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Purpose of this report 
 
This report is intended to provide Police and Crime Panel members with an overview of recent 
activity to address the causes of concern and recommendations contained within the 2021/22 

HMICFRS police efficiency, effectiveness and legitimacy (PEEL) inspection report (available 
here).   
 
Below is a reminder of the PEEL assessment judgements: 
 

 
 
On receipt of the above judgements, Gloucestershire Constabulary entered ‘engage’ status with 
HMICFRS.  This is sometimes referred to a ‘special measures’ in the media.  The reasons for this 
are outlined below (further information can be found here). 
 
Reasons for engage status: 
 The need to review and monitor its call-taking capacity, capability and processes to help it 

better manage demand. 
 The inconsistent application of an effective THRIVE (threat, harm, risk, investigation, 

vulnerability and engagement) risk assessment by call handlers, accompanied by the absence 
of victim needs assessments and the limited extent to which repeat victims are identified and 
recorded, potentially leaves victims at risk. 

 Gloucestershire Constabulary is failing to record domestic abuse, behavioural crimes, and 
crimes linked to anti-social behaviour. 

 The force needs to make sure that crimes are investigated effectively. 
 
Five areas were deemed ‘causes for concern’ by HMICFRS in the inspection report.  These were: 
1. The force recognises that it needs to review and monitor its call-taking capacity, capability and 

processes, to help it better manage demand. To address this, it has started to put processes in 
place. This would reduce the average time taken to answer 999 calls and reduce the number of 
101 calls that are abandoned (CoC1). 
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2. The inconsistent application of an effective THRIVE (threat, harm, risk, investigation, 
vulnerability and engagement) risk assessment by call handlers, accompanied by the absence 
of victim needs assessments and the limited extent to which repeat victims are identified and 
recorded, potentially leaves victims at risk. This means that they aren’t always getting the 
service they should expect (CoC2). 

3. Gloucestershire Constabulary is failing to record domestic abuse, behavioural crimes, and 
crimes linked to anti-social behaviour. This is significantly affecting the force’s crime recording 
standards. And it shows that victims of domestic abuse, behavioural crimes and anti-social 
behaviour are not getting the service they have a right to expect and deserve (CoC3). 

4. Gloucestershire Constabulary is unable to manage current demand effectively. It doesn’t have 
enough capacity or capability to respond to calls effectively, or to investigate crime as well as it 
should. Too often, this is affecting the service it offers. The force is failing to respond 
appropriately to some vulnerable people. This means it is missing some opportunities to 
safeguard victims and secure evidence (CoC5). 

5. The force does not have adequate financial plans in place and is not managing its resources 
effectively (CoC6). 

 

Background 
 
Upon receipt of the 2021/22 PEEL report and judgement, the Chief Constable, Rod Hansen, 
attended the Police and Crime Panel to further explain the report findings and outline planned 
remedial action.   
 
Meeting papers can be found here. 
 
Along with updates from the PCC at all subsequent Panel meetings, further updates have been 
made to the Panel by T/ACC Richard Ocone to provide Panel members with a summary of 
progress direct from the Constabulary. 
 
Relevant meeting papers can be found below: 
 25 March 2022 
 26 September 2022 

 
Progress update 
 
The following information is correct as at 19/03/23 and has been taken from the most recent 
Constabulary report to the Police Performance Oversight Group (PPOG).  This is the national 
board attended by HMICFRS, the Home Office, IOPC, etc. at which the Chief Constable and PCC 
are required to report on a quarterly basis, required of ‘engage’ status forces.  
 
Progress since the December PPOG meeting includes: 
 Review of eleven operational departments to provide a robust overview of demand and to 

inform Enhanced Operating Model (EOM) 
 EOM work completed on time and under budget with a go-live date for EOM of 05/06/23 
 Maintained improvements in Force Control Room (FCR) activity and upgrades to technology 

completed 
 Improved rates of arrests and solved crimes 
 Achievement of Police Officer Uplift target (+20,000 additional officers nationally) 
 Strong and consistent performance in Crime Standards Bureau (CSB) meaning sustained high 

compliance with data integrity performance   

 

Performance summary 
 
FCR (Causes of concern 1, 2 and 5) 
 Historic staffing baseline of 93.59 Full Time Equivalent (FTE) staff   
 May 2022 86.59 FTE in FCR  
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 PCC investment of +30 FTE to achieve new final baseline of 123.59 
 As of April 2023 the current establishment will be 108.27 FTE (including 5 police officers) 

 
Month 
(2022/23) 

999 
Volume 

Mean 
Answer 
Time (s) 

