for Victims of Crime, Ministry of Justice, October 2015. Available at
www.gov.uk/government/uploads/system/uploads/attachment_data/file/254459/code-of-practice-
victims-of-crime.pdf

*" ACPO Guidance on Safeguarding and Investigating the Abuse of Vulnerable Adults, NPIA, 2012.
Available at http://library.college.police.uk/docs/acpo/vulnerable-adults-2012.pdf The National Police
Chiefs’ Council replaced the Association of Chief Police Officers (ACPQO) on 1 April 2015.
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Figure 24: Percentage of police-recorded crime with a vulnerable victim identified, by force, for
the 12 months to 30 June 2016*
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Source: HMIC 2016 effectiveness data collection and Home Office data return
For further information about these data, please see annex A

HMIC is concerned that too often the quality of the data relating to vulnerable victims
is unacceptably poor. Forces should put measures in place to ensure that their
systems and staff accurately record when they are dealing with vulnerable victims.
The identification of vulnerability is vitally important, enabling forces to plan
effectively and be in a position to respond effectively to calls for service. Forces that
do not have a full understanding of vulnerability and the level and type of demand it
creates are less likely to have the correct resources allocated to meet this demand.

HMIC is pleased to report that forces have improved their development of problem
profiles and action plans for crimes with vulnerable victims, such as child sexual
exploitation and domestic abuse. The increased use of data from other
organisations, such as education and social services, to assist forces in better
understanding the scale of the problems is particularly welcome.

Data and information about crimes involving vulnerable victims reveal how demand
is increasing.

Between August 2013 and June 2016, the police recorded a 61 percent increase in
domestic abuse crimes. This appears to be a positive step as it could indicate that

*® The City of London, Devon and Cornwall, Essex, Gloucestershire and Lancashire forces were
unable to provide data for the number of recorded crimes with a vulnerable victim identified.
Therefore, they have been excluded from this graph and from the England and Wales rate.
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more victims of domestic abuse are reporting crimes to the police and that domestic
abuse crimes are being identified and recorded with greater accuracy. This issue will
be explored further when HMIC publish a more detailed report on domestic abuse
later in the year.

This is at a time when the police service is under a range of pressures across
several crime types. The Crime Survey for England and Wales*® highlights that
police-recorded sexual offences increased by 12 percent from October 2015 to
September 2016 (although the proportion of adults saying that they had been a
victim of such crimes in the crime survey itself remained relatively stable). Recorded
sexual offences have doubled since 2013, and this is an extremely time-consuming
and resource-intensive area of business for the police service. Managing the
increase in demand, not just from domestic abuse and sexual offences, but across
all areas of vulnerabilities, has presented significant problems to the police service.

In the 12 months to 31 March 2015, 10.7 percent of recorded offences in England
and Wales were flagged to identify a vulnerable victim. In the 12 months to 30 June
20186, this increased to 14.3 percent™. As the graph below indicates, a considerable
number of forces have seen an increase in the numbers of recorded crimes with a
vulnerable victim identified.

* Crime in England and Wales: year ending Sept 2016. Office for National Statistics, 19 January
2017, Section 9. Available at:
www.ons.gov.uk/peoplepopulationandcommunity/crimeandjustice/bulletins/crimeinenglandandwales/y
earendingsept2016

*° Figures across years should be compared with caution, as different forces were able to provide this
data across both years (for further details see annex A).
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Figure 25: Percentage point change in the percentage of police-recorded crime with a
vulnerable victim identified, by force, for the 12 month to 31 March 2015 compared to 12
months to 30 June 2016
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Initial contact

Control rooms, where forces respond to calls from the public, continue to improve
their early identification of vulnerability. They use systems to identify whether a caller
is a repeat victim, intelligence staff within the control rooms who can check any
relevant history across a number of force systems and databases, and technology to
ensure that responding officers have a clearer understanding of the call for service
that they are attending. In addition, the majority of call-handling systems have
checklists to help call handlers to ask the right questions, so that they can identify
properly the level of risk and decide on the appropriate response.

Improvements still need to be made in the data held by forces on vulnerable victims;
a number of forces were unable to provide data on the percentage of calls involving
a vulnerable victim, for instance. HMIC still found some specific areas of concern
relating to initial contact with victims. These were predominantly about the ability of
call handlers to assess vulnerability when victims first make contact, and the
timeliness of the response victims receive.

* In 2016, City of London, Devon and Cornwall, Essex, Gloucestershire, and Lancashire forces were
unable to provide data for the number of recorded crimes with a vulnerable victim identified. In 2015,
Nottinghamshire, Derbyshire, Gloucestershire, Hampshire, Lancashire, Merseyside,
Northamptonshire and West Midlands forces were unable to provide this data. These forces have
been excluded from the graph as a percentage change could not be calculated.
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We still found examples of call handlers not correctly identifying or categorising the
level of risk associated with incidents involving vulnerable people. This is for a
number of reasons. Some computer systems used by call handlers do not
automatically flag up whether a caller is already known to the police as a vulnerable
person. This means that the call handler may miss important information about an
individual’s vulnerability, and therefore not understand fully the risks involved. This in
turn means that the call handler may not give the response the priority it needs, and
the response officers may not be fully aware of the situation when they make their
judgments on risk and safeguarding at the scene. In addition, repeat callers may only
be identified by location or phone number. If they call from a different address, they
will not therefore be identified as a repeat caller and will not necessarily receive an
appropriate response.

Use of THRIVE

As discussed earlier in the report, the Threat, Harm, Risk, Investigation, Vulnerability
and Engagement (THRIVE) system is now being used in control rooms in many
forces. It provides a structured way of assessing the threat, harm, risk and
investigation opportunities associated with a call, the vulnerability of the victim, and
the level of engagement that is required to support and protect the victim.

HMIC considers the use of a THRIVE-based approach to be an effective way to
identify vulnerability and safeguarding needs at the earliest possible opportunity.
Many forces were able to demonstrate an effective focus on vulnerability at the first
point of contact when using THRIVE.

However, in 2015 HMIC reported a concern that staff in some forces were using the
model as a means of rationing police resources, and therefore either delaying
sending an officer to an incident or not sending one at all. In 2016, this continues to
be a theme and we have identified that it has posed serious risk to the public on a
number of occasions. Systems that were designed to identify and respond to
vulnerability are being used a tool to reduce the workload for busy response officers,
with considerable and unacceptable associated risks. HMIC found that, in some
forces, many domestic abuse calls were left without any officers allocated to attend,
or were scheduled for attendance some time in the future, resulting in unnecessary
delays and risk.

Assessing risk and sending officers

The identification of vulnerability and the accurate assessment of risk should
underpin the speed of response, who should respond to the victims, and any
immediate safety measures needed to protect them.
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In 2015, risk assessments were highlighted as an area in which many forces needed
to improve, and, while it is a slightly improving picture in 2016, they remain a
concern. We found some examples of initial assessments of risk that were so poor
that members of the public had been put at risk.

The particular areas of concern in some forces were:

e large numbers of unallocated incidents in the control room which had not had
an immediate (usually within 15 to 20 minutes) or even a prompt response
(usually within one hour) but had been waiting for several days to be allocated
to someone in the force to respond;

e high levels of risk revealed by a dip-sampling of these unallocated cases: for
example, they included domestic abuse cases and potential child neglect; and

e evidence that the initial risk assessments made by call handlers had been
downgraded, because of a lack of available response officers to respond to
calls immediately.

This is just one example of the way in which in too many cases some forces are
suppressing demand because they have insufficient people available to respond to
calls.

The police response
Initial response

The initial work of officers responding to a vulnerable person is vital, because failure
to carry out the correct actions may make future work with the victim or further
investigation very difficult. This could be the first time a victim has contacted the
police after suffering years of victimisation, or they may have had repeated contact
with the police.

Since HMIC inspected the police response to vulnerability in 2015, forces have
invested in training to improve the knowledge and understanding staff have of
different types of vulnerability, including child sexual exploitation and domestic
abuse. Most forces are in the process of providing further training on coercion and
control within a domestic abuse environment, and on mental health. As a result,
HMIC found that overall response officers were more knowledgeable, with the ability
to identify vulnerability and respond appropriately, thus providing a better service to
victims.

However, in many forces, the initial response is still hampered by the equipment
available to gather important early evidence. In 2015, HMIC highlighted the need for
all forces to ensure that response officers have access to equipment that enables
them to collect photographic or video evidence at the scene of an incident. Many
forces are in the process of trials in relation to body-worn video cameras, but the use
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and availability of such equipment are still not widespread. Body-worn video
cameras are used force-wide by 26 forces, and 7 forces use body-worn video
cameras as part of a pilot. As many as 10 forces stated that they do not use body-
worn video cameras.”® HMIC’s 43-force crime file review found that the use of body-
worn video cameras as an investigative opportunity would have been applicable in
373 cases. However, there was evidence that body-worn video cameras had been
used for investigative opportunities in only 182 of these cases, just 49 percent of
those deemed appropriate for the technology.

While forces claim to be in differing positions in terms of their ability to invest in body-
worn video cameras, the point that compelling evidence can be gathered by body-
worn video cameras cannot be ignored. The randomised controlled trial research
carried out in Essex by the College of Policing in 2014 showed that issuing police
officers with body-worn video cameras could be highly effective in increasing the
proportion of outcomes that resulted in a criminal charge by 9 percent.* Officers
frequently mentioned the evidence-gathering benefits of the cameras, particularly for
capturing context, comments and emotion accurately.

During this inspection, HMIC has identified a concern over the number of cases that
were assigned outcomes with no further action to be taken where the victim did not
support police action (see previous chapter). The use of body-worn video cameras is
likely to be an important investigative tool that could be used to reduce the number of
investigations assigned this outcome, particularly in domestic abuse cases.

Attending officers — risk assessment

Those officers who are the first to respond to a call from a member of the public have
to make an assessment of how much danger the victim they are responding to may
be in. It is important that they do this correctly, so that they can do what is necessary
to keep them safe but also so that subsequent support and investigation is provided
by the right people, from the right agencies and with the right skills.

Forces generally have effective processes to identify and assess vulnerability at first
response. The evidence gathered by HMIC in this inspection shows that officers
assess the vulnerability of, and the risk to, those involved in incidents and are aware
of where they can refer those in need of support from other organisations.

Forces use different methods to assist frontline officers to assess vulnerability. For
example, officers in the Metropolitan Police are required to complete a vulnerability
assessment across five areas to identify any vulnerability when they come into

°2 Gloucestershire, Humberside, Norfolk, South Wales, South Yorkshire, Suffolk, Surrey,
Warwickshire, West Mercia and Wiltshire.

*% The Essex Body-Worn Video Trial: The impact of body-worn videos on criminal justice outcomes of
domestic abuse incidents, Owens, Mann and McKenna 2014. Available at:
http://whatworks.college.police.uk/Research/Documents/BWV _Report.pdf
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contact with an adult member of the public. In Sussex, the force uses a single
combined assessment of risk form (SCARF) to assess vulnerability, and in Surrey a
risk assessment tool known as SNAPPER (this considers the following elements:
sexual, neglect, any exploitation, physical, professional and emotional factors) is
used for any person under the age of 18 or an adult who might be considered
vulnerable in some way. While a more consistent identification across England and
Wales would be preferable to the different methods used by forces, HMIC is pleased
to find that generally responding officers are well equipped to identify different forms
of vulnerability when dealing with victims.

However, we did still find a few instances in some forces where frontline staff were
not appropriately skilled to make accurate assessments of risk and where the
assessments were not made in the best interests of the victim.

Despite concerns raised in 2015, in too many cases some forces are still not using
the domestic abuse, stalking and harassment (DASH) risk assessments
appropriately.>* HMIC has found examples where officers are allowed to use
discretion as to when the form is completed, which does not necessarily allow risks
to be identified appropriately. In some forces, DASH forms are regularly being
submitted without all or any of the questions being answered, without the attending
officer’'s observations or views, and without any additional commentary being
recorded.

HMIC is still concerned that, in two forces, domestic abuse risk assessments were in
too many cases conducted over the telephone from the force’s resolution centre
when the call taker judged that there was not an immediate risk to the victim. This
practice did not fully establish the risk that victims were facing, and sometimes led to
ineffective investigations. While this practice has now ceased, it is a concern that
demand management appeared to have taken precedence over the accurate
assessment and response to risk. As forces face increased demand for their
services for vulnerable people, it is critical that this practice does not spread across
other forces.

