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Context

Population served by the Force 1.4 million

Number of police officers 4,406

Number of police staff 2,312

Number of special constables 258

Budget for training for the financial year: Financial Value Percentage of Overall Force budget

2003–04 Not asked 2.6%

2004/05 £7.4m 2.6%

Performance

A baseline assessment of the Force was undertaken during March and October 2004. 

The findings of HMIC specifically relating to the HR area can be found at:

www.homeoffice.gov.uk/hmic/mersbaseline1004.pdf

Further details of the Force performance can be found at www.merseyside.police.uk

For details of the rationale and methodology for the Best Value Reviews and inspection of police

training please visit www.homeoffice.gov.uk/hmic/hmic.htm
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Findings

HM Inspector notes the clear distinction between the client and

contractor in relation to commissioning and supporting new

training events involving MD&T. HM Inspector also recognises

the role played by the TMG in respect to BCU/department

interaction with the main contractor, MD&T.

CLIENT/CONTRACTOR

ARRANGEMENTS

HM Inspector was made aware that some elements of training

have been omitted from the NCM costing process, although

work is underway to address this. The training omitted is

significant in terms of volume and cost, and has been provided

by departments and BCUs over which the Head of

Management Development and Training (HMDT) has no control,

such as Operational Support Unit, and BCUs. The Force is

encouraged to review the resources currently available within

the Management Development and Training Department (MD&T)

to enable this additional work to be undertaken effectively.

TRAINING NOT

INCLUDED IN THE

COSTED TRAINING

PLAN

The CTP is monitored by the PA on a quarterly basis, and by

the Strategic Co-ordination Group (SCG) and the Training

Management Group (TMG) on a monthly basis.

This latter monitoring includes delivery achieved compared to

planned activity. B Plan has been commissioned to enable

contemporaneous monitoring of the CTP over the next 12

months. HM Inspector finds the manner by which this plan is

monitored to be to be noteworthy practice.

MONITORING COSTED

TRAINING PLAN

THROUGHOUT THE

YEAR

NOTEWORTHY

PRACTICE

HM Inspector was pleased to note that the Force has produced

a good quality CTP following the NCM, working closely with B

Plan consultants.

QUALITY OF COSTED

TRAINING PLAN

HM Inspector was encouraged to find that the Force has a

training strategy, which conforms to the requirements of Home

Office Circular 53/2003, and which is incorporated within the

PA’s costed personnel plan.

TRAINING STRATEGY

Area Examined Findings
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Best Value Review of Police Training

HMDT does not have overall control of all training for the Force.

HM Inspector is aware that many of the aspects of training are

those which are provided by BCUs and other departments.

HM Inspector is concerned that there is no mechanism to

ensure that accountability for all training rests with a single

source irrespective of where, or by whom, in the Force it is

provided. The Force recognise this and are in the process of

developing a corporate QA function across all training, yet this

work was found to be consultative rather than mandatory, and

has yet to be embedded.

HMDT reports to ACC Personnel and Training, who in turn

manages these portfolio interests within the SMG and Chief

Officer Group. HMDT was found to have regular and frequent

meetings with the ACC, and is acknowledged as the Head of

Training for the Force.

HM Inspector found a professionally well qualified central

training management team, with a good balance of professional

expertise and operational experience. HM Inspector remains

unsure as to the utility and purpose of the deputy MD&T role,

and the Force is encouraged to review this post in terms of

function, terms of reference, and its suitability for a member of

police staff to hold. 

HM Inspector was pleased to find PA liaison members with a

keen knowledge of, and interest in, training and development

issues, with regular contact with HMDT. 

MANAGEMENT

ARRANGEMENTS

FOR TRAINING

However, HM Inspector is concerned to find no executive level

group specifically tasked with representing the client as its sole

function. Currently the TMG performs this role, and is chaired

by HMTD, the main contractor. HM Inspector found that this

arrangement is not sufficiently client led, and has the potential

to produce a conflict of interest The Force needs to review its

executive level client/contractor function to ensure that the client

need is adequately represented. This requires either a review of

the position of chair of TMG, or the formation of a separate

strategic group, specifically referenced to deal with training and

development matters.

HM Inspector recognises that the Force utilises the SCG currently

for this purpose, but finds that its role and remit does not

explicitly cover the requirements for training and development.

CLIENT/CONTRACTOR

ARRANGEMENTS

continued

Area Examined Findings
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Best Value Review of Police Training

The MD&T produced a consolidated QA policy in 2003, which

gives guidance and direction for central training staff. HM

Inspector is encouraged to find an action plan within the

2005/06 personnel plan relating to broadening this activity out

from MD&T and into the whole Force training function.