Median 
Answer 
Time (s) 

101 
Volume 

Mean 
Ave Wait 
(s) 

Median 
Ave Wait 
(s) 

Abandon-
ment (%) 

Sept 8176 29.08 9.0 13087 583.02 301.53 47.89 

October 8600 27.28 5.5 12906 413.20 165.01 39.44 

November 7554 27.1 4.0 12068 426.9 174.5 38.64 

December 
*PPOG3* 

7944 13.0 3.5 10963 224.2 18.0 25.40 

January 7585 9.3 3.5 12411 177.7 4.0 21.59 

February 7077 13.9 4.0 11809 275.4 78.5 30.98 

 
Crime recording and crime data integrity (Causes of concern 3 and 5) 
 Significant investment in police staff and training 
 Stable and sustained performance improvement in this area 
 Focus on and reduction of over-recording 
 Continued focus on improving equalities data in incidents and crime reports 
 Programme of auditing for quality assurance 

 
Month  Sept 22 Oct 22 Nov 22 Dec 22 Jan 23 Feb 23 

CDI Accuracy (All Crime) 97.2% 95.39% 99.68% 99.46% 98.76% Pending 

CDI Timeliness – NCRS 
24hrs (All Crime) 

81.1% 88.9% 87.22% 87.94% 85.74% 87.16% 

FCIR assessed over-
recording 

4.72% 6.5% 0.67% 0% 0% Pending 

 
Performance management (Causes of concern 1, 2, 3 and 5) 
 Arrests and detentions are increasing 
 The constabulary are the host force for the regional drugs enforcement and intensification 

week – Operation Vanquish (formerly Scorpion) 4 from the 27 March 
 Solved outcomes are improving 
 41.6% more offences were solved by Gloucestershire Constabulary in the quarter Dec – Feb 

22/23 than the same period in 21/22 
 
Finance and Medium term Financial Planning (Cause of concern 6) 
 Strengthening the Constabulary Police Uplift Programme (PUP) 

 Uplift of 153 new officers achieved 
 Further 4 officer posts agreed with Home Office as PUP achieved  

 Further discussions ongoing with Home Office for further 30 officers to be delivered by 
Sept 2023 

 Enhancements programme: 
 Delivered further police staff growth to highest risk positions 

 Financial Planning: 
 Use of Force Management  Statement (FMS) 4 and Organisational Risk Assessments to 

inform investment discussions 
 Agreed MTFP 

 
Supportive Leadership and Wellbeing (all causes of concern) 
 Development of a new leadership expectations charter to complement the commencement of 

the EOM 
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 Executive Board workshops with Deloitte focused on development of a healthy performance 
culture that aligns to SL&WB (3rd day held on 23 March) 

 

 
 
Enhanced Operating Model (all causes of concern) 
The Continuous Improvement and Innovation (CII) project reviewed eleven operational 
departments.  Developing a detailed understanding of demand, capability and capacity within those 
departments that the constabulary has never previously possessed. 
 
The findings have been used to develop an Enhanced Operating Model (EOM) central to which 
are: 
 Clear Service Level Agreements (SLAs) 
 A strong focus on embedding THRIVE+ (threat, harm, risk, investigation, vulnerability and 

engagement) across all areas of the Constabulary 
 A culture of early resolution 
 Redistribution of staff to match the demand identified by the CII project 
 
The EOM has prioritised additional staff to high risk areas lacking capacity such as: 
 Public Protection Unit (PPU): Child Abuse Investigation Team (CAIT), Indecent Images of 

Children (IIOC),  Management of Sexual or Violent Offenders (MOSOVO) 
 Rape and Serious Sexual Offences (RASSO) and Criminal Investigation Department (CID) 
 Specialist Operations: Firearms and dogs 
 
Posting (90 day) notices have been served and the EOM will go live on the 5 June 
 

Further Enhanced Operating Model detail  
 
The CII Review adopted a ‘systems thinking’ approach which recognises that departments and their 
processes are part of a wider, interconnected ‘whole system’.  
 
Effective systems analysis was achieved by investing significant time engaging with and listening to 
those that work within and operate our systems, in support of time, motion and data led analysis. 
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This people focused approach helped identify key bottlenecks and issues affecting the overall ‘call 
to court’ flow. The project mapped this journey to create a holistic view of the ‘end to end’ process.  
 
Equalising demand flow throughout the system (in other words ‘workflow’), lies at the heart of 
realising the improvements the Constabulary needs to make, whilst addressing the key HMICFRS 
causes of concern. Without this equalisation, backlogs in one part of the flow create delay and ‘failure 
demand’ in other parts. 
 