Arrests and domestic abuse

HMIC continues to have concerns about the falling levels of arrest in domestic abuse
cases and the extent to which this varies from force to force. The force with the
lowest domestic abuse arrest rate has seen a decrease from 66 arrests per 100
domestic abuse-related incidents in the 12 months to 31 March 2015 to 25 arrests
per 100 in the 12 months to 30 June 2016. HMIC will be publishing an update on
police forces’ responses to domestic abuse later this year, and this issue will be
examined in further detail then.

¥ DASH is an identification, assessment and management model for domestic abuse, stalking and
harassment, adopted by UK police forces and partner agencies in 2009; helps frontline practitioners
identify high-risk cases of domestic abuse, stalking and so-called honour-based violence.
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In some forces, the number of arrests for domestic abuse has fallen, despite the
overall level of recorded domestic abuse increasing. As this report discusses earlier,
there has been an overall reduction in arrest levels. It is important that the police
service understands why this is and can assure the public that the powers of arrest
are still being used when necessary to keep victims safe and to bring perpetrators to
justice.

Figure 26: Domestic abuse arrest rate (per 100 domestic abuse crimes), by force, for the 12

months to 30 June 2016°°
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Source: HMIC 2016 effectiveness data collection, Home Office data
For further information about these data, please see annex A

Action taken and work with partners
Investigation

Since the 2015 report, forces have made responding to vulnerability a priority that is
passionately promoted by many chief officers and has been passed on effectively to
all officers and staff. In many forces, this has led to an increase in officers deployed
to specialist units working with vulnerable people.

However, HMIC is concerned that, despite these increases in staffing, many forces
still have high vacancy rates at detective level within specialist units. Given the

°° Derbyshire, Durham and Gloucestershire forces were not able to provide domestic abuse arrest
data; therefore, they have been excluded from the graph and from the England and Wales rate.
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increase in demand and vacancy factors, too many specialist units are still under-
resourced and overwhelmed with demand, which in many cases leads to delays in
service to some of the most vulnerable victims. Police officers and staff working in
these units are also dealing with complex and distressing cases. It is still too often
the case that the volume and nature of the work can affect the well-being of people
working in these units, causing them to suffer stress and anxiety and further reduce
the strength of the units.

As a result of this, HMIC has found that:

e In some cases where vacancies have been filled, the officers are yet to be
trained appropriately for the role that they have been allocated.

e In a small number of forces, high-risk cases, such as those involving serious
sexual offences and high-risk domestic abuse, are still too often being
allocated to response officers who do not have the necessary training or
experience to deal with them. This means that in too many cases vulnerable
victims are still not receiving the level of service that they need, with
safeguarding measures being overlooked.

e Attimes, the workloads of specialist investigators are too high to ensure a
high-quality service to victims, and the investigations are not always subject to
regular and active supervision. The timeliness of some investigations and
safeguarding may be compromised as a result.

These findings are not new, nor are they only HMIC’s. Recent work by the Police
Superintendents' Association for England and Wales highlighted that just under half
the heads of public protection units that they surveyed had no prior experience of
public protection and 82 percent had not had any training or form of development for
taking up the role. Problems relating to workload, stress and anxiety were also
raised.”® Forces report that the recruitment and retention of skilled detectives is a
significant difficulty, and this lack of detective capability is seen by HMIC as a
considerable national risk that needs to be addressed urgently by chief officers.

However, investigation of domestic abuse offences is of a high quality. Forces are
clearly focused on providing an effective service for vulnerable victims, and this is an
improving picture. In HMIC's 43-force crime file, in the 447 files reviewed in relation
to domestic abuse cases, the effectiveness of the investigation and quality of victim
care compare favourably to those in the other files.

°% See the results of the survey in this article: www.policechiefmagazine.org/wp-
content/uploads/PoliceChief February-2017-WEB.pdf
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Figure 27: HMIC's 43-force crime file review — domestic abuse (common assault) files
compared to all files reviewed

Domestic abuse
(common assault) -
files reviewed All files reviewed

Total number of offences reviewed 447 2701
Effective investigation 89% 83%

Good victim care 89% 85%

Effective supervision 50% 50%

Appropriate or effective supervision 71% 74%

Source: HMIC 43-force crime file review
Domestic abuse investigations — outcomes and use of powers

The use of the outcome category of ‘evidential difficulties: victim does not support
police action’ is discussed earlier in this report. HMIC has a serious concern that, in
just over a third of all reported domestic abuse crimes in the 12 months to June
2016, the victim did not support any further police action, despite in many cases
knowing the identity of the perpetrator. In some forces, this rate was considerably
higher. Some forces appear to be finalising investigations under this category at a
very early stage in too many cases, which is clearly unacceptable and does little to
safeguard victims effectively.

HMIC is concerned that, in some forces, as many as half of all domestic abuse
crimes are being finalised in this way. It is necessary to ensure that victims are
properly supported and criminal justice outcomes are pursued; it is not clear why
there is such a variance across England and Wales, but those forces with a high
proportion of cases in this category need to urgently review this position to
understand why this is the case and whether any change in approach is needed.
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Figure 28: Rate of ‘Evidential difficulties: victim does not support action’ outcomes recorded
in the 12 months to 30 June 2016 for domestic abuse-related offences®’
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Source: HMIC 2016 effectiveness data collection, Home Office data

Domestic violence prevention notices®® are the initial notices issued by the police to
provide emergency protection to an individual believed to be the victim of domestic
violence. Domestic violence protection orders® are designed to provide protection to

*" Dorset Police and Nottinghamshire Police were unable to submit domestic abuse outcomes data;
therefore, they have been excluded from the graph and from the England and Wales rate.

%8 A domestic violence prevention natice is initial notice issued by the police to provide emergency
protection to an individual believed to be the victim of domestic violence; must be authorised by a
police superintendent, contains prohibitions that effectively bar the suspected perpetrator from
returning to the victim’s home or otherwise contacting the victim; may be issued to a person aged 18
years and over if the police superintendent has reasonable grounds for believing that: the individual
has been violent towards, or has threatened violence towards an associated person, and the DVPN
is necessary to protect that person from violence or a threat of violence by the intended recipient of
the DVPN.

% A domestic violence protection order is designed to provide protection to victims by enabling the
police and magistrates courts to put in place protection in the immediate aftermath of a domestic
abuse incident; where there is insufficient evidence to charge a perpetrator and provide protection to
a victim via bail conditions; can prevent the perpetrator from returning to a residence and from having
contact with the victim for up to 28 days, allowing the victim time to consider the options and get the
necessary support.

85





UNDER EMBARGO UNTIL 00.01 ON THURSDAY 2 MARCH 2017

victims by enabling the police and magistrates courts to put in place protection in the
immediate aftermath of a domestic abuse incident.

HMIC has found that many forces are not using these powers to full effect, with low
numbers or inconsistent use. This also appears to be the case for the domestic
violence disclosure scheme, also known as Clare’s Law.?® Forces should review their
use and promotion of the legislation to ensure that they are making best use of these
powers to safeguard victims of domestic abuse.

The inconsistent approach to using these powers, the variation in the extent to which
investigations do not proceed further and the use of the power of arrest by police
forces are all aspects of a broader concern that HMIC has that in too many cases
officers are not using their powers or exercising their primary duties to keep people
safe and bring offenders to justice in this area. We will explore this issue in more
depth when we publish our domestic abuse update later in the year.

Victim contact and its effects

All forces have a statutory duty to comply with the Code of Practice for Victims of
Crime®! (referred to as the Code), which sets out the service that victims can expect
from all parts of the criminal justice system.

We found that forces vary not only in the consistency and quality of victim contact
but also in how this is monitored in order to ensure positive outcomes for victims.
While the monitoring of victim contact in itself is no guarantee of a positive outcome,
the Code sets out the parameters for the minimum level of contact that victims can
expect from those involved in the criminal justice process. HMIC found that some
forces were unable to monitor compliance easily.

All forces appeared to be aware of the need to keep victims updated and at the
centre of the investigation. How well this is done, however, varies. There are 29
forces which have a structured system in place and can be said to be complying with
the Code. Of these, the majority are also well supervised in this respect.

Some forces show an awareness of the need to comply with the Code, and our
fieldwork found that they are carrying out the relevant activities, but they do not have
a structured approach in place. In too many cases, staff are therefore doing what
they think they should do in order to keep the victim updated, rather than working to

% Clare's Law increases protection for domestic abuse victims by allowing them access to information
about a partners’ history of violence and enables the police to better identify domestic abuse
perpetrators; for more information, see: www.app.college.police.uk/app-content/major-investigation-
and-public-protection/domestic-abuse/leadership-strategic-oversight-and-management/#domestic-
violence-disclosure-scheme-clares-law

® Code of Practice for Victims of Crime, Ministry of Justice, 2013. Available from:
www.gov.uk/government/uploads/system/uploads/attachment_data/file/254459/code-of-practice-
victims-of-crime.pdf
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a plan. They can be hindered by computer systems that either do not automatically
remind the officer of the need for victim contact, so it may get missed, or make it
difficult to record the fact that it has been done.

We found that some forces still did not have a clear approach on the most
appropriate time to take victim personal statements® — whether this should be at an
early or later stage in the investigative process. It is important that victims are offered
this at the earliest opportunity; the statement can always be amended or updated
later.

Working with partners

An effective response to vulnerable victims requires both statutory and voluntary
sector organisations to work together to undertake risk assessments and safety

planning to address their often complex needs and the needs of their children or
other dependents.

Forces continue to develop their working relationships with partner organisations to
ensure that appropriate safeguarding arrangements for vulnerable people are in
place. Safeguarding is predominantly conducted through the multi-agency
safeguarding hubs (MASHSs)® that are located in each local authority area. MASHs
are now well developed across much of England and Wales and this is a positive
development.

In 2015, HMIC identified variances which led to inconsistent safeguarding between
forces. This continues in 2016: the structure, responsibilities and processes in the
MASHSs vary within a force area, and not just across force boundaries. Of the 43
forces, 32 have their whole policing area covered by one or more MASHSs. The police
are the major MASH organisation, with police membership in 142 of the 143 MASHSs
in England and Wales.

A group, led by the Home Office, has been commissioned to collate effective
practice principles for multi-agency working on domestic abuse. The principles are
on track for publication in spring 2017.

Wider partnership working to support vulnerable people is also improving; forces
remain committed to Operation Encompass, the information-sharing protocol
between the police and schools for when a child has been exposed to an incident of
domestic abuse. Some 22 forces currently use Operation Encompass or a similar

%2 An opportunity for victims to express the wider effects that the crime has had on them, any
support/assistance they may need and any concerns they may have.

% A multi-agency safeguarding hub (MASH) brings together staff from police and partner agencies
(such as children’s social services, health, education, probation, adult social services and housing)
who work from the same location, sharing information and ensuring a timely and joined-up response
to protect children and vulnerable adults.
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scheme, and many of the remaining forces reported plans to introduce a scheme in
the future. In addition, forces are working more closely with partners in response to
child sexual exploitation, and the risk associated with children missing from care
homes.

Given the rise in reported domestic abuse cases, it is unsurprising to see many
forces reporting a rise in the number of cases discussed at multi-agency risk
assessment conferences (MARACs),% and police involvement in the MARAC
structure remains strong. There is a variation in the number of cases going to
MARACS against the Safelives® recommendation of 40 cases per 10,000 of the
adult female population, with some forces sending very few cases.

HMIC found other areas of concern:

e In one force, HMIC noted a triaging process before the MARACSs which is
putting domestic abuse victims at risk. Variations in information sharing
across the force mean that domestic abuse victims are not getting a
consistent service, and HMIC has recommended that the force should review
the referral process to the MARACS to ensure that victims of domestic abuse
are not being placed at risk as a result. In a neighbouring force, high-risk
cases are reviewed and approximately 50 percent downgraded to medium
risk, again having a severe effect on the number of cases referred to the
MARAC.

e Some forces are still struggling to cope with the increased demand and do not
have fully effective processes in place. Some MASHSs have particularly heavy
workloads, which at times is resulting in backlogs of cases and delayed
referrals to MARACSs. A small number of forces have backlogs in referrals to
other agencies at many stages, and completed risk assessments are not
always added to forces’ systems. These forces have been asked to take steps
to reduce the backlog and to put effective processes in place for the sharing
and recording of information.