HM Inspector encourages the Force to react quickly and

positively in respect to this issue. HM Inspector is also pleased to

note that MD&T have achieved IiP, and Centrex QA recognition.

QUALITY ASSURANCE

PROCESSES

The PA, via their Best Value Scrutiny Committee, has regularly

monitored the IP, and the Force has a robust internal monitoring

mechanism via its Best Value Programme board.

Now that the Force has developed an overarching IP, HM

Inspector is pleased to note that this is owned at ACPO level, and

monitored strategically via the STB, and externally by the PA.

MONITORING THE

IMPROVEMENT PLAN

The Force has produced an IP as a result of the Best Value

review process, which was signed off by the PA in summer

2003. This IP has been cross-referenced to the FfC

recommendations to form a final document, and also takes into

consideration recommendations from HMIC Training inspections

from 2000 and 2002. Currently only one recommendation

remains “live” from the BVR.

HM Inspector is pleased to note that those action plans in

relation to the previous reports discussed, and other action

plans, which impact upon training and development, have been

incorporated into one overarching IP.

CURRENT

IMPROVEMENT PLAN

HM Inspector was encouraged to find a systematic response by

the Force in relation to the documents referred to in this

inspection. The Strategic Development Department monitors

and manages responses and activity in relation to action plans,

and requires appropriate Chief Officers to agree signed off

reports, in due course. The HYDRA system used was found to

be particularly well suited to this task.

HM Inspector could find no PA scrutiny of these reports and

encourages the Force to consider the manner by which this

could be achieved.

IMPLEMENTATION OF:

• Managing Learning 

• Training Matters

• Diversity Matters 

• Foundations for

Change

NOTEWORTHY

PRACTICE

Area Examined Findings
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Best Value Review of Police Training

HM Inspector was encouraged to find a strong commitment

to community involvement in training from the Force, and finds

the development of a training element from its IAG to be note

worthy practice. HM Inspector encourages the Force to ensure

that the IAG, or some other suitable mechanism, is used to

ensure that all training, regardless of where or by whom it is

delivered is subject to community involvement. Furthermore,

the Force is encouraged to develop its community involvement

plans in line with Home Office circular 4/2005, and the

associated APA guidance.

HM Inspector also notes the good work undertaken by the

Force in relation to developing a Dyslexia Programme, and its

associated innovative use of technology.

COMMUNITY

INVOLVEMENT IN

TRAINING

NOTEWORTHY

PRACTICE

HM Inspector was pleased to note that the Force has

incorporated its training evaluators within the HQ Personnel QA

unit, thus ensuring their independence. They are responsible for

collating and evaluating Level 1 reaction data and forwarding

data onto the MD&T. Level 2 evaluations are conducted

internally by trainers by a variety of methods. Level 3 evaluations

are the remit of the Force evaluators, and are currently

undertaken for new courses and courses which have significant

alterations made to them, and it was evident that

recommendations contained within these reports leads to

programme changes. The Force undertakes no Level 4 work.

HM Inspector encourages the Force to develop a process which

enables evaluations at Level 3 to be commissioned and

prioritised by a senior client group, and also for the results of

these evaluations to be reported to that same client group, thus

enabling independent monitoring to be undertaken. Currently

this is undertaken by the TMG, which, as chaired by the HMDT,

challenges the principle of independence.

EVALUATION OF

TRAINING

HM Inspector was encouraged to find that within MD&T the

policy is well established with appropriate activity across all

areas, including trainer observation, lesson planning, version

control of documents, and the establishment of an electronic

lesson bank, available Force wide.

QUALITY ASSURANCE

PROCESSES

continued

Area Examined Findings
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Best Value Review of Police Training

HM Inspector was pleased to note that the Force has adopted

the national PDR. The Force has also mapped all new courses

against NOS, and is currently engaged in a process to review all

existing course in relation to meeting NOS. All new course

design will be linked to NOS.

IMPLEMENTATION OF

THE INTEGRATED

COMPETENCY

FRAMEWORK

HM Inspector found that MD&T uses the principles contained

within Best Value within their training needs analysis processes.

The Force is encouraged to ensure that this methodology is

followed across the whole Force training estate.

APPLICATION OF

THE 4Cs SINCE

THE REVIEW

Concerns expressed relate primarily to the monitoring and

effectiveness of QA principles for training not directly under

control of HMDT.

MAIN AREAS FOR

IMPROVEMENT FROM

THE PERSPECTIVE OF

THE FORCE

MD&T have attempted to embrace national guidance contained

within Models for Learning, and have utilised this guidance to

underpin the whole of the training cycle. It has also run a number

of workshops across the Force training estate to market and

encourage the use of this guidance by all training practitioners.

MD&T also plan to QA the impact and use of these models

across the Force.

