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Context

Population served by the Force 802,800

Number of police officers 1,516

Number of police staff 1,057

Number of special constables 249

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

2003/04 not asked 1.0%

2004/05 £1.8 million 1.5%

Performance

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

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

www.homeoffice.gov.uk/hmic/norfbaseline0604.pdf

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

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

training visit http://www.homeoffice.gov.uk/hmic/training.htm
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Findings

Variations to the CTP are monitored monthly by the Senior HRD

Manager and quarterly by the Force Training Planning Group

(FTPG, the tactical implementation group).

HM Inspector was encouraged to see the Force has introduced

forward looking monitoring to ensure current priorities are

reflected and that training fits in with operational events, for

example Operation Harrier.

HM Inspector found effective and consistent challenge by the

Force through its prioritisation process. This ensures current

relevance of the training provision. 

The variation to NCM costs is not contemporaneously or

routinely monitored at present, but a spreadsheet is used

to monitor the current position of the training budget.

MONITORING COSTED

TRAINING PLAN

THROUGHOUT THE

YEAR

There is a good quality, detailed CTP in place. The plan supports

the NCM costing methodology and requirements. It captures

most training within the Force. All new training bids must now be

costed in advance. HM Inspector was satisfied that the Training

Department is fully needs led, and has been set as a result of the

training planning process. The 2004/05 training plan matches

exactly the specification of requirement for the Force, which has

been subject to various challenge processes, before being placed

before the Police Authority. HM Inspector was encouraged to find

all training needs for 2004/05 have been funded.

QUALITY OF COSTED

TRAINING PLAN

There is a training strategy in place, but it does not fully conform

to HOC 53/2003. The Senior HRD Manager instead has

instigated other plans for the tactical implementation of the

strategy. All of this links with the HR plan the Force plan and

the operational objectives are clearly defined within them.

There is good evidence of efficient gathering of the training

requirement for the coming year, and a good prioritisation

process, which refines this training specification.

TRAINING STRATEGY

Area Examined Findings
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Best Value Review of Police Training

HM Inspector was encouraged to see that there is a clear

and developing client/contractor structure in place. The Senior

HRD Manager has clear plans to develop the structure further

in the future.

The ACC Portfolio Group manages the strategic prioritisation

process and ensures that effective challenge is carried out at

ACPO level, giving independence to the prioritisation process.

The FTPG manages the tactical implementation of the training

plan. 

There is an audit trail of what training is refused and the risk

assessments consequent to these. Notes from the challenge

process are placed on a spreadsheet for future reference.

The client/contractor structure in place appears to break down

at area level. BCU commanders line manage the area trainers,

and the Senior HRD Manager has limited influence over the area

training activity within the Force.

CLIENT/CONTRACTOR

ARRANGEMENTS

Most areas of training are included in the plan. However, some

area and specialist training has not been included. HM Inspector

acknowledges that the Force will aim to capture more training in

next year’s plan.

TRAINING NOT

INCLUDED IN THE

COSTED TRAINING

PLAN

Area Examined Findings



4

Best Value Review of Police Training

The ACPO lead within the Force maintains a high profile at the

regional level. The Senior HRD Manager has overall responsibility

for training. She reports to the HR Director (currently a post filled

by a job share arrangement). 

The HR Director normally attends scheduled strategic group

meetings so the Senior HRD Manager has a periodic strategic

voice in this respect. This presents only a partial picture. HM

Inspector recognises that the Senior HRD Manager attends the

annual strategic away days as a full participant, as well as the

ACC Portfolio (strategic client) group once a month. The Senior

HRD Manager also attends, on a fortnightly basis, the Force

Tasking & Co-ordination Group, and the Ops Forum periodically

(chaired by the DCC). This results in the refining of the Training

Plan to meet the changing operational needs. 

Unit managers report to the Senior HRD Manager. She also has

a professional management input to specialist training staff

owned by other areas. However, area training remains outside

the professional management of the Senior HRD Manager. 

There is a developing, formalised and documented meeting

structure across the training function. ATOs attend the FTPG

and have a meeting with the probationer training team every

two months. On a quarterly basis a meeting is held with the

Special Constabulary Trainers.

HM Inspector was pleased to see tutor units operating on areas

but there were concerns that tutor unit staff and area training

officers are not being provided with the necessary skills or

resources to carry out their role. HM Inspector encourages the

Force to consider how tutor units can encompass all staff

development. There is a pilot Professional Development Unit

now operating in Western area.