Vulnerable people and mental health

Many forces have shown improvements in their understanding and response to
mental health vulnerability in the community. Examples of good practice are those
forces which have introduced a street triage mental health response patrol car, which
is jointly staffed by a police officer and a mental health practitioner, and those where
mental health practitioners are based in the control room.

® MARACSs are regular local meetings where information about high-risk domestic abuse victims
(those at risk of murder or serious harm) is shared between local agencies.

% safelives is a national charity dedicated to ending domestic abuse. They work with the whole family
to enable local services be more effective in their response to domestic abuse.
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Forces’ response to mental health begins with the training provided to staff. HMIC
found examples of forces working well with local mental health professionals to
provide training to frontline staff. This training includes how to identify signs of mental
illness and how to respond to people displaying potential mental health problems.

However, understanding of mental health vulnerability does not appear as advanced
as for other areas of vulnerability across England and Wales, and, while training is
being rolled out, the necessary scope and scale needs to be better understood.
Forces need to assure themselves that mental health incidents are being flagged as
accurately as possible to enable them to understand fully the demand that this
presents.

A more detailed consideration of how well forces are responding to people who are
vulnerable due to mental health problems will form part of next year's PEEL
assessment for all forces in England and Wales.

Missing and absent children

Responding to reports of missing and absent children® places a high demand on
police officers. This response can take considerable resources and time, but the
consequences of not investigating cases can be extremely serious, leaving some
children at risk of exploitation and/or significant harm.

Calls relating to missing persons are increasing year on year. In 2015/16, police
forces in England and Wales received more than 375,000 calls linked to missing
persons.®” Children account for more than half of missing incidents, although they
only account for 21 percent of the population, indicating that they are
disproportionately more likely to be reported as missing than adults.

Although not every child who goes missing is at risk of sexual exploitation and not
every child who is at risk of sexual exploitation goes missing, often the two are
interlinked. It is often the most vulnerable children who are sexually exploited and
who are targeted by those who intend to commit crimes against them.

It is important to acknowledge that most children who go missing are found, or return
of their own accord, safe and well, and the police response in most cases is timely,
proportionate and appropriate. In our 2016 inspection, we found that the response to

% The National Police Chiefs’ Council definition of missing person is: Anyone whose whereabouts
cannot be established and where the circumstances are out of character or the context suggests the
person may be subject of crime or at risk of harm to themselves or another. The definition of an
absent person is: A person not at a place where they are expected or required to be and there is no
apparent risk.

%7 National Crime Agency missing persons bureau —
www.missingpersons.police.uk/en/resources/missing-persons-data-report-2015-16
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missing and absent children had continued to improve from 2015. Among frontline
staff, there is in many cases a better understanding of children at risk of sexual
exploitation; the link between missing children and child sexual exploitation is better
understood, and awareness and knowledge of the signs of child sexual exploitation
have also improved.

When the police receive a report that a child is missing, they can choose to
categorise him or her using the National Police Chiefs’ Council definitions of missing
and absent. This determines the level and urgency of the response. A categorisation
of absent denotes that the child is considered to be at 'no apparent risk'. This
normally means that the force takes no immediate action, but should keep the case
under review. Cases in the missing category receive an active police response, with
the level determined by a further assessment of whether there is a low, medium or
high risk of immediate harm.

During the inspection, we found that not all forces use these definitions of missing
and absent. Some forces have created their own definitions, and 15 forces do not
use the absent category for children and record all incidents as missing, as they
believe all children who are not in the place should be require an active police
response. A new authorised professional practice (APP) on missing persons has
been published by the College of Policing, which still contains both categories.®®

The response to missing and absent children is improving across England and
Wales, with most forces investing in training for frontline staff and call handlers.
HMIC found numerous examples of good practice, with effective and timely
investigative activity to find missing children. Generally, supervisors are monitoring
the quality of response, increasing appropriately the resources to locate a missing
child and regularly and effectively reassessing and amending risk assessments.

Many forces are also working in concert with partners to reduce missing episodes
and the risk associated with them. Forces are proactively engaging with care
providers to encourage them to assist the police in the management of missing
children. In Cheshire and Merseyside, the police automatically refer all incidents of
missing children to Catch 22, a child sexual exploitation support service that
undertakes return home interviews for all children and child sexual exploitation
screening, assessments and interventions. This process is planned jointly with
children’s social care and is a good example of partnership working to reduce the
incidences of missing children and the related risks.

However, a small number of forces had areas for further improvement:

68 Major Investigation and Public Protection: Missing Persons, College of Policing, November 2016.
Available at: www.app.college.police.uk/app-content/major-investigation-and-public-
protection/missing-persons/
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In some areas, there is still an inconsistent approach to the management of
risk for missing and absent children. Not all missing persons' cases are
reviewed in accordance with policy, and a missing record is not always
created on a specialised database.

In too many respects, officers are not using trigger plans® consistently or
effectively to ensure that any necessary safeguarding actions are taken
without delay. The rationale for decisions is not always recorded in sufficient
detail.

Some forces require improvement in the procedures in the control room
regarding absent and missing children to ensure that the cases of children
who are categorised as absent are always investigated properly. If vulnerable
children are wrongly assessed as absent rather than missing, there is a risk
that there will be delays in ensuring an appropriate and timely police response
to keep them safe.

% A trigger plan is a list of immediate tasks that police officers or care home staff need to consider
when a vulnerable child goes missing. These include attending places or persons the missing child
may be visiting, the level of risk the child should be recorded as, and the appropriate resources and
supervision allocated to the investigation.
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Serious and organised crime

Introduction

Serious and organised crime affects communities across England and Wales.
According to the National Crime Agency (NCA), over 6,000 organised crime groups
were active in the UK towards the end of 2015, consisting of almost 50,000
individuals.70 These groups are involved in illegal drug activity, human trafficking,
child sexual exploitation, money laundering and other types of offending which
causes considerable harm — both social and economic — to communities. Their
motive is often — but not always — financial gain, and their methods are often both
sophisticated and diverse.

The nature and scale of serious and organised crime demand a collective response
which involves multiple law-enforcement agencies as well as local authorities,
government departments and many other public, private and voluntary sector bodies.
Police forces are a vital part of this response. Their work is crucial in bringing
organised criminals to justice, but also in working with those partner agencies to
protect the public and prevent people becoming involved in organised crime in the
first place.

HMIC assesses the ability of all forces in England and Wales to tackle serious and
organised crime. This part of our assessment consists of three principal components:

e how well forces understand the threat posed by serious and organised crime;

e how effectively forces investigate and disrupt serious and organised crime;
and

e how effectively forces prevent serious and organised crime.

Understanding the threat

In order to tackle serious and organised crime effectively, forces must first have in
place a good understanding of the threat posed by organised criminals,
encompassing both traditional (drugs and acquisitive crime) and non-traditional (child
sexual abuse and cyber-crime) types of offending. A good understanding of the
threat should be built on a foundation of structured risk-assessment processes,
systematic intelligence sharing with multiple organisations within and beyond law
enforcement and a rigorous approach to identifying and mapping organised crime
groups.

" National Strategic Assessment of Serious and Organised Crime 2016, National Crime Agency,
2016, page 12. Available from: www.nationalcrimeagency.gov.uk/publications/731-national-strategic-
assessment-of-serious-and-organised-crime-2016/file
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Overall, forces have a good understanding of the threat posed by serious and
organised crime. The vast majority of forces are familiar with the types of organised
crime which occur most commonly in their area, and work with partner organisations
to assess the nature and scale of those threats. There has been a clear convergence
in the threat-assessment methods which are used by forces, regional organised
crime units (ROCUs) and the NCA. In particular, the MoRILE method71 has been
adopted by many forces and ROCUs. MoRILE is not the only risk-assessment
method which can help forces to improve their understanding of serious and
organised crime, but it has made it easier for them to compare threats and make
informed decisions about which to prioritise. It has also led many forces to identify
child sexual exploitation, modern slavery and organised immigration crime as their
highest priorities. Intelligence gathering in these areas has been stepped up as a
result. This is allowing the police gradually to build a better understanding of these
crimes, which are often hidden and highly complex. However, differences remain in
the ways in which MoRILE is used, and some forces are still using other methods,
which is hindering their ability to make clear comparisons. One force lacks basic
threat-assessment processes for serious and organised crime.

An important component of forces’ understanding of serious and organised crime is
the use of local profiles, which forces have been encouraged to produce by the
Government’s Serious and Organised Crime Strategy72 (and subsequent
guidance).” Local profiles bring together crime data, demographic information and
other analysis to produce a detailed picture of the threats linked to serious and
organised crime in a particular area. All forces have now produced at least one local
profile, and some of these are of good quality, particularly those which cover a
specific local neighbourhood rather than an entire force area. In many force areas,
they are increasing the force’s understanding of serious and organised crime and
helping agencies to join together in the fight against it.

However, too many serious and organised crime local profiles still do not include
information from other organisations such as local authorities, Immigration
Enforcement, HM Revenue and Customs and the Department for Work and
Pensions. HMIC examined local profiles from all 43 forces in England and Wales. Of

" MORILE: the ‘management of risk in law enforcement’ process developed by the National Police
Chiefs’ Council. This tool assesses the types of crimes, which most threaten communities and
highlights where the force does not currently have the capacity or capability to tackle them effectively.

2 Serious and Organised Crime Strategy, HM Government, October 2013, Cmnd 8715. Available at:
www.gov.uk/government/uploads/system/uploads/attachment_data/file/248645/Serious _and Organis
ed Crime_ Strategy.pdf

"3 Serious and Organised Crime Local Profiles: A Guide, HM Government, November 2014. Available
from:

www.gov.uk/government/uploads/system/uploads/attachment data/file/371602/Serious _and Organis
ed Crime local profiles.pdf
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these, 19 did not contain data from any other agencies, and several others included
information only from the ROCU and the NCA. This means that forces are failing fully
to exploit the range of information available to help them to develop a
comprehensive, shared, understanding of serious and organised crime. All forces
should ensure that their local profiles draw on data from other organisations and are
regularly updated to maximise their usefulness. At the time of our inspection, fewer
than half of all forces had established local organised crime partnership boards to
promote a collaborative response to understanding and tackling serious and
organised crime (or had adapted existing partnership structures to serve the same
purpose). This lack of engagement at senior level with other organisations may
explain why some forces have not been able to obtain data from other agencies to
improve their understanding of serious and organised crime. All forces should
establish and maintain these partnership structures to maximise their ability to
harness the intelligence, tactics and powers of other organisations in the fight
against serious and organised crime.

At a regional level, intelligence sharing with other organisations is generally good.
Organisations such as HM Revenue and Customs, Immigration Enforcement and the
Crown Prosecution Service have staff based in ROCUs to provide advice, support
and access to information. This is not full co-location or integration, but is
operationally beneficial. HMIC found evidence in ROCUs of constituent forces
exchanging intelligence with other law-enforcement agencies and non-law
enforcement organisations, although the extent of this varies across the country.
This integration and information sharing should continue in all ROCUs to enable
them to spearhead the regional effort to understand complex and changing threats,
using the latest techniques.

In many respects, forces are developing their understanding of newer threats such
as organised child sexual exploitation, modern slavery and human trafficking. Some
forces have created specific teams dedicated to enhancing their understanding of
these threats, and force documents reviewed by HMIC showed that 38 of 43 forces
have analysed human trafficking and modern slavery within their serious and
organised crime local profile, although fewer contained analysis of organised
immigration crime, cyber-crime or online child sexual exploitation.

Forces increasingly recognise potential victims of human trafficking. All but four
forces used the national referral mechanism (NRM)" at least once in the year to
June 2016, although data collected by HMIC suggested that usage correlates with
the number of OCGs predominantly involved in organised immigration crime. Forces

™ The National Referral Mechanism (NRM) is a framework for identifying victims of human trafficking
or modern slavery and ensuring they receive the appropriate support. More information is available
from www.nationalcrimeagency.gov.uk/about-us/what-we-do/specialist-capabilities/uk-human-
trafficking-centre/national-referral-mechanism
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should continue their efforts to identify and protect those who may be at risk —
whether at the hands of organised criminals or not — and ensure that they receive the
best possible support.

