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Holding the Police to Account 
Session three: The Scheme Manager and Holding the Police to Account
Welcome to session three of ICVA’s distance learning module on holding the police to account.

	Session
	Content 
	Objectives
	Time
	Activities

	One
29/4/2019 – 10/5/2019
	Introduction to distance learning.
Introduction to holding the police to account.
	1. Give an overview of distance learning.
2. Provide understanding of the reasons why ICVs are involved in holding the police to account.
	30 minutes learning.
45 minutes activity.
	Schemes will complete an introduction / background section for their policy and describe their local governance structures.
Online discussion via members’ forum

	Two
13/5/2019 – 24/5/2019
	ICVs in the custody suites and how scheme managers use this information.
	1. To explain how ICVs can provide initial feedback during their visits.
2. To explore how this information is used by the scheme manager and when issues should be escalated.
	30 minutes learning.
45 minutes activity.
	Schemes will describe ‘level one’ accountability for their local policy.  To include how issues are reported, resolved and when to escalate them.
Online discussion via members’ forum.

	Three
27/5/2019 – 7/6/2019
	The scheme manager and holding the police to account.
	1. To explore how scheme managers can hold the police to account and resolve lower level issues with contacts in the police.
2. To explore a case study – menstrual care and Sussex ICV scheme.
	30 minutes learning.
45 minutes activity.
	Schemes will describe their local arrangements for ICVs and scheme managers to deal with ‘level one’ issues with their local police contacts. To include how issues are reported, resolved and when to escalate them.
Online discussion via members’ forum.

	Four
10/6/2019 – 21/6/2019
	The OPCC and holding the Chief Constable to account.
	1. To explore how PCCs and Police Authorities / Boards can hold the police to account and resolve high impact problems and thematic or long standing problems.
2. To explore a case study – Dorset OPCC and strategic challenges.
	30 minutes learning.
45 minutes activity.
	Schemes will describe their local arrangements for their PCCs / Police Authority / Policing Board to hold the Chief Constable to account. To include how issues are reported, resolved and when to escalate them.
Online discussion via members’ forum.

	Five
24/6/2019 – 5/7/2019
	ICVA’s role in holding the police to account.
	1. To consider ICVA’s role in highlighting national issues.

	30 minutes learning.
45 minutes activity.
	Schemes will outline how they share information with ICVA.
Schemes will format their activity responses into a local policy for holding the police to account.
Online discussion via members’ forum.
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Objectives
1. To explore when and how scheme managers should raise and resolve issues with their police contact.
2. To explore what to do if you are not happy and when issues should be escalated.

Introduction
Scheme managers are the first port of call for any issue that is raised by an ICV and cannot be resolved during a visit.  This may be because the ICV was not happy with the response during their visit, because the issue could not be resolved at the time or because you are noticing a wider pattern of small problems that build up to a theme.

Step one – identifying issues
The first step in this part of the process is for scheme managers to identify issues.  This will typically be achieved by reading through report forms from ICVs as they come in.  However, scheme managers often have frequent communications with ICVs and you may find that your volunteers specifically contact you with a concern.  This type of communication is welcome and will often be how niggles and problems are identified.

Scheme managers require a wide range of skills and must be able to work with both concerned volunteers and police contacts that may be more or less open to feedback and challenge.

Step two – articulating the problem
Scheme managers should make sure that they are clear about an issue before raising it with the police.  You should consider whether you are dealing with a specific complaint that may be a one-off or if you are concerned that there are recurring problems or themes.  

A good place to start is by reading through recent reports and, if needed, speaking to the ICV who provided the feedback.  You should be clear on:

· What the problem is.
· What evidence you have to illustrate the problem.
· What response you would like from the police.  Where possible, it’s useful to make your request SMART (specific, measurable, achievable, realistic and time specific).  Where this isn’t possible, do ensure that you know what you are asking from the police and when you’d like a response.

Do be open and honest with the police.  It may be that you have substantial evidence of a problem or it may be that you don’t have specific evidence, but are concerned.  



Pause – how to take the issue forward?
Once you have articulated the issue that you’d like to resolve, you can pause and consider the best way to take it forward.  This is likely to vary depending on the seriousness and impact of the issue and the tools that you have open to you.  Typically, scheme managers can choose from a number of mechanisms:

· Formal vs. informal? – small issues can often be sorted out by an informal phonecall or conversation with your contact in the police force.  Serious issues or repeating problems should be raised and recorded formally through written communication.
· Written or verbal? – verbal communication can be used where there are small issues that can be resolved easily with a trusted contact.  Scheme mangers should use written communication for more serious or repeated issues.  This means that police have a written and clear record of the problem, which they can then respond to.
· In a panel meeting or one-to-one? – scheme managers tend to have ‘panel meetings’ with ICVs and police contacts where ICVs can speak to the police alongside the scheme manager.  Scheme managers also tend to have one on one meetings with their police contact.  Panel / group meetings may be more useful where police need to discuss and better understand an issue or feedback information to volunteers.  One on one meetings tend to be more useful when scheme managers first raise an issue (to give the police time to respond), if there’s an immediate problem or one where scheme managers can feed back to their ICVs outside of formal meetings.