MANAGEMENT

ARRANGEMENTS

FOR TRAINING

Area Examined Findings
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Best Value Review of Police Training

The Police Authority Scrutiny Committee acts as the monitoring

body and is reported to on a quarterly basis by the Force

Training Manager via the ACC training lead. The Force Training

Manager also monitors the improvement plan on a monthly

basis within meetings with training managers.

MONITORING THE

IMPROVEMENT PLAN

There is a high quality Performance Improvement Programme

(PIP), which clearly and comprehensively pulls the priority areas

for improvement from the BVR. Most of the recommendations

have now been completed and there is a clear audit trail for the

completed recommendations. Ownership of this PIP currently

lies with the Senior HRD manager.

There is also a comprehensive FfC improvement plan being

implemented, which reflects Force, region and national

developments.

CURRENT

IMPROVEMENT PLAN

HM Inspector found formalised, clear and evidenced progress of

the recommendations from Managing Learning, Training Matters

and Diversity Matters, within the Training Department. Action

plans are in place for each and there is clear evidence of the

above action plans being implemented. 

The Force is developing the FfC elements and is on schedule to

meet agreed timescales. It is leading on evaluation. However,

lower management and trainers (both within and outside the

training branch) were not confident about articulating or

identifying the strategic direction of the training department and

had no apparent knowledge of other strategic departmental

issues. This raised questions about the effectiveness of both

lateral and vertical communication at lower levels of training staff.

There is appropriate and active involvement by the PA, both in

terms of scrutiny and monitoring, in Force and at regional level.

IMPLEMENTATION OF:

• Managing Learning 

• Training Matters

• Diversity Matters 

• Foundations for

Change

Area Examined Findings
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Best Value Review of Police Training

The Force evaluator has been proactive in progressing evaluation

issues. They report to the Senior HRD Manager and so there

may be independence issues raised with the current structure

as evaluation remains under Force Training Manager control. 

There is an evaluation strategy in place that commenced in

2002, and is being fully implemented. There is some sound and

effective evaluation activity taking place within centrally delivered

training. Level 3 evaluations are set at the instigation of the

training requirement by means of a matrix. There is little Level 3

activity via the PDR process, and limited Level 4 evaluation

taking place. Some area and specialist training have yet to

engage with evaluation activity, but this is planned to be phased

in on an area by area basis.  

There is a developing evaluation database and results are

passed to unit heads. Audit trails inform consequential activity. 

EVALUATION OF

TRAINING

QA processes are developing, but until recently there has been

a clear lack of application. There is no single all encompassing

QA policy in place within the training department. The Force will

soon introduce a QA system based on the Centrex framework

and, in the longer term, link it with NOS. There is a project

manager for the QA function, and a draft PID, which identifies

development areas. 

Future QA activity is planned to be communicated via the

training intranet site which is currently being developed.

Existing training (and lesson plans) are not currently formally

validated and there is no ongoing validation programme for

these programmes. New and amended training is subject to

validation by the Force evaluator. 

Staff development processes are inconsistently applied and

there are no performance indicators to assist managers to

effectively monitor the TDO process. 

Whilst the training branch has two TDOs and three A1

assessors, there are not enough TDOs to adequately fulfil this

function, and there are few assessments being completed, no

evidence of the observation notes being retained, or action

plans resulting from them.

QUALITY ASSURANCE

PROCESSES

Area Examined Findings
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Best Value Review of Police Training

There is a good exchange of information at regional level around

TNA, design and evaluation and the FfC are being managed

across the region. Examples of shared training with other

regional forces and police organisations include crime training,

sergeant and inspector training, advanced interviewing, specials

training and firearms.

The ACC training lead is highly influential in developing further

regional collaborative activity because of his involvement at

regional level.

COLLABORATION –

OTHER POLICE

ORGANISATIONS

There is sound evidence that collaborative arrangements are in

place across public and private sector organisations.

For example: 

• De Montfort and Leeds University (as well as local ILM

accredited training providers) assist with management training

• Norwich City College assist in call handling and customer

services NVQs assessor awards 

• There is collaborative activity with the Immigration Service,

NHS, RSPCA, CPS and the Post Office. 

COLLABORATION

– EXTERNAL

ORGANISATIONS

There is strong evidence of broad community involvement

across training delivery. 