HMIC observed meetings in the nine ROCUs and found evidence in all of them of
steps being taken to improve understanding of newer threats such as child sexual
exploitation, foreign national offending, modern slavery and cyber-crime. ROCUs
have also supported efforts directed at tackling child sexual exploitation by recruiting
dedicated co-ordinators. We found a number of ROCU-led operations against OCGs
which were predominantly involved in cyber-crime, money laundering and economic
crime. The highest proportion of ROCU-led operations was drug-related, although
this does not necessarily mean that they did not also involve aspects of other
offending types. Only six OCGs under investigation at the time of our inspection
were predominantly involved in human trafficking, although this is a snapshot and
may not be representative. There is a fuller discussion of ROCUs later in this
chapter.

The more widespread adoption of the MoRILE method has allowed forces to direct
resources at understanding hidden types of crime, which are generally understood
less well by the police than drug activity and violence. Figures provided by forces as
part of HMIC’s data collection suggest that the number of OCGs active in England
and Wales has reduced by more than 500,75 with more than 70 percent of this
reduction accounted for by OCGs predominantly involved in drug activity. However,
this has not coincided with a proportionate increase in the small number of OCGs
predominantly involved in either organised immigration crime or sexual offences. The
decline in drug-related OCGs therefore does not necessarily indicate a deliberate
move by forces to tackle emerging threats as a priority, or to deprioritise drug
activity. It may simply mean that most of those OCGs that were assessed as inactive
had been predominantly involved in drug activity. Nor is a move away from tackling
drug-related crime desirable, since it is frequently linked to other types of organised
crime such as money laundering, modern slavery or human trafficking. What is
crucial is that forces and ROCUSs continue to advance their collective knowledge of —
and ability to respond to — serious and organised crime in all of its guises, including
those which are most difficult to understand due to their hidden and complex nature.

HMIC’s more detailed analysis suggests that drug-related crime as a proportion of
mapped OCG activity has remained broadly flat between 2013 and 2016. This
analysis takes into account the fact that many OCGs are involved in several types of
criminal activity, and to varying degrees. A similarly stable pattern is evident in other
crime categories, with very little change over time in the small proportion of mapped
OCGs activity represented by, for example, immigration crime, environmental crime

® Exclusive of the Metropolitan Police Service, which was unable to breakdown OCGs by their
predominant crime type as part of HMIC’s data collection in 2015.
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or sexual offences.76 What is crucial is that forces and ROCUs continue to advance
their collective knowledge of — and ability to respond to — serious and organised
crime in all of its guises, including those which are most difficult to understand due to
their hidden and complex nature.

There are also signs that forces are beginning to understand the links between
organised crime and the exploitation of vulnerable people. We found numerous
examples of forces recognising and addressing problems such as drug addicts’
homes being taken over by organised criminals and used temporarily as a pop-up
location for drug dealing. Similarly, forces are gaining a greater understanding of
online or courier fraud”’ targeted at elderly people. This type of offending sometimes
attracts ROCU support because of its widespread geographical effect and high
cumulative value. The small number of forces which have a good understanding of
gang crime are becoming more aware of the ways in which people, including
children and young women, are often exploited by gang members. This is discussed
in more detail later in this chapter.

Identifying organised crime groups

Recent research led by Durham University’® suggests that the composition and
activity of organised crime groups are evolving. Many are now large, international or
online networks, whose membership and offending patterns change rapidly and
continually. This is in stark contrast to the more static, hierarchical organisations,
which tend to live and operate in one place and depend on loyalties built up over
time. The boundaries between organised crime, gang crime, drug-dealing networks
or ‘county lines’”® and other forms of group offending are also becoming more
blurred. Many OCG members are also part of, or closely associated with, one or
more gangs (and vice versa). The majority of forces recognise that these changes
are occurring and are shifting their threat-assessment processes. More work is
needed, however, in particular to continue the development of digital methods for
detecting serious and organised crime taking place (or being facilitated) online.

® These figures were obtained by analysing forces' raw OCG mapping data from 30 June 2016.

" Courier fraud is the criminal act of posing as a bank to persuade a person to provide their card
details over the telephone, and later sending a courier to collect the card in person. Fraudsters use
the card to withdraw money from the victim’s bank account. More information is available at:
www.actionfraud.police.uk/fraud-az-courier-scam

® How organised crime in the UK has evolved beyond the mafia model, Durham University, May
2015. Available at: www.dur.ac.uk/research/news/thoughtleadership/?itemno=24781

" The term ‘county lines’ describes organised drug-dealing networks expanding — usually from large

cities into smaller towns — in order to exploit new markets and evade police detection. This activity is

often accompanied by violence and intimidation as new groups compete with locally established drug
dealers.
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There is a fuller discussion on the identification and management of gangs later in
this chapter.

There are many different ways in which a new OCG may come to light. Local
policing teams remain hugely important, as they often notice suspicious activity or a
change in behaviour among groups within their communities. In its 2015
effectiveness report, HMIC found that a number of forces were failing to involve local
policing teams in the fight against organised crime as part of a whole force approach.
Doing so is vital, as local teams are often best placed to collect intelligence about
OCGs, disrupt their activity and communicate with communities to offer reassurance
and advice. In 2016, we found that there was better harnessing of local teams in
most forces, with more routine consideration given to their role in the long-term
disruption and dismantling of OCGs. The best forces have achieved a virtuous circle
of briefing local policing teams, more intelligence collection, more disruption
opportunities and a greater long-term ability to spot the signs of potential organised
crime at an early stage.

However, in some forces, local policing teams are insufficiently resourced (or too
frequently diverted from their main responsibilities) to fulfil a meaningful role in
detecting signs of potential organised crime, gathering intelligence and contributing
to the disruption of OCGs. Other forces remain wedded to an approach which
deliberately excludes local policing teams from tackling serious and organised crime,
on the basis that sharing intelligence or covert policing tactics with them increases
the risk that these will be compromised. While there are occasions when knowledge
of sensitive information needs to be confined to a small group of people for security
reasons, there is no justification for a blanket decision to exclude local policing teams
from activity aimed at tackling serious and organised crime. Whether deliberate or
otherwise, a failure to harness the full potential of local policing teams means that
forces are missing opportunities to maximise their understanding of — and disruptive
effect on — organised criminals.

Organised crime group mapping

Once an OCG has been identified, forces should promptly initiate a nationally
standardised mapping procedure to assess the criminal intent and capability of each
group. The mapping process assigns a numerical score to OCGs and places them in
one of several bands depending on the seriousness of the criminal activity that they
are known or suspected to be involved in. The score and the band should be
considered as part of a decision-making process which determines the most
appropriate way of tackling each OCG.

Organised crime group mapping is not the only tool used by forces to assess the
threat posed by organised criminals — MoRILE is an example of a method which
forces often use to complement it. However, organised crime group mapping
remains the principal means of assessing threats and informing operational decision-
making. HMIC has reported previously on inconsistent use of OCG mapping by
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forces,® and this remains the case in 2016. There are still worryingly large variations
in the numbers of OCGs per million of population mapped by forces.

Some of these variations are due to differences in criminal behaviour in different
parts of England and Wales. It is plausible that organised criminals form a higher
proportion of large metropolitan populations such as London and Merseyside than
rural populations such as Dorset, Devon and Cornwall. There are also some force
areas which have very small populations, and the numbers therefore look artificially
high. For example, Cumbria Constabulary maps a high number of OCGs per head of
population compared to other forces, but this is affected by the very small size of its
population. However, these data suggest that some forces are not mapping all the
organised crime groups which are active in their area. For example, West Midlands
Police, Hampshire Constabulary and Kent Police map a low number of OCGs per
million population despite having relatively large populations.

Figure 29: Number of mapped OCGs per one million population, as at 1 July 2016

140
120 -
100 -
80 -

60 -

40 4

o Illlll
2P YFB YT LY FELLPOEXE ORI QLOOTLXLOLOLOOQET
P8 Sga8cc @l 220t PGS g sancEseccecsdz@

% S o g T80 9 EGE B DY 2S00 8 2FEG 2R R R R i B B SR B B B B B A =Ry o]
§82 5552823352532 032Ec2858ZE25suwigaas8E5 £0
%] £ o o o 1% = £ © 2 & = b
§585°E8es “2288 638EE=5£252 $335583% O

4 = c B E & o 35 o o S o) c 0o I 5 o 3] =]
=73z 278 £E&5 =285 0>38 F38 £E 2§

o9 o = o < I
S g 8= % c 2 z S o IS
o S
L 0 b4 >
=5 z [
o

——England and Wales

Source: HMIC effectiveness data collection 2016 and ONS population data

This variation is the result of differences in mapping practices by forces as well as
differences in regional populations. Although a national definition of an OCG exists,®!
in practice forces interpret this differently and apply a different threshold when
deciding whether to map a criminal network that they have identified. For example,

80 Regional organised crime units: A review of capability and effectiveness, HMIC, 2015, pages 36—
38. Available from: www.justiceinspectorates.gov.uk/hmic/publications/regional-organised-crime-units/

® The NPCC defines an organised crime group as “individuals, normally working with others, with the
intent and capability to commit serious crime on a continuing basis, which includes elements of:
planning/control/coordination/structure/group decision-making”.
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some forces choose to map urban street gangs,® which are distinct from OCGs,
while most do not. A degree of subjectivity is also involved when assessing whether
a group is sufficiently organised in its behaviour and involved in sufficiently serious
criminal acts to warrant classification as an OCG. There is no evidence that mapping
consistency has improved substantially since 2015. This means that the police
service does not have a coherent national picture of the threat posed to communities
by organised crime and does not provide a reliable platform for prioritising activity
aimed at disrupting and dismantling it.

There are also large variations in the numbers of OCGs mapped per million
population by forces in 2016 compared to 2015. This effect is mainly due to
archiving, which happens once an OCG is no longer active, for example because it
has been completely dismantled by a police operation, has ceased to commit crime,
or disbanded of its own accord. Archiving means that an OCG is no longer subject to
monitoring or disruption by any police force or other agency. Throughout 2015,
forces were directed by the NPCC not to archive OCGs. This directive was lifted in
January 2016, at which point many forces archived a number of OCGs later — and in
higher volumes — than would ordinarily have been the case. This is normal and to be
expected. However, some forces have reduced the number of OCGs they monitor or
disrupt by an extremely high proportion (up to 78 percent in North Yorkshire). Three
forces have, principally through archiving in the first half of 2016, reduced the
number of OCGs they manage by more than 50 percent. During the same period,
the Metropolitan Police Service has reduced the number of OCGs it manages by
over 1,100. This is disturbing, as it suggests that far too many groups were
previously classified as OCGs, or, more worryingly, that some forces may have
archived prematurely OCGs which were in fact still active.

8 A relatively durable, predominantly street-based group of young people who (1) see themselves
(and are seen by others) as a discernible group, and (2) engage in a range of criminal activity and
violence. They may also have any or all of the following features: (3) identify with or lay claim over
territory, (4) have some form of identifying structural feature, (5) are in conflict with other similar
gangs. HM Government, 2011, page 17.
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Figure 30: Change in number of OCGs managed, as at 1 July 2015 compared with 1 July 2016
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As well as inconsistencies in mapping and archiving, HMIC found that too many
forces — including some of the largest — are failing to map OCGs once they have
been identified. In some cases, this is because forces find other methodologies such
as MoRILE easier to use, and more helpful in informing operational decision-making.
In other — more disturbing — cases, it is because of a reluctance among forces to
map OCGs which they lack the resources to investigate or disrupt. This means that
some forces may not have a full understanding of the intent and capability of the
OCGs which are active in their area. As a result, these OGCs may not attract the
same level or intensity of police activity as elsewhere, and communities may be at
greater risk of harm and exploitation.

A further consequence is that information about these groups is not given to other
forces on a systematic basis to allow them to understand and respond to the threat
posed by those groups which operate across force boundaries. At a national level, it
means that OCG mapping data provides only a partial picture, obscuring the true
extent of serious and organised crime. This poses a difficulty for forces, ROCUs and
the NCA, because national threat assessments and prioritisation decisions rely
heavily on OCG mapping data. These decisions may be flawed if they are based on
an incomplete and inconsistent picture of the threat.

These problems are often compounded by a lack of analytical capacity at force level.
The mapping function is often carried out by a single person, even in large
metropolitan forces. HMIC found numerous occasions when mapping was not
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carried out until after an OCG had been subject to enforcement activity or
investigation. In urgent cases this is to be expected, but otherwise it means that
routine decisions about which OCGs to prioritise for intervention are not informed by
important information, largely negating the primary purpose of mapping.