ADOPTION OF

NATIONAL GUIDANCE

The Force is involved in a range of police collaboration projects

including regional driver evaluation, joint public order training for

Bronze and Silver commanders, and is well represented

regionally and nationally on networking forums.

COLLABORATION –

OTHER POLICE

ORGANISATIONS

HM Inspector was pleased to find a broad range of collaborative

training undertaken with non-police organisations, including the

CPS, Victim Support, and the Ambulance Service. HM

Inspector was pleased to find that the Force maintains a

database of such activity, and encourages the Force to consider

how best it can evaluate key activity, to satisfy itself that these

ventures are meeting Force aims and objectives.

HM Inspector encourages the Force to record internal

collaborative activity within this database.

COLLABORATION

– EXTERNAL

ORGANISATIONS

Area Examined Findings
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Best Value Review of Police Training

Currently the TMG hold responsibility for prioritising training, to

be subsequently ratified by the PA and SCG. HM Inspector

found that the current role and make up of TMG is not best

suited to carry out this function. HM Inspector notes that the

Force has developed a new prioritisation model based on

established risk assessment principles, and the Force is

encouraged to use this model, either by a reconstituted TMG,

or by any new senior client led body that the Force chooses

to develop.

PRIORITISATION

MODEL FOR TRAINING

The business planning function for training mirrors that of the

Force business planning cycle. Within this process HM

Inspector was concerned to find that PDR completion operates

between January and March. This results in an inability to

incorporate training requirements from PDR into the forthcoming

training plan. HM Inspector encourages the Force to review the

PDR submission dates to allow appropriate information

contained within them to be included in the training plan without

being 12 months old.

Alternatively the Force could consider a planning cycle which

involves an 18 month rolling period. HM Inspector also found

that the budget setting process for the training function is based

upon historic information, and is not set according to the

estimated cost of any aggregated training requirement for the

Force produced by utilising the NCM costing process.

The Force is encouraged to consider a mechanism by which

information and data provided by the NCM can be better used

to underpin the budget setting process.

BUSINESS PLANNING

FOR THE

MANAGEMENT

OF TRAINING

HM Inspector notes that PDR completion rates are around 85

per cent of the workforce. PDR processes are monitored locally

by Personnel Managers within departments and BCUs, and are

strategically monitored by ACPO during regular local audits.

These audits reflect performance information, which relates to

both quantity and quality of PDR submissions.

MONITORING

PROCESS

AND COMPLETION

OF PERSONAL

DEVELOPMENT

REVIEWS FOR POLICE

OFFICERS AND POLICE

STAFF

Area Examined Findings
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Recommendation 5

HM Inspector recommends that the Force develop a robust strategy for

effectively engaging communities in all aspects of the training cycle

Recommendation 4

HM Inspector recommends that the Force and Police Authority considers the

manner it can best support the rapid achievement of the personnel plan action

in relation to the development of a comprehensive Quality Assurance process

for all training outside the Management Development and Training Department

Recommendation 3

HM Inspector recommends that the Force develop a mechanism to ensure that

the accountability for standards costs, and planning for all training rests with

a single source, irrespective of where in the Force, or by whom it is provided

Recommendation 2

HM Inspector recommends that the Force develop a more distinct

client/contractor arrangement at a strategic level to ensure that the client has a

clear role in the commissioning and evaluation of training, and that contractors

are held accountable for delivery

Recommendation 1

HM Inspector recommends that the Force costed training plan is developed to

ensure it captures all training in the Force irrespective of where or by whom it

is provided

Recommendations



Recommendation 6

HM Inspector recommends that the Force and the Police Authority ensure that

the business planning process is amended so that the training function is better

able to respond to other Basic Command Unit and departmental policing and

training plans

9
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Judgement 1:

HM Inspector found the Force to have a well organised, professionally competent Management

Development and Training Department. This department is well regarded for the content and quality

of the products it delivers. The Force has developed a good training strategy and a good costed

training plan, which is monitored both internally and by the Police Authority. Key documents having

an impact upon training and development within the Force have been systematically reviewed and

responded to, with a clear audit trail of action. Within the central training function good and well

established quality assurance process exist, and whilst the Force is in the process of expanding the

coverage of these, they have yet to be embedded across the entire training estate. HM Inspector

found less clarity over the strategic client/contractor arrangement within the Force than is required,

and also is concerned at the inability of the Force to take into account, in a timely fashion,

information regarding training issues abstracted from PDR’s. The Force has good quality training

facilities in general, and the quality of its delivery is good overall, as found by the Adult Learning

Inspectorate.