Community consultation and involvement is rapidly developing,

but is an area that the Force acknowledges requires further

action and impetus. A Force IAG is in place to assist, and the

sponsors of new training are required to consider community

involvement issues prior to instigation of the training programme. 

Community Involvement within training is a standing agenda

item on the Equality and Diversity Management Group. 

COMMUNITY

INVOLVEMENT IN

TRAINING

NOTEWORTHY

PRACTICE

Area Examined Findings
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Best Value Review of Police Training

The Force has now successfully moved across to the ICF

compliant PDR process. There is good and consistent evidence

of effective and efficient PDR completion with targets being met.

Role profiles and objectives have now been set and formalised

for all police officers and many police staff. Skill profiling is

planned in the future to inform priorities and training needs.

The Force PDR process is being integrated with recruitment,

interviewing criteria and core training requirements.

IMPLEMENTATION OF

THE NATIONAL

COMPETENCY

FRAMEWORK

The 4Cs were robustly applied in the original BVR and there is

some evidence that the Best Value regime is currently practised,

especially in the challenge of new and existing training and

collaboration issues. However, there is a need to improve the

approach to ‘internal consultation’ and ‘comparison’ within the

Force training function. 

APPLICATION OF

THE 4Cs SINCE

THE REVIEW

Implement the planned QA developments Force-wide. 

Support the PIP programme 

To ensure that all training is captured in the CTP and to resolve

the issues concerning the use of costing software. 

To improve communication across the training function 

To develop alternative learning strategies

To enable managers to take a more pro-active role in the

training and development of their staff

MAIN AREAS FOR

IMPROVEMENT FROM

THE PERSPECTIVE OF

THE FORCE

Models for Learning and Development have not yet been

fully implemented, however they form part of the proposed

development of the QA process. There is little knowledge of

this document at trainer level. TNA, trainer development and

evaluation models are present within the Training Provision

Agreement document.

HM Inspector was pleased to find the Training Department are

currently mapping existing lesson plans to the NOS rank and

role profiles. There are also imaginative plans to compile a skills

matrix to assist in predicting future skills gaps.

ADOPTION OF

NATIONAL GUIDANCE

Area Examined Findings
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Best Value Review of Police Training

There is a strategic prioritisation model for training that engages

both the client and contractor sides. Weightings are attached

to the key Force objectives enabling decisions to be made in

support of Force priorities. 

Rejected applications form an audit trail and have a risk

assessment applied to them. 

PRIORITISATION

MODEL FOR TRAINING

The business planning correlates to HOC 53/2003 and

effectively assists the training planning process. In particular, the

final CTP is published just before the budget setting process,

thus one element appropriately informs the next. 

The Force operates a needs based budget settlement for

training, so training requirements and operational needs

clearly influence the budget setting process. 

BUSINESS PLANNING

FOR THE

MANAGEMENT

OF TRAINING

PDRs are quality checked by first and second line management

and collated by area personnel officers.

The Inspection and Review Unit monitor PDR/appraisal

compliance rates manually and the results are reported to

ACPO on a quarterly basis.

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 further develop an evaluation function
for all training within the force, to ensure that the good practice that exists in
centrally provided training is mirrored across the entire training function 

Recommendation 4

HM Inspector recommends that communication processes are enhanced
within the Training Department (especially around issues of strategies and
the Foundations for Change) to ensure a lateral and vertical process that has
the confidence of staff 

Recommendation 3

HM Inspector recommends that the Force develops a comprehensive Quality
Assurance process for all training, irrespective of where or by whom it is
provided. The Quality Assurance process should be regularly monitored

Recommendation 2

HM Inspector recommends that the Force training plan is developed to ensure it
captures ALL training in the Force irrespective of where or by whom it is provided 

Recommendation 1

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

Recommendations
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Best Value Review of Police Training

Recommendation 7

HM Inspector recommends that the Assistant Chief Constable (training
lead) takes ownership of the new performance improvement plan, providing
strategic leadership and direction to it, and ensuring that actions arising are
delegated effectively

Recommendation 6

HM Inspector recommends that the Police Authority consider the value of
expanding the tutor units to encompass all staff development at local level.
Furthermore, tutor unit staff must be provided with the necessary skills
(especially assessment skills) to carry out their role



Judgement 1:

There is a great deal of positive activity taking place within the training function, but there are also

some elements which require further development, and HM Inspector acknowledges that, at the

time of the inspection, many of these proposed changes had yet to be embedded. However, it is

also evident that there are difficulties for the Force in terms of a lack of QA activity, inconsistent

evaluation activity across the whole training function, duplication of ‘top level’ management

structures and some vertical and lateral communication problems. Also a key issue is the adoption

of a corporate approach to training across both head-quarters training and area training, and

resolution of management difficulties around this aspect. It is very clear that there is a commitment

at all levels within the Force to drive performance through training. There is also good training

provision from the training staff at all levels, as evidenced by the Adult Learning Inspectorate

inspection, which deserves to be recognised and acknowledged.

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 there is clear evidence that the Performance Improvement Programme has been

regularly monitored, implemented and seeks to impact on performance in the workplace. The Police

Authority has been, and continues to be, actively engaged in the process. There are clear and

observed plans in place for future activity, developing Quality Assurance and evaluation processes

and the enthusiasm and commitment of staff. The routine ACPO challenge to training that is now in

place is making a difference and raising the status of training across the Force. The continuing

ACPO involvement at regional level also assists in putting the Force at the forefront of positive

development activity.

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

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

below document.

BEST VALUE AND PLANNING GUIDANCE FOR POLICE AUTHORITIES AND FORCES 

12

Judgements

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


Summary of Findings

The Adult Learning Inspectorate undertook an assessment of several training sessions alongside

the HMIC (P&T) inspection. A summary of their findings is shown below:

Achievement and standards

• Realistic and challenging targets are set for probationer students. Course tutors demand

high expectations. Some specialist courses, such as diving and air operations have stringent

selection processes and high pass rates. Progress on most sessions is closely monitored

with frequent knowledge checks. 

• The quality of training is good. 75 per cent of all training observed was good or better.

Theory sessions were generally well planned, with tutors having clear schemes of work and

explicit learning outcomes. Some sessions however could have benefited from slightly less

trainer input and more group work interaction. There was also some good practical training.

Instructors made appropriate interventions as learners practised. 

• The Force has good specialist training resources. The firearms department has good training

facilities, and provision of vehicles for the driving school is good. Diving and air operations

are also well equipped. There is good residential accommodation for up to 26 students on

the main site. Students have satisfactory access to an intranet through two computers and

a learning resource centre is also available. The main site has four classrooms. All are well

equipped and accessible. However space management and utilisation is weak. Courses are

not necessarily allocated classrooms with reference to group size and course activities.

Staff are generally appropriately qualified.

Quality of Education and Training

• Assessment procedures are weak. There is no assessment policy, and the training

department has no means of knowing about the nature or rigour of assessment carried

out. Only four trainers currently have assessor or verifier qualifications. The only way

learners can appeal an assessment is by using the general Force grievance procedure,

which is considered daunting by some students. Initial assessment should be carried

out through the performance development and review process, but the process is not

systematically monitored. 
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Adult Learning Inspectorate 



• The Force is beginning to explore new methods of delivering learning. Course request

forms encourage trainers to consider other forms of delivery. The Force is also beginning to

develop on-line learning and is piloting some e-learning and blended learning packages. Each

year six to ten new courses are developed in response to both external requirements and

business imperatives. There has been recent growth in business management courses

which are mostly internally developed in response to demand from operational areas. 

• Support for students is satisfactory, with students receiving good support from trainers and

tutors. Tutors and trainers have a strong commitment to supporting students in achieving

the aims of their course and offer extra coaching and one-to-one support where necessary.

The Force is undertaking a major skills audit by mapping the current skills of all Force

members and the current skill set for particular jobs. The aim is to make the process of

course selection clear and transparent.

• Evaluation of training is good. 100 per cent of training directly overseen by the department

are evaluated at level one or level two using Kirkpatrick’s model. Results are collated

with low evaluations highlighted and referred to the trainer for actions. The outcomes are

monitored closely, and trainers are required to inform the evaluator of actions taken. There

is some targeted level 3 evaluation which has led to improvements. There is however no

formal system of evaluation in place for training provided by other areas or departments.

An evaluation policy has been written but not yet fully adopted.

• Observation of training is weak. Observation of instruction takes place in firearms training

but is not systematic. Observation of training in the training department is carried out but is

not planned or systematic. The results are not formally linked to trainers’ performance

development and review and not formally reported on. 
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