Making change can take time (as you can see in the video), especially when you are working with a complex problem.  Be prepared to follow up, question the responses that you get and repeat queries.  It can take a while to get to the end result that you are after and you may be involved in problem solving.  Do keep a note of what you your communications and how they have progressed.  Do set timelines for response and remember to remind the police that you are waiting for a response, particularly if they are due to bring this to a panel meeting where your ICVs will have raised expectations.

Tips on building trust and giving feedback:
Giving feedback and building trust are crucial in building effective relationships with your volunteers.  

Building trust
Research has identified a number of key things that individuals can do to build trust in a work environment:

· Be clear about what is important to you and model the values you state.
· Communicate regularly.
· Have frequent, positive interactions.
· Listen to others and take their opinions seriously.
· Be predictable and consistent.
· Follow through on commitments.

Giving feedback
· Think about when and where to give the feedback.
· Provide positives as well as negatives where possible.
· Give feedback on behaviour or a problem, not on the personality.
· Describe the problem and give specific examples where you can.
· Outline what the impact of this behaviour hass on others.

A note on positive…
The nature of independent custody visiting means that you will place a focus on correcting things that have gone wrong or need to improve.  However, it’s also important to make sure that you “catch someone doing good”.  Do encourage your ICVs to feedback on good practice where they see it and feed this back too.

Are you happy with the response?
Once you have a response from the police, the next step is to consider whether or not you are happy with it.  Has it acknowledged the problem?  Has it resolved the problem?  You can think about the response from three different perspectives:

1. (Rhetoric) What are the police saying that they will do about the problem? 
2. (Policy) What have they actually done about the problem? 
3. (Outcome) Has the problem been solved?

It is important to think about all three elements rather than relying on a commitment alone – you may find that senior police say that they have made a change, but this is not actually happening in the custody suites.  You may also find that the proposed solution doesn’t actually resolve the problem.

There may be any number of reasons why a problem cannot be solved and the police may need your support to make progress.  If you have any niggles or uncertainty, trust yourself, and think about how to move forward.  You can also:

· Ask other schemes for help by posting on the forum.
· Contact ICVA for advice.
· Check national reports (e.g. inspection reports) to see whether you can get any advice or guidance there.

If you are not happy, you can either go back to the police yourself or considering escalation to the next stage of holding the police to account.

Instructions
Watch the video
Please watch this video.
(Full link: https://www.youtube.com/watch?v=NPoYoyhKOfs&feature=youtu.be)


Reading
Please read sections 80 (p.14) to 85 (p.14) of the Code of Practice on Independent Custody Visiting.

Additional resources (optional)
There are links to TED Talks to conversations at the end of this document.  You can also access ICVA’s suggested report form on the members’ website in the ‘ICVA National Documents’ section.  This will help to encourage full and specific feedback from your ICVs on their visits.

Members’ Forum
Please take a look at the members’ forum to find the post that refers to this session.  Please join in the conversation.  Please discuss:

· How do you make sure that you know what your ICVs’ findings are?  Do you set aside a weekly time to read reports? Does someone else in your office read them?  Would your ICVs call you if they weren’t happy? Are you happy with your arrangements?
· How do you tend to feedback to the police?
· Can you share examples of where feedback has gone well or badly?

Activity
Your next activity will form the ‘scheme manager and police’ section of a policy and process for using your scheme to hold the police to account.  Please use your answers to the questions above to create a section that explains:

· How do you pick up on problems and recurring issues in police custody?
· Who is your first point of contact in the police?
· How will you communicate problems with the police and how do you expect them to respond?
· How and when do ICVs have an opportunity to speak to police in panel meetings?
· What you will do if you are not happy with the response from the police.

Resources
1. YouTube Presentation – Holding the Police to Account in Sussex
2. The Code of Practice on Independent Custody Visiting

Background reading and resources
· ICVA’s website
· The National Preventive Mechanism website
· Have a complicated relationship with feedback? These four TED talks could help.

image1.png
C

The Independent Custody
Visiting Association





N et P PR (el et
[ o il N e e
e e | B [ |
D e I L)
e e R ol T e
e pocrwncoretns | ameg | omorssoene
E et et ol il et
e o ey
3 Tooiosevnmy |ty | Bl s
s i
N [ Rt O e
| ool I -l ety
S e
s soungotn| Novpogmons | motn | ey e
s el bl e