The mapping method helps forces to structure their approach to tackling serious and
organised crime, but, although it has been subject to a number of updates, it is
several years old and poorly suited to assessing the intent and capability of groups
involved in cyber-crime and other types of offending which have emerged or evolved
in recent years. Many forces are struggling to keep up with the administrative
requirements of the mapping process, such as re-assessing groups at regular
intervals. It is also slow to use, and more difficult to apply to groups whose
membership, activity or location changes quickly; by the time the mapping process
has been completed, groups have sometimes disbanded, reformed or relocated. The
mapping method used also attaches more weight to drug activity and violence than
to other crimes; entering intelligence about these activities on the system raises
substantially the numerical score assigned to each group. This can have the effect of
directing resources disproportionately towards these activities. Forces and ROCUs
take account of this by using complementary methods (including MoRILE) and
applying their professional judgment. However, mapping data could be used much
more effectively if this weighting were adjusted to reflect other forms of harm more
accurately.

HMIC recommended in 2015 that responsibility for mapping OCGs should be
transferred to ROCUs by June 2016 in order to improve the quality and consistency
of the process. ROCUs have access to a wider range of confidential international
and partner agency intelligence than forces. At the time of our 2016 inspections, only
two of the nine ROCUs had implemented fully this recommendation. Some of those
which have not done so have recruited mapping co-ordinators to quality assure the
mapping carried out by their constituent forces. This may go some way towards
achieving greater consistency, but may not achieve better quality: for example, it will
not address the problem of forces not identifying or mapping OCGs in the first place.
Some other forces have decided to retain the mapping function wholly in-house
because they do not want to relinquish control over it or lose staff. These concerns
are understandable, but HMIC’s position remains that the best way to improve the
guality and consistency of OCG mapping — as well as to encourage the innovation
needed to enhance the mapping method itself — is fully to transfer responsibility for
mapping OCGs to ROCUs. Under this arrangement, forces should continue to play
their part in the initial identification of OCGs, intelligence collection and longer-term
management in communities.
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Disruption and investigation

Once forces have understood the threat posed by serious and organised crime, they
need to respond to it by disrupting it and investigating criminal activity. In order to
target their resources in the most effective way, forces must supplement rigorous
threat-assessment and mapping processes with a structured approach to decision-
making and task-assignment. This approach needs to allow some flexibility for
urgent cases but preserve a degree of objectivity to ensure that force activity is
focused as effectively as possible.

Management and prioritisation

HMIC found that the vast majority of forces have a clear method for deciding which
OCGs are the priority for intervention and what the intervention should be. In many
forces, particularly those with high levels of organised crime, there are
correspondingly high levels of scrutiny to check progress of investigations and hold
those responsible for leading them to account. Most forces use appropriate methods
and information (including OCG mapping) to decide on the most suitable type of
response for each OCG, which can range from intelligence monitoring through local
disruption activity to specialist covert operations.

The lead responsible officer (LRO) role is critical to a force’s response to serious and
organised crime. Typically, an LRO takes responsibility for disrupting and
dismantling an OCG once it has been identified and mapped. The LRO should adopt
a long-term, multi-agency, approach that draws on different teams within (and
outside) the force and exploits a range of suitable tactics. Different forces have
implemented different LRO models, with some opting to nominate LROs exclusively
from within their intelligence departments. This often has the advantage of improving
central control and co-ordination, and LROs can benefit from being part of the same
unit and therefore more able to exchange knowledge and suggestions. In forces
which have implemented this model, HMIC found that this improved central co-
ordination sometimes comes at the expense of links with local policing teams, which
are often well placed to assume the long-term responsibility for managing OCGs.
Other forces have opted to give local policing teams the LRO responsibility, making
neighbourhood inspectors or chief inspectors LROs for some OCGs. This helps
forces to maximise the potential of local policing teams, but sometimes weakens co-
ordination and can leave LROs isolated, with little tactical or operational support from
other parts of the force.

Some of the highest-performing forces on serious and organised crime — for
example, Merseyside Police — use a hybrid model. Under this model, LROs within
the intelligence department take responsibility for OCGs which are subject to
intelligence collection or monitoring, local policing teams are responsible for OCGs
subject to a local disruption plan and specialist teams are responsible for OCGs
subject to full covert investigations. It is for forces to decide which model works best
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for them, based on their organised crime threat assessment, but they should
consider the benefits and mitigate the risks associated with whichever model they
select, in order to provide the best possible response.

All forces should ensure that LROs understand their responsibilities. In some cases,
HMIC found that this is not the case, and a minority of LROs have little awareness of
what the role ought to entail. Some have a low level of knowledge of the OCGs for
which they are responsible, including in cases where the OCG was deemed
sufficiently serious for responsibility to be transferred to a ROCU for specialist
intervention or tactical support. This sometimes occurs without force LROs being
kept fully updated, limiting their ability to plan ahead and ensure that communities
are protected.

We found that most LROs set clear objectives for tackling OCGs and have a good
awareness of the tactics available to them. They make some use of partner-agency
powers, although there is scope for partner-agency involvement to be considered
more routinely. It is often the case that partner agencies hold valuable information
about an OCG or possess the powers which are most likely to disrupt their activity.
Failing to involve them, even in a minority of cases, may lead to missed opportunities
and could allow OCGs to continue to cause avoidable harm in communities.

Although we found some evidence of broader tactical thinking by LROs and a
growing understanding of partner-organisation powers, OCG mapping data suggests
that there has not been a dramatic change since 2013 in the main tactics used by
forces to tackle OCGs. Only a subset of mapped OCGs is actively tackled by the
police at any one time. Around 20 percent of that activity is covert operations, 50
percent is reactive investigation and 30 percent community policing.

35LROs should base their approach to tackling OCGs on the four Ps (pursue,
prevent, protect, prepare) set out in the Government’s Serious and Organised Crime
Strategy. Written management plans, with a named LRO, should be in place for all
active OCGs. HMIC found that named LROs are assigned to OCGs and that
management plans exist in most cases, although the plans are of variable quality.
We examined a small sample in each force and found that some had not been kept
up to date. Many plans contained a strong pursue element, but lacked meaningful
content under prevent, protect or prepare. LROs interviewed by HMIC often cited a
lack of understanding or a lack of time as the main reasons for this. It may also be
the result of a persistent pursue culture in many forces. In many ways, this is entirely
understandable and appropriate; much of what the police do necessarily involves the
pursuit of dangerous criminals. However, many forces are still too heavily reliant on
pursuit, both in relation to the way they tackle individual OCGs and, at a force level,
in relation to their overall approach. At a time when serious and organised crime is

103





UNDER EMBARGO UNTIL 00.01 ON THURSDAY 2 MARCH 2017

growing in complexity and continuing to occur on a large scale, with police (and
partner agency) resources becoming more scarce, it is vital that forces embrace an
approach which encompasses prevention, protection and preparation as well as
pursuit.

Regional organised crime units

Some specialist policing capabilities, such as complex cyber-crime investigation,
undercover policing and specialist surveillance, are provided through regional
organised crime units. These units are staffed by officers drawn from the constituent
forces they represent. They are funded partly by police and crime commissioners
and partly through a central government grant. HMIC inspected ROCUs in 2015 and
found most to be highly effective, although some had yet to develop the minimum set
of 13 capabilities such as undercover policing, specialist surveillance and cyber-
crime investigation.

HMIC revisited ROCUs in May 2016 and found real improvements since our 2015
inspection. At the time of our inspection, all but two ROCUs had implemented all of
the minimum capabilities, with work under way to develop the remainder. We also
found that the majority of forces are making regular use of ROCU capabilities as part
of their approach to tackling serious and organised crime. The West Midlands
ROCU, previously one of the least advanced, has grown considerably, adding
operational teams to the range of capabilities it provides to constituent forces. The
most mature ROCUSs operate as extensions of their constituent forces, rather than
separate entities which work in isolation. This type of relationship tends to result in
more effective operational practices, and better protection for the public from the
most serious and organised criminals.

The vast majority of forces outside London describe their relationship with their
ROCU as good. All forces have processes in place for drawing on regional
capabilities when they are needed. We found good examples of OCG investigations
being escalated to ROCUs for the pursue phase of surveillance or other covert
activity. The London ROCU was disbanded in 2016 following a reduction in its
funding. The Metropolitan Police Service and the City of London Police have access
to one another's specialist capabilities, although we found scope for improvement in
the sharing of intelligence and co-ordination of activity between the London forces.

Duplication of specialist capabilities at force level has reduced. Several forces which
previously maintained their own confidential intelligence units have now joined
regional arrangements to ensure that they can share sensitive intelligence effectively
and appropriately. Outside London (which no longer has a ROCU), almost every
force now provides the functions of undercover policing and specialist surveillance
exclusively through its ROCU rather than at force level. This has the advantage of
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being more efficient, as well as concentrating knowledge in a smaller pool of expert
practitioners — making training, accreditation and continuing professional
development much easier.

However, some duplication of ROCU capabilities still exists. In some instances there
is a justification for this, particularly in forces where organised crime is particularly
prevalent. However, in forces where this type of demand is lower, the justification is
weaker. For example, Kent Police and Essex Police have opted to provide
undercover policing, prison intelligence, specialist surveillance and several other
functions either at force level or through a joint serious crime directorate. Work is
under way to assess the necessity of this arrangement, as these functions are also
provided by both the Eastern and the South East ROCUs. It remains HMIC’s
expectation that specialist capabilities should be provided once, rather than several
times, across a region.

Despite progress in many areas, some forces are still not making the fullest possible
use of ROCU capabilities. Data collected by HMIC for the year to March 2016
suggest that some forces have made only a handful of formal requests for support to
their ROCU. Meetings we observed in some of the ROCUs reinforced this. In a
minority of these, no bids for support were submitted and no operations (or very few)
were adopted. In some cases, this is because service-level agreements or other
arrangements exist which means that bids are deliberately not submitted through a
formal process. However, it is not evident in some regions that forces are putting
forward all the operations which could benefit from regional support. This means that
some investigations may not be treated with the seriousness they deserve. Some
staff we spoke to as part of our inspections reported that OCGs would occasionally
not be passed to a ROCU even if this were the most appropriate response, perhaps
because of a desire among forces to retain responsibility for tackling organised crime
groups. In some cases, this type of argument was used to justify the retention of
specialist teams or equipment in forces, which makes little operational or financial
sense.

Although there has been progress, many forces are still not sufficiently advanced in
the process of deciding how they can make best use of ROCU functions and
minimise duplication at force level. In 2015, HMIC recommended that all forces
should produce an action plan setting out how they will maximise their use of ROCU
capabilities, minimise duplication and introduce an effective means of prioritising
activity across their region. Some 14 forces failed to produce an action plan before
our 2016 inspections. Of the plans that were produced, many were of poor quality
and provided only a description of current arrangements rather than a clear
explanation of how forces would make progress in exploiting regional capabilities.
These plans need to be improved to indicate clearly how forces will implement
regionalisation of specialist capabilities and minimise the extent to which these
capabilities are duplicated within forces.

105





UNDER EMBARGO UNTIL 00.01 ON THURSDAY 2 MARCH 2017

One of the capabilities provided by ROCUs is the Government Agency Intelligence
Network (GAIN). HMIC has previously reported that GAIN is underused by many
forces, and underpowered as a national intelligence-sharing platform.83 GAIN
provides forces with access to valuable intelligence held by organisations such as
Trading Standards and the Environment Agency. A new GAIN operating model has
been developed which encourages forces to make more targeted use of partner
intelligence rather than aiming to make as many referrals as possible. This is partly
because a high proportion of GAIN referrals have not yielded any valuable
intelligence. The referral system is heavily administrative and some partner agencies
are reluctant to share information because of resource constraints or data-sharing
concerns.

Data collected by HMIC suggest that, while some forces appear to be making more
targeted use of GAIN in 2016, others have dramatically increased the number of
referrals they make per 100 OCGs. Some previously high users of GAIN, on the
other hand, have stopped making GAIN referrals altogether. In some cases,
inspectors found that this is because forces have introduced local arrangements for
sharing intelligence with partner organisations. This may be sensible, although it
raises a question about why a network has been constructed at a regional level.
HMIC acknowledges the difficulties associated with obtaining partner agency
intelligence, but this should prompt wider thinking and innovation with partner
organisations rather than an acceptance that information belonging to other bodies is
not worth seeking. All forces should ensure that they consider using GAIN in
appropriate circumstances.