The interconnected nature of the review and the interdependent nature of its recommendations, led 
the CII team to conclude that enhancements to our operating model are required to deliver 
improvements against the Causes of Concern identified in the 2021/22 PEEL inspection.   
 
The design principles were: 
1. To deliver improvements to officer and staff wellbeing 
2. To distribute operational resources, across the force, based on risk 
3. Be built upon the effective application of the THRIVE+ framework 
4. Ensure all incidents and crimes are subject to THRIVE+ triage 
5. Examine whether local investigations necessitate a dedicated and specific focus 
6. For Response to be regarded as a specialism in its own right 
7. Examine the impact of introducing enhanced file building 
8. Examine the impact of introducing a victim’s hub to manage victim updates 
9. Recognise the importance of student officers’ protected learning time & workloads 
10. Every department will have a service offer, which will be reflective of the activities they 

undertake, both in a reactive and proactive capacity 
11. For each role and team to have a defined set of skills which will be maintained as a priority 
12. To create the conditions where people feel welcome, supported and valued as special 

constables and volunteers 
 
The identified specific business benefits are: 
1. Improved officer and staff workload and wellbeing (CoC 5) 

a. Reduced individual workloads & overtime /RDIL 
b. Increased morale and proactivity  

2. Improve call answering times (CoC 1) 
a. 999 & 101 call answering times and abandonment rate 

3. Increased application of THRIVE & crime recording (CoC 2 & 3) 
a. Enhanced identification and recording of crime  
b. Enhanced identification of vulnerability and repeat Victims and Offenders.    

4. Improved Response performance, safeguarding and initial investigation (CoC 5)  
a. Time from call to arrival at scene 
b. Enhanced identification of vulnerability, safeguarding and evidence capture. 

5. Increase incidents that are resolved with a victim outcome (CoC 5)  
a. Overall outcome rate per team 

6. Improve crime allocation, ownership and investigative standards (CoC 5)  
a. Reduced crime workload per investigating officer and supervisors  
b. Reduce Backlogs and average investigative time  
c. Improved crime identification, allocation timeliness and outcome rates  
d. Improved file quality 

7. Increase level of support to victims (CoC 5)  
a. Improved Victim Code of Practice compliance. 

 
Demand Analysis 
 
Over the past 4 months the CII Team has been working to better understand Constabulary demand. 
To achieve this multiple data sets have been extracted from all accessible core systems, from 
September 2021 – September 2022. This data has been used to identify incident and crime 
workflows and ascertain who is contributing to demand and at what point in the process.  
 

Page 5



The first two diagrams below are a high level representations of this work and provide a view of our 
organisation, never previously seen. Understanding demand is the first and most important step in 
being able to manage demand and these diagrams are the commencement of this process as they 
enable understanding of where value can be added to customers and colleagues by resolving 
contact at the earliest opportunity and beginning to adopt a zero error, zero backlog mind-set and 
practice.  
 
High Level Process Flow 
 
The next diagram is an alternative view of the ‘To Be’ demand analysis. Indeed if the demand 
analysis helps us understand our demand then the high level process flow allows us to manage it. 
The important point here is the recognition that the enhanced operating model and supporting 
service level agreements are being designed to support interoperability.  
 
An enhanced THRIVE and incident resolution function will work with and in support of FCR 
colleagues, whilst also providing two crucial and essential services. An external service to victims, 
resolving their contact promptly and effectively and an internal service to their colleagues by 
supporting in the recording of crime and allocation of incidents that require a physical attendance.  
 
A similar role is found in the remote volume crime function, acting as a ‘crime front door’, ensuring 
we improve our investigative timeliness and outcomes, whilst working with the volume crime function 
to investigate crime. In the EOM the intention is that response carry lower amounts of crime and 
neighbourhood only carry crime by exception. This does not however mean response and 
neighbourhood colleagues are not investigators. As they will be working collegiately with volume 
crime, who will own the investigation but will look for support with short-term crime enquires.    
 
The high level process flow has been scenario tested through a table top exercise with work package 
leads and representatives from FCR, Crime Standards Bureau (CSB) and the Victim Strategic 
Coordinator. The process map focuses on the flow of work from the point of the call to the point of 
resolution within either response or volume investigations. Onward processes, such as specialist 
investigations, are indicated but not mapped.  
 
Proposed Operating Structure 
 
Finally the third diagram shows the current and proposed organisational structure that best delivers 
the resourcing profile required to meet demand through the workflow.  
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As is end-to-end model 
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To be end-to-end model 
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Proposed incident and crime workflow 
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Proposed structure of operational departments 
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