HM Inspector concludes therefore that the quality of the service is ‘good’

Judgement 2:

HM Inspector considers that the Best Value Review process was undertaken in line with national

guidance and that the Police Authority has been, and continues to be, actively engaged in the

process. The Force has a thorough and wide ranging improvement plan in place which is supported

at a strategic level within the Force, and externally by the Police Authority. Rigorous monitoring

arrangements are in place for this plan. This combined with a dedicated and well led Training and

Development Department is very encouraging.

HM Inspector concludes therefore that the prospects for improvement are ‘excellent’

For further information on the judgement criteria refer to Appendix H/Annex A of the

below document.

BEST VALUE AND PLANNING GUIDANCE FOR POLICE AUTHORITIES AND FORCES (LINK)

Judgements

http://uk.sitestat.com/homeoffice/homeoffice/s?docs2.bestvalueplanguidjuly03&ns_type=pdf


Summary of Findings

Achievement and Standards

• Students are highly motivated and involved in the training. They respond well to questions

and give accurate and sometimes perceptive answers. They show interest in the lessons

as topics are aimed specifically at job roles. Good progress is made by students who are

attentive throughout. They show respect for each other and for the trainers. Students are

generally articulate and forthcoming.

Quality of Teaching and Learning

• Of the seven sessions observed and graded five were good or better. None were

unsatisfactory. Teaching is generally well organised although occasionally lesson plans were

not available. One lesson plan was weak and failed to identify what was expected of

students. Lessons have good changes of activity to keep students involved, varying from

presentations by trainers, to group work by students and question and answer sessions.

Questions to check on learning are generally asked of groups rather than individuals so that

some individual learning was not assessed but all students are eager to answer the

questions. Group work is well organised and students participate with enthusiasm but

occasionally discussions and summaries afterwards are sometimes a little too brief and

undemanding. Presentations by trainers are well designed. Few students take notes relying

on handouts and course materials. Students are made fully aware of the assessment

methods relating to their courses.

• Accommodation at the main training centre and local training units is good. Rooms are of

an appropriate size, well decorated and equipped. Computer projectors are widely available.

In one case seating was not conducive to note taking. IT rooms are well equipped and have

interactive whiteboards. Good course materials are provided for students which are clear

and well presented. Staff are well qualified and experienced and all hold appropriate training

qualifications. Many are pursuing further qualifications. Courses are well attended and

classes near full to capacity. However students are not always well selected for courses.

In one case several students withdrew just before the course started as the content was

not appropriate. In another four students were repeating the mandatory course as records

had been mislaid. IT students have a wide range of previous experience. The learning

resource centre is too small and lacks any textbooks or reference material. However the

training department has plans to address this. Access is available to the police national

legal database.

11
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• A comprehensive database is used to promote the wide range of training courses that are

being run. These contain full details on course content and the job roles of those for whom

it is applicable. However prerequisite experience is not always clear. In most lesson

students progress as a group and little is available to allow the more able students to

develop more quickly or reach higher skill levels. Thought is being given as to how

computer based learning can accommodate this.

• Some good developmental work is underway. The new NVQ level 3 in policing has just

commence and good assessment documentation has been designed. A productive

induction session was observed. Training on the new database for sexual offenders has

started and good training material has been produce to meet the specific needs of staff

with different job roles. Work on e-learning is progressing well but is not yet established as

a mode of learning. Work is starting on introducing blended learning allowing students to

choose between a range of computer based training and taught sessions. Introductory IT

material is now being made available to familiarise students with programs so that they are

at the appropriate level for the taught course offered. The force has access to the national

centre for applied technology in learning technology material and advertises this widely.

Some students are taking an IT qualification on-line.

• Students are given good support in class often by trainers acting as a team. Where

appropriate student are allocated mentors to assist them. On the NVQ level 3 in policing

the small number of students per assessor allows for good support.

• A good framework is in place for quality assurance within the management development

and training department. All trainers are observed twice a year according to a systematic

schedule. Care is taken to ensure that trainers are not always observed by the same

observed. The teaching of guest speakers is closely monitored. Records of observations are

held centrally and scrutinised to check on developmental needs. As a result of observation

trainers have their individual developmental needs assessed but the action plans are not

always specific enough and checks not made to ensure that they have been carried out.

Quality assurance of training outside the management development and training

department has started but not yet fully established. It is not clear how result of the

observation will feed into overall development of staff. All staff have a good understanding

of the quality assurance arrangements. Lesson plans and course material are available for

trainers on a shared computer drive. Development days for course review are identified for

teams to get together. Trainers meet monthly to discuss issues. It is not clear however how

the overall quality of teaching and performance is measured.

• CD ROMs have been produced on the Disability Discrimination and Race Relations Acts

and good attention is paid to promoting equality of opportunity through posters around

the buildings. Lesson plans now require trainers to indicate how equality of opportunity is

incorporated in their lessons. Recorded material is available for any students who may have

difficulty with reading text.
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