8 Regional organised crime units: A review of capability and effectiveness, HMIC, 2015, pages 31—
33. Available from: www.justiceinspectorates.gov.uk/hmic/publications/regional-organised-crime-units/
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Figure 31: Government Agency Intelligence Network referrals per OCG - 12 months to 30 June
2016
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Understanding the effect on serious and organised crime

Forces and ROCUs frequently have a major disruptive effect on the organised crime
groups which they target. In many forces, OCGs are disrupted on a daily basis, and
many investigations result in lengthy custodial sentences for organised criminals. We
also found examples of successful preventative activity. Some OCGs are completely
dismantled as a result of the activity of the police and partner agencies.

However, most forces and ROCUs have a relatively poor understanding of the
disruptive effect of their activity on serious and organised crime, particularly over the
long term, and this has not improved markedly since 2015. In some cases, forces
can demonstrate some understanding of the short-term effect of their activity,
although in too many cases this is fragmented and held in different formats. This
makes it harder for forces and ROCUs clearly to demonstrate their collective and
cumulative effect on serious and organised crime. Many forces and ROCUs consider
their effect on OCGs at regional meetings, although this often relates to short-term
tactical disruptions and is largely focused on pursuing criminals. Regular, structured
threat assessments can show whether a threat has increased or diminished over
time, but it can be difficult to pinpoint the extent to which changes are the result of
police activity.

OCG mapping is used by some forces to assess their effect on OCGs, as numerical
scores assigned to each OCG change over time. This is an imperfect measure of
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disruptive effect, however, as scores often increase or decrease as a result of new
intelligence or other developments besides the effect of police enforcement activity.
HMIC analysis of OCG mapping data suggests that there have been small
reductions in the total and average OCG scores since 2013, although the extent to
which this can be attributed directly to police force operations cannot be inferred
from this data.

At the time of our data collection, all but seven forces had adopted a new national
scale to measure their disruptive effect on organised criminals. Under this method,
forces categorise each disruption as either major, moderate, minor, none or negative
(for example, because a covert operation is compromised). This measurement
method is new, and forces are still developing their approach to recording disruptions
in a way that enables them to see whether communities are more or less at risk of
serious and organised crime. Work is also under way at a national level to provide a
clearer understanding of the effect of police and partner activity on serious and
organised crime, without introducing excessive bureaucracy. Forces' ability to assess
the disruptive effect of their activity should improve as the new model becomes more
established and force processes grow more mature.

Figure 32: Positive disruptions per 100 OCGs - recorded in the 12 months to 30 June 2016
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Preventing serious and organised crime

Earlier sections of this chapter have alluded to the importance of preventing serious
and organised crime from happening in the first place, as well as responding when it
occurs. Forces which are effective at tackling serious and organised crime recognise
this and invest in preventative activity alongside reactive investigation as part of a
balanced approach. This is especially critical for large metropolitan forces, which
monitor and disrupt hundreds of OCGs. Even the largest forces can only sustain full
operational responses to a small number of OCGs at any one time. The remainder of
the OGCs may not pose an immediate threat, but must nonetheless be carefully
monitored to ensure that they do not increase their activity. There are two specific
aspects to prevention which this inspection explored. The first is the extent to which
forces prevent people, for example young people on the periphery of gangs, from
being drawn into serious and organised crime. The second is how effectively forces
deter existing organised criminals from continuing to offend.

Many forces have prevention initiatives in place specifically targeting those at risk of
being drawn into serious and organised crime. These may, for example, be designed
for the partners or siblings of members of OGCs.

Gang-related crime

Although some forces have effective measures, including joint work with other
agencies and educational initiatives, aimed at tackling gang-related crime, this is an
area which is still poorly understood by many forces. We found a widespread lack of
recognition of gangs: 26 forces informed HMIC that, as of 1 July 2016, they did not
manage any urban street gangs or were unable to specify the number. Even some
large metropolitan forces informed HMIC that they were responsible for a very low
number of gangs. These included forces which cover large cities, such as Greater
Manchester Police, Nottinghamshire Police and Hampshire Constabulary. These
forces cover places where gangs certainly exist and where we found examples of
gang-violence initiatives, many of which were effective. Our inspection findings
suggest that there are various reasons for this. Some of these relate to the different
definitions used by forces to describe gangs and other criminal groups which do not
meet the definition of an OCG. A small number of forces choose to map urban street
gangs as if they were OCGs, and therefore do not also classify them as urban street
gangs. In a number of forces, there is no structured approach to assessing or
managing gangs. This needs to improve to provide forces with a sound
understanding of gang activity, and a structured, systematic means of assessing the
threat they pose to communities.
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Figure 33: Number of identified urban street gangs, per force, as at 1 July 2016
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Source: HMIC effectiveness 2016 data collection

The Metropolitan Police Service is the most advanced force in terms of its ability to
recognise and respond to gang-related crime. It has a systematic approach to
assessing gang activity, and all gangs (and gang members) are recorded on a
central gangs’ matrix. This gives the force a clear understanding of the problem and
a firm platform from which to respond. A dedicated team (known as Trident) was
established several years ago and remains focused on tackling gang violence in
London, particularly gun and knife crime. Innovative work with academic partners
has allowed the force to expand its understanding of the ways in which gangs
operate, how they are changing and, for example, how they exploit social media to
threaten rivals.

Some other forces recognise the nature and scale of the problem in their areas. In
Greater Manchester and in Nottinghamshire, for example, officers routinely spend
time in schools to educate young people about the dangers associated with gang
membership. Nottinghamshire Police and the West Midlands Police also engage
effectively with the parents of young potential gang recruits as part of their
preventative approach. Kent Police is one of several forces which have used sport
as a means of diverting young people from gangs. Although these sorts of initiatives
are not normally subject to detailed evaluation, it is clear that they help forces to
identify those at risk of being drawn into serious and organised crime and divert them
from being drawn into offending. Even in large cities, however, diversionary work
normally occurs on a small scale and is focused on particularly deprived areas. Only
a small proportion of those who are potentially at risk can therefore be successfully
diverted.
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HMIC also found that gang injunctions®* are being used very little, even in forces with
high levels of gang-related crime. At the time of our data collection, only six forces
had sought gang injunctions in the year to June 2016. Of these, only Merseyside
Police, with 31 injunctions, had been granted more than a small number. Gang
injunctions may not be appropriate in all circumstances, but they give forces the
ability to impose a range of restrictions, for example preventing gangs from gathering
in certain areas of disputed territory. Merseyside Police has been able to
demonstrate a positive effect from this measure. All forces should ensure that they
consider seeking gang injunctions where they may prove similarly effective.

Lifetime offender management

Forces should take a long-term approach to tackling serious and organised crime.
This needs to involve careful monitoring and management of members of OGCs
beyond the operational phase of the police response; the scale of organised crime is
such that forces cannot simply catch and convict the people involved and then turn
their attention elsewhere. Many continue to offend once they are in prison,
establishing new networks with other inmates as well as continuing to facilitate
organised criminal activity in which they were previously involved. Even after their
release, many such criminals continue to pose a risk to the public and frequently
revert to their offending behaviour, re-establish relationships with old contacts and
seek to settle scores with rivals.

HMIC found some good examples of lifetime offender management, with excellent
involvement with partner organisations. A small number of forces and ROCUs have
trained specialist staff or created dedicated lifetime management teams. However, in
too many cases, lifetime offender management is poorly established. Inspectors
found clear evidence of arrangements for managing the movement of OGC criminals
between prisons, and preparation for their release, in only 29 of 43 forces. The
concept of lifetime offender management is poorly understood by some LROs, as
well as other officers and staff. Many of those we spoke to as part of our inspection
were unable clearly to describe what lifetime management should entail, or who was
responsible for it. Some ROCUs have taken on lifetime-management roles, but we
found that this sometimes caused confusion about whether the ROCU, the LRO or
another team within the force was responsible for producing lifetime-management
plans and monitoring offenders within and beyond prison.

Serious crime prevention orders (SCPOSs) give forces the ability to impose a wide
range of restrictions on criminals convicted of very serious crimes as part of a
lifetime-management approach. They are therefore a powerful means of preventing

8 Gang injunctions are a civil tool that allows police forces and local authorities to apply to a court to

impose requirements and restrictions on individuals to prevent their involvement in gang-related

violence. More detail is available from:

www.gov.uk/government/uploads/system/uploads/attachment data/file/431337/Fact_sheet_-
Gang_Injunctions_- Amendment_on_Gov-UK - 01062015.pdf
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organised criminals from re-offending. Breach of an SCPO is a criminal offence
which can result in a prison sentence of up to five years and an unlimited fine.

Use of SCPOs by forces is increasing: in the year to June 2015, just 123 were
obtained across all 43 forces, according to data collected by HMIC; in the year to
June 2016, that figure was 338. However, it remains the case that most forces make
limited use of SCPOs. Twelve forces secured no SCPOs in the year to June 2016 (or
were unable to provide figures), and across forces in England and Wales the
average number of SCPOs obtained over the same period was fewer than eight per
force. Forces obtained 16 SCPOs for every 100 OCGs, although we found a
considerable range among forces that have used SCPOs, with Essex Police having
obtained 67 per 100 OCGs and Cumbria Constabulary just over 2.

Figure 34: Serious crime prevention orders issued per 100 OCGs - 12 months to 30 June 2015
compared with 12 months to 30 June 2016
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In some cases, the low use of SCPOs is the result of a lack of understanding among
forces of how to go about seeking them or how to present them in court.
Arrangements for monitoring compliance with SCPOs are also unclear. Inspectors
found evidence of clear monitoring arrangements for SCPOs in only 13 of the 43
forces. In some forces, we also found a perception that SCPOs are difficult to obtain
because courts are reluctant to grant them. However, the fact that some forces are
managing to obtain relatively high numbers of SCPOs suggests that, if the
applications are carefully targeted, then forces can be successful. All forces should
consider seeking SCPOs routinely as part of a lifetime approach to managing
organised criminals that provides the public with the best possible protection.
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Glossary

Term

anti-social
behaviour

capability
capacity

Clare’s Law

Code of Practice
for Victims of
Crime

community
resolution

control room

crime scene
investigator

Explanation

conduct that has caused, or is likely to cause, harassment, alarm
or distress to any person; conduct capable of causing nuisance or
annoyance to a person in relation to that person’s occupation of
residential premises

the ability to carry out a particular function
the resources available to carry out a particular function

disclosure under the Domestic Abuse Disclosure Scheme which
allows sharing of specific information with partners or a third
person for the purpose of protecting them from domestic abuse;
see also Domestic Abuse Disclosure Scheme below

issued under of the Domestic Violence, Crime and Victims Act
2004, section 32; sets out the service victims of crime can expect
from all parts of the criminal justice system; states that all victims
of crime (or, where these have died, their relatives), should be
able to make a personal statement, which they can use to explain
how the crime has affected them; states also that victims should
also be kept updated about the progress of their case; all police
forces have a statutory duty to comply

alternative to formal criminal prosecution; a way of dealing with
less serious crimes, allowing officers to use their professional
judgement when dealing with offenders; can be used for offences
such as low level public order, criminal damage, theft, and minor
assaults; community resolution will enable victims to have quick
resolutions and closure to their crime, offenders will receive
speedy justice

police control or communications room manages emergency
(999) and non-emergency (101) calls and sends police officers to
these calls

police staff who work alongside uniformed and plain clothed
police officers during the investigation of a crime to locate, record
and recover evidence from crime scenes
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Crown Prosecution
Service

CSl

DASH assessment

DVDS
DVPN
DVPO

domestic violence
disclosure scheme

domestic violence
prevention notice

domestic violence
protection order

principal prosecuting authority in England and Wales, acting
independently in criminal cases investigated by the police and
others — for further information see the CPS website:
www.cps.gov.uk/index.html

crime scene investigator

identification, assessment and management model for domestic
abuse, stalking and harassment, adopted by UK police forces and
partner agencies in 2009; helps frontline practitioners identify
high-risk cases of domestic abuse, stalking and so-called honour-
based violence.

Domestic Violence Disclosure Scheme
Domestic Violence Prevention Notice
Domestic Violence Protection Order

increases protection for domestic abuse victims by allowing them
access to information about a partners’ history of violence and
enables the police to better identify domestic abuse perpetrators;
also known as Clare’s Law; for more information, see:
www.app.college.police.uk/app-content/major-investigation-and-
public-protection/domestic-abuse/leadership-strateqgic-oversight-
and-management/#domestic-violence-disclosure-scheme-clares-
law

initial notice issued by the police to provide emergency protection
to an individual believed to be the victim of domestic violence;
must be authorised by a police superintendent, contains
prohibitions that effectively bar the suspected perpetrator from
returning to the victim’s home or otherwise contacting the victim;
may be issued to a person aged 18 years and over if the police
superintendent has reasonable grounds for believing that: the
individual has been violent towards, or has threatened violence
towards an associated person, and the DVPN is necessary to
protect that person from violence or a threat of violence by the
intended recipient of the DVPN

designed to provide protection to victims by enabling the police
and magistrates courts to put in place protection in the immediate
aftermath of a domestic abuse incident; where there is insufficient
evidence to charge a perpetrator and provide protection to a
victim via bail conditions; can prevent the perpetrator from
returning to a residence and from having contact with the victim
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front line

GAIN

Government
Agency
Intelligence
Network

high risk

incident

integrated offender
management

IOM

local profile

MAPPA
MARAC
MASH

MoRILE

multi-agency
public protection
arrangements

for up to 28 days, allowing the victim time to consider the options
and get the necessary support

members of police forces who are in everyday contact with the
public and who directly intervene to keep people safe and enforce
the law

Government Agency Intelligence Network

large network of partners, including all police forces in England
and Wales, which shares information about organised criminals

term used when, following a risk assessment, there are
identifiable indicators of risk of serious harm; the potential event
could happen at any time and the impact would be serious

record created by the police before a decision has been made as
to whether a crime has been committed when a member of the
police calls for police assistance, or a police officer observes or
discovers a possible crime

management of the most persistent and problematic offenders by
police and partner agencies

integrated offender management

document analysing the threat from serious and organised crime
within a local area

multi-agency public protection arrangements
multi-agency risk assessment conference
multi-agency safeguarding hub
management of risk in law enforcement

arrangements put in place to ensure the successful management
of violent and sexual offenders
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multi-agency risk
assessment
conference

multi-agency
safeguarding hub

management of
risk in law
enforcement

NPCC

National Police
Chiefs’ Council

neighbourhood
policing

organised crime

organised crime
group

locally-held meetings where statutory and voluntary agency
representatives come together and share information about high-
risk domestic abuse victims; any agency can refer an adult or
child whom they believe to be at high risk of harm; the aim of the
meeting is to produce a co-ordinated action plan to increase an
adult or child’s safety, health and well-being; agencies that attend
vary, but are likely to include the police, probation, children’s
health and housing services;

entity in which public sector organisations with common or
aligned responsibilities in relation to the safety of vulnerable
people work; comprise staff from organisations such as the police
and local authority social services, who work alongside one
another, sharing information and co-ordinating activities to help
protect the most vulnerable child and adults from harm, neglect
and abuse

assesses the types of crimes which most threaten communities
and highlights where the force does not currently have the
capacity or capability to tackle them effectively; developed by the
National Police Chiefs’ Council

National Police Chiefs’ Council

organisation which brings together 43 operationally independent
and locally accountable chief constables and their chief officer
teams to co-ordinate national operational policing; works closely
with the College of Policing, which is responsible for developing
professional standards, to develop national approaches on issues
such as finance, technology and human resources; replaced the
Association of Chief Police Officers on 1 April 2015

activities carried out by neighbourhood teams primarily focused
on a community or a particular neighbourhood area, also known
as community policing

serious crime that is planned, co-ordinated and conducted by
people working together on a continuing basis; often motivated by
financial gain and characterised by violence or the threat of
violence

group of individuals suspected by a police force of being involved
in organised crime; the force should then go through a nationally
standardised ‘mapping’ procedure which involves entering details
of the group’s known and suspected activity, associates and
capability on computer software, which assigns a numerical score
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partner
organisation

PCC
PCSO

PEEL programme

police and crime
commissioner

police community
support officer

police officer

regional organised
crime unit

to each OCG and placing each OCG into one of several ‘bands’
which reflect the range and severity of crime in which a group is
involved as well as its level of capability and sophistication; this
helps the force to make informed decisions about how to prioritise
its activity

in relation to a police force, a public, private or voluntary sector
entity, such as one concerned with health, education, housing,
social care or the management of offenders, which from time to
time works with the force to attain their common or
complementary objectives

police and crime commissioner
police community support officer

HMIC’s police effectiveness, efficiency and legitimacy (PEEL)
assessment; an annual programme of all-force inspections that
reports on how well each force in England and Wales cuts crime
(effectiveness), provides value for money (efficiency), and
provides a service that is legitimate in the eyes of the public
(legitimacy)

elected individual for a police area, established under Police
Reform and Social Responsibility Act 2011, section 1, responsible
for securing the maintenance of the police force for that area and
securing that the police force is efficient and effective; holds the
relevant chief constable to account for the policing of the area;
establishes the budget and police and crime plan for the police
force; appoints and may, after due process, remove the chief
constable from office

uniformed non-warranted officer employed by a territorial police
force or the British Transport Police in England; established by
the Police Reform Act 2002

Individual with warranted powers of arrest, search and detention
who, under the direction of the chief constable, is deployed to
uphold the law, protect life and property, maintain and restore the
Queen’s peace, and pursue and bring offenders to justice

provide police forces with access to a standardised range of
‘capabilities’ to help them tackle serious and organised crime;
these capabilities encompass specialist areas such as
undercover policing, surveillance and cyber-crime investigation;
the regional provision of these capabilities can reduce or remove
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response function

risk assessment

safeguarding

serious and
organised crime

serious crime
prevention order

THRIVE model

volume crime

vulnerable person

the need for forces to maintain specialist capabilities of their own,
many of which are expensive to maintain and only required on
relatively rare occasions

uniformed police patrol officers whose primary role is to attend
incidents when first reported to the police; in everyday contact
with the public and intervene directly to keep people safe and
uphold the law

process to assist in making decisions on appropriate levels of
intervention based on expected or forecast levels of harm to
individuals, the public, offenders, or property

the process of protecting vulnerable people from abuse or neglect

includes human trafficking, drug trafficking, organised illegal
immigration, high value fraud and other serious financial crimes,
counterfeiting, organised theft, burglary or robbery and cyber-
crime; perpetrated by groups of people (organised crime groups
or OGCs) operating collaboratively on a continuing basis, typically
in order to realise substantial financial gain and sometimes
involving serious violence

court order used to protect the public by preventing, restricting or
disrupting a person’s involvement in serious crime; can prevent
involvement in serious crime by imposing various conditions on a
person; for example, restricting who he or she can associate with,
restricting his or her travel, or placing an obligation to report his or
her financial affairs to the police

threat, harm, risk, investigation, vulnerability and engagement
model used to assess the appropriate initial police response to a
call for service; it allows a judgment to be made of the relative risk
posed by the call and places the individual needs of the victim at
the centre of that decision

any crime which, through its sheer volume, has a significant
impact on the community and the ability of the local police to
tackle it; often includes priority crimes such as street robbery,
burglary and vehicle-related criminality, but can also apply to
criminal damage or assaults

condition of a person who is in need of special care, support or
protection because of age, disability or risk of abuse and neglect
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Annex A — About the data

The information presented in this report comes from a range of sources, including
data published by the Home Office and Office for National Statistics, inspection
fieldwork and data collected directly from all 43 geographic police forces in England
and Wales.

Where HMIC has collected data directly from police forces, we have taken
reasonable steps to agree the design of the data collection with forces and with other
relevant interested parties such as the Home Office. We have given forces several
opportunities to check and validate the data they have provided us with to ensure the
accuracy of our evidence. For instance, we checked the data that forces submitted
and queried with forces where figures were notably different from other forces or
were internally inconsistent.

Methodology

Data in the report

The British Transport Police was outside the scope of inspection. Therefore any
aggregated totals for England and Wales exclude British Transport Police data and
numbers will differ from those published by the Home Office.

Population

For all uses of population as a denominator in our calculations, unless otherwise
noted, we use Office for National Statistics mid-2015 population estimates. These
were the most recent data available at the time of the inspection.

For the specific case of City of London Police, we include both resident and transient
population in our calculations. This is to account for the unique nature and
demographics of this force’s responsibilities.

Survey of police staff

HMIC conducted a short survey of police staff across forces in England and Wales,
to understand their views on workloads, redeployment and the suitability of tasks
assigned to them. The survey was a non-statistical voluntary sample, which means
that results may not be representative of the population. The number of responses
varied between 8 and 2,471 across forces. Therefore, we treated results with caution
and used them for exploring further during fieldwork rather than to assess individual
force performance.
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Ipsos MORI survey of public attitudes towards policing

HMIC commissioned Ipsos MORI to conduct a survey of attitudes towards policing
between July and August 2016. Respondents were drawn from an online panel and
results were weighted by age, gender and work status to match the population profile
of the force area. The sampling method used is not a statistical random sample and
the sample size was small, varying between 331 and 429 in each force area.
Therefore, any results provided are only an indication of satisfaction rather than an
absolute.

The findings of this survey will be published on our website by summer 2017:
WWW.justiceinspectorates.gov.uk/hmic/data/peel-assessments/

Review of crime files

HMIC reviewed 60 police case files across crime types for: robbery, common assault
(when flagged as domestic abuse), grievous bodily harm, stalking, harassment, rape
and domestic burglary. The 43-force crime file review was designed to provide a
broad overview of the identification of vulnerability, the effectiveness of
investigations, and to understand how victims are treated through police processes.
Files were randomly selected from crimes recorded between 1 January 2016 and 31
March 2016 and were assessed against several criteria. Due to the small sample
size of cases selected, we have not used results from the file review as the sole
basis for assessing individual force performance but considered them alongside
other evidence gathered.

Force in numbers
A dash in this graphic indicates that a force was not able to supply HMIC with data.

Calls for assistance (including those for domestic abuse)

These data were collected directly from all 43 forces. In 2016, the questions
contained a different breakdown of instances where the police were called to an
incident compared to the 2015 data collection, so direct comparisons to the
equivalent 2015 data are not advised.

Recorded crime and general crime outcomes

These data are obtained from Home Office police-recorded crime and outcomes
data tables for the 12 months to 30 June 2016 and are taken from the October 2016
Home Office data release, which is available from:
www.gov.uk/government/statistics/police-recorded-crime-open-data-tables

Total police-recorded crime includes all crime (excluding fraud offences) recorded by
police forces in England and Wales. Home Office publications on the overall volumes
and rates of recorded crime and outcomes include the British Transport Police,
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which is outside the scope of this HMIC inspection. Therefore, England and Wales
rates in this report will differ from those published by the Home Office.

Figures about police-recorded crime should be treated with care, as recent increases
are likely to have been affected by the renewed focus on the quality and compliance
of crime recording since HMIC’s national inspection of crime data in 2014.

For crime outcomes, Dorset Police has been excluded from the England and Wales
figure. Dorset Police experienced difficulties with the recording of crime outcomes for
the 12 months to 30 June 2016. This was due to the force introducing the Niche
records management system in spring 2015. Problems with the implementation of
Niche meant that crime outcomes were not reliably recorded. The failure to file
investigations properly meant that a higher than normal proportion of offences were
allocated to ‘Not yet assigned an outcome’. During 2016, the force conducted
additional work to solve the problem. In doing so, some crime outcomes from the 12
months to 30 June 2016 were updated after that date and are reflected in a later
period. This makes Dorset Police’s crime outcome data inconsistent with that
provided by other forces. HMIC has decided not to use Dorset Police’s outcome data
in the interests of consistency of data use and to maintain fairness to all forces.

Other notable points to consider when interpreting outcome data are listed below:

e For a full commentary and explanation of outcome types please see Crime
Outcomes in England and Wales: year ending March 2016, Home Office, July
2016. Available from:
www.gov.uk/government/uploads/system/uploads/attachment_data/file/53944
7/crime-outcomes-hosb0616.pdf

e Crime outcome proportions show the percentage of crimes recorded in the 12
months to 30 June 2016 that have been assigned each outcome. This means
that each crime is tracked or linked to its outcome.

e These data are subject to change, as more crimes are assigned outcomes
over time. These data are taken from the October 2016 Home Office data
release.

e Providing outcomes data under the new framework is voluntary, if not
provided directly through the Home Office Data Hub. However, as proportions
are used, calculations can be based on fewer than four quarters of data. For
the 12 months to 30 June 2016, Derbyshire Constabulary and Suffolk
Constabulary were unable to provide the last quarter of data. Therefore, their
figures are based on the first three quarters of the year.

e Itis important to understand that the percentages of evidential difficulties can
be affected by the level of certain types of crime within a force, such as
domestic abuse-related offences. The category of evidential difficulties also
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includes where a suspect has been identified and the victim supports police
action, but evidential difficulties prevent further action being taken.

e Leicestershire, Staffordshire and West Yorkshire forces are participating in the
Ministry of Justice’s out-of-court disposals pilot. This means these forces no
longer issue simple cautions or cannabis/khat warnings and they restrict their
use of penalty notices for disorder as disposal options for adult offenders as
part of the pilot. Therefore, outcomes data should be viewed with this in mind.

e |tis important to note that domestic abuse outcomes mentioned elsewhere in
our report are based on the number of outcomes recorded in the 12 months to
30 June 2016, irrespective of when the crime was recorded. Therefore, the
crimes and outcomes recorded in the reporting year are not tracked. That
means that direct comparisons should not be made between general
outcomes and domestic-abuse related outcomes in this report. For more
details about the methodology for domestic abuse outcomes, please see
explanatory notes below under ‘Domestic abuse’ and ‘Domestic abuse arrest
rate’.

e Any interpretation of outcomes should take into account that outcomes will
vary dependent on the crime types that occur in each force area, and how the
force deals with offenders for different crimes.

Anti-social behaviour

These data are obtained from Office for National Statistics data tables, available
from:
www.ons.gov.uk/peoplepopulationandcommunity/crimeandjustice/datasets/policeforc
eareadatatables

All police forces record incidents of anti-social behaviour reported to them in
accordance with the provisions of the National Standard for Incident Recording
(NSIR). Incidents are recorded under NSIR in accordance with the same victim-
focused approach that applies for recorded crime, although these figures are not
subject to the same level of quality assurance as the main recorded crime collection.
Incident counts should be interpreted as incidents recorded by the police, rather than
reflecting the true level of victimisation. Other agencies also deal with anti-social
behaviour incidents (for example, local authorities and social landlords); incidents
reported to these agencies will not generally be included in police figures.

When viewing this data, the user should be aware of the following:

Warwickshire Police had a problem with its incident recording. For a small
percentage of all incidents reported during 2014/15 and 2015/16 it was not possible
for the force to identify whether these were anti-social behaviour or other types of
incident. These incidents have been distributed pro rata for Warwickshire, so that 1
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percent of anti-social behaviour in 2014/15 and 2 percent of anti-social behaviour in
2015/16 are estimated.

Domestic abuse

Data for domestic abuse-flagged offences were provided by the Home Office for the
12 months to 30 June 2016. These are more recent figures than those previously
published by Office for National Statistics.

Data relating to domestic abuse arrests, charges and outcomes were collected
through the HMIC data collection.

Further information about the domestic abuse statistics and recent releases are
available from:
www.ons.gov.uk/releases/domesticabuseinenglandandwalesyearendingmarch2016

Organised crime groups (OCGs)

These data were collected directly from all 43 forces. City of London Police is
excluded from the England and Wales rate as its OCG data are not comparable with
other forces due to size and its wider national remit.

The number of OCGs in the Warwickshire Police and West Mercia Police force areas
is a combined total of OCGs for the two force areas. The OCGs per one million
population rate is based upon their areas’ combined population figures.

OCGs which are no longer active — for example because they have been dismantled
by the police — can be archived. This means that they are no longer subject to
disruption, investigation or monitoring. From 1 September 2014 to 31 December
2015, forces were under a directive by the National Police Chiefs’ Council to
suspend archiving, pending a review of OCG recording policy. This directive was
removed on 1 January 2016, and this resulted in many forces archiving more OCGs
than they otherwise would have in the 12 months to June 2016. Therefore, direct
comparisons should not be made with OCG figures from previous years.

Victim satisfaction

Forces were required by the Home Office to conduct satisfaction surveys with
specific victim groups. Force victim-satisfaction surveys are structured around
principal questions exploring satisfaction responses across four stages of
interactions:

e initial contact
e actions
e follow-up

e treatment plus the whole experience
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The data used in this report use the results to the question relating to the victim’s
whole experience, which specifically asks, “Taking the whole experience into
account, are you satisfied, dissatisfied, or neither with the service provided by the
police in this case?”

The England and Wales average is calculated based on the average of the rates of
satisfaction in all 43 forces.

Other notable data throughout the report
Vulnerable victims identified, for the 12 months to 30 June 2016

Please see ‘Recorded Crime and General Crime Outcomes’ above.

The number of offences identified as having a vulnerable victim in a force is
dependent on the force’s definition of vulnerability.

In 2016, City of London, Devon and Cornwall, Essex, Gloucestershire and
Lancashire forces were unable to provide data for the number of recorded crimes
with a vulnerable victim identified. Therefore, these forces’ data are not included in
the graph or in the calculation of the England and Wales rate.

When viewing this data, the user should be aware of the following:

Suffolk Constabulary was only able to provide eight months of vulnerability data to
30 June 2016 owing to transferring to a different crime management system. Its
previous system did not record vulnerability. Therefore, these are the most reliable
data it can provide.

In 2015, Derbyshire, Gloucestershire, Hampshire, Lancashire, Merseyside,
Northamptonshire, Nottinghamshire and West Midlands forces were unable to
provide data for the number of recorded crimes with a vulnerable victim identified.

Owing to the differences in the forces that were able to provide this information over
the last two years, any direct comparisons between the statistics across years
should be made with caution.

Domestic abuse arrest rate (per 100 domestic abuse crimes), for the 12 months
to 30 June 2016

Please see ‘Domestic abuse’ above.

Derbyshire, Durham and Gloucestershire forces were unable to provide domestic
abuse arrest data. Therefore, these forces’ data are not included in the graph or in
the calculation of the England and Wales rate.

The arrest rate is calculated using a common time period for arrests and offences. It
is important to note that each arrest is not necessarily directly linked to its specific
domestic abuse offence recorded in the 12 months to 30 June 2016 in this

124





UNDER EMBARGO UNTIL 00.01 ON THURSDAY 2 MARCH 2017

calculation. It is also possible to have more than one arrest per offence, although this
is rare. In addition, the reader should note the increase in police-recorded crime
which has affected the majority of forces over the last year (39 out of 43). This may
have the effect of arrest rates actually being higher than the figures suggest. Despite
this, the calculation still indicates whether the force prioritises arrests for domestic
abuse offenders over other potential forms of action. HMIC has evaluated the arrest
rate alongside other measures (such as use of voluntary attendance or body-worn
video cameras) during our inspection process to understand how each force deals
with domestic abuse overall.

When viewing this data the user should be aware of the following:

e Cambridgeshire Constabulary identified a recording issue that meant that it
could only obtain accurate data from a manual audit of its custody records.
This means its data may indicate a lower arrest rate. However, at the time of
publication this was the most reliable figure the force could provide for the 12
months to 30 June 2016. The force plans to conduct regular manual audits
while the recording issue is resolved. HMIC will conduct a further review to
test this evidence when more data are available.

e Lancashire Constabulary experienced difficulties in identifying all domestic
abuse-flagged arrests. This affected 23 days in the 12 months to 30 June
2016. The force investigated this and confirmed that the effect on data
provided to HMIC would be marginal and that these are the most reliable
figures it can provide.

Rate of outcomes recorded in 12 months to 30 June 2016 for domestic abuse-
related offences

Please see ‘Domestic Abuse’ above.

Dorset Police is excluded from our data for the reasons described under ‘Recorded
Crime and General Crime Outcomes’ above.

Nottinghamshire Police has been excluded from domestic abuse outcomes data.
The force experienced difficulties with the conversion of some crime data when it
moved to a new crime-recording system. This means that the force did not record
reliably some crime outcomes for domestic abuse-related offences. The force
subsequently solved the problem and provided updated outcomes figures. However,
this makes Nottinghamshire Police’s outcomes data for domestic abuse-related
offences inconsistent with that provided by other forces. HMIC has decided not to
use Nottinghamshire Police’s outcomes data for domestic abuse-related offences in
the interests of consistency of data use and to maintain fairness to all forces.

In April 2015, the Home Office began collecting information from the police on
whether recorded offences were related to domestic abuse. Crimes are identified by
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the police as domestic abuse-related if the offence meets the government definition
of domestic violence and abuse:

Any incident or pattern of incidents of controlling, coercive or threatening behaviour,
violence or abuse between those aged 16 or over who are or have been intimate
partners or family members regardless of gender or sexuality.

The domestic abuse outcomes rate is calculated by the number of each outcome
recorded for domestic abuse-flagged offences in the 12 months to 30 June 2016,
divided by the total number of domestic abuse offences recorded in the 12 months to
30 June 2016. The domestic abuse-related crimes used in this calculation are not
necessarily those to which the outcomes have been assigned. Therefore, direct
comparisons should not be made between general outcomes, where each crime is
linked to its associated outcome, and domestic abuse outcomes.

Any interpretation of outcomes should take into account that outcomes will vary
dependent on the crime types that occur in each force area, and how the force deals
with offenders for different crimes.
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Annex B — Overall pillar grades

Crime Investigation | Vulnerability | Serious and Overall
prevention organised
crime
Requires
Avon & Somerset Good Good Good Improvement Good
. Requires Requires
Bedfordshire Inadequate Improvement Inadequate Improvement Inadequate
: . Requires
Cambridgeshire Good Improvement Good Good Good
Cheshire Good Good Good Good Good
. Requires Requires
City of London Improvement Good Good Improvement Good
Requires
Cleveland Good Good Improvement Good Good
. Requires
Cumbria Good Good Improvement Good Good
Derbyshire Good Good Good Outstanding Good
Requires Requires Requires
Devon & Cornwall Improvement Improvement Good Good Improvement
Dorset Good Good Good Good Good
Durham Outstanding Good Good Outstanding Outstanding
_ Requires Requires Requires
Dyfed Powys Good Improvement Improvement Good Improvement
Essex Good Good Requires Good Good
Improvement
: Requires Requires Requires Requires
Gloucestershire Improvement Improvement Improvement Inadequate Improvement
Greater Good Requires Requires Outstanding Good
Manchester Improvement Improvement
Gwent Good Good Good Requires Good
Improvement
. Requires Requires Requires
Hampshlre Good Improvement Improvement Good Improvement
: Requires Requires
Hertfordshire Good Improvement Inadequate Good Improvement
: Requires Requires
Humberside Good Improvement Inadequate Good Improvement
Kent Good Good Good Good Good
Lancashire Good Good Good Good Good
: . Requires Requires Requires
Leicestershire Good Improvement Improvement Good Improvement
. . Requires
Lincolnshire Good Good Improvement Good Good
Merseyside Good Good Good Outstanding Good
; Requires Requires Requires
Metropolltan Good Improvement Inadequate Improvement Improvement
Norfolk Outstanding Good Good Good Good
Requires
North Wales Good Good Improvement Good Good
. Requires
North Yorkshire Good Good Good Improvement Good
. Requires Requires Requires Requires Requires
Northamptonshwe Improvement Improvement Improvement Improvement Improvement
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Requires

Northumbria Good Improvement Good Good Good
. . Requires Requires
Nottinghamshire Improvement Good Inadequate Good Improvement
South Wales Good Good Good Good Good
: Requires Requires Requires Requires
South Yorkshire Improvement Improvement Improvement Good Improvement
: Requires Requires Requires Requires
Staffordshire Good Improvement Improvement Improvement Improvement
Suffolk Good Good Good Good Good
Requires
Surrey Good Improvement Good Good Good
Requires Requires Requires Requires
Sussex Improvement Improvement Improvement Good Improvement
Thames Valley Good Good Good Good Good
: : Requires Requires
Warwickshire Improvement Good Improvement Good Good
: Requires Requires
West Mercia Improvement Good Good Improvement Good
: Requires
West Midlands Good Good Improvement Good Good
. Requires
West Yorkshire Improvement Good Good Good Good
Wiltshire Good Good Good Good Good

For further information, please see: www.justiceinspectorates.gov.uk/hmic/peel-

assessments/peel-2016/
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