Response on behalf of the British Association for Women in Policing
to a letter dated 3 September 2007 from

 the National Policing Improvement Agency

I have been asked to respond to the consultation document produced by the NPIA into the Police Promotion Trials incorporating Work Based Assessment (WBA) on behalf of the British Association for Women in Policing (BAWP)

BAWP has been pleased to contribute to the Police Promotion to the rank of Sergeant and Inspectors incorporating work based assessment (WBA) from the inception of the review group established by the Home Office in 2003.  Having studied both the NPIA consultation document and additional material, i.e. Promotion Trial Inspection 2007 – Summative report produced by the HMIC, it is disappointing to see there are still problems with the current trial forces not operating the WBA  guidelines consistently and with clarity, despite the 12 months extension approved by the Police Minister in April 2006. 
It is recognised any further extension of this trial as proposed by Option 1 is unacceptable for the reasons identified within the consultation document.

It has been clear throughout the whole review of the OSPRE examination process that many of the stakeholders perceive the current National Promotion Examination and in particular OSPRE part  II, is no longer fit for purpose, failing to provide enough candidates of the appropriate calibre, although it recognises OSPRE part I (legal knowledge test) remains necessary.  BAWP welcomes the plans by PPEB to modernise this aspect of the examination in due course and would be pleased to be involved in any review of that process in the future.  Option 2 which advocates ending the WBA trial and reverting to OSPRE part I & II is also seen as unacceptable by BAWP for the reasons identified by the consultation document.
Considering the content of the review submitted by the NPIA, the BAWP would not support the implementation of Option 3 – full rollout to all forces.  There is insufficient evidence from the trial currently operated in seven forces for the past 2 years that WBA is a consistent, reliable, accessible and affordable. 
Although the consultation document indicates the review was initially given the remit of examining “the impact, or the potential impact, of promotion procedures on promoting diversity”, there is little or no reference to the requirements of the equality legislation to provide equality of opportunity for all members of staff. There is also insufficient evidence to demonstrate how the WBA process will impact on the Diversity profile of the police service which was one of the original intentions of the promotion review after the publication of the report – Dismantling Barriers - raised concerns about the National Promotion system and its effects on the promotion prospects for officers from minority groups.  The Gender Agenda also identified that, although female officers were successful at the National examination in quite high percentages, and had been for some time, this did not appear to be reflected in the percentage of females achieving promotion within many forces with additional selection procedures which exist once candidates had passed OSPRE.  There is no data by which to assess whether the WBA had a detrimental impact on diversity and this is supported by paragraph 12.7 of the full report which comments on the absence of diversity monitoring.  BAWP believes a full equality impact assessment needs to be undertaken as a matter of urgency to evaluate any potential for unlawful direct or indirect discrimination for candidates.

The current OSPRE system allows officers to control their progression through the examination process and, if successful, through the promotion system at an individual force level.  This enables officers with caring responsibilities to map out their career progression and career path with the added ability to transfer their OSPRE qualification to another force.  Some of the trial forces appear to have created a process of lengthy time consuming collection of portfolio evidence during the WBA, and this could impact greatly on those candidates wishing to map their progress around other external pressures and work life balance. As caring responsibilities are carried out predominantly by women, this could result in a disproportionate impact on women candidates.
The NPIA report makes reference to “standardisation” and indicates that the overall system is not designed to achieve standardisation in terms of candidates performance on a national scale as is currently the case of OSPRE – the WBA process hopes to enable each force to balance its own supply and demand and as such, one force may have more stringent requirements than another.   This could result in the inability of officers transferring between forces with a promotion qualification. It could also hamper forces advertising for Sergeants and Inspectors as is currently the practice.  

BAWP believes it is important that the process is quality assured to national standards, and would expect standardisation to be achievable within a force.  Currently the process appears to indicate that candidates are not being assessed to a national standard for the next rank but rather being assessed for higher post within their particular service in a similar way to the progression of police staff.
The NPIA report and the HMIC Inspection report indicate step 1 of the Promotion Trial – where candidates request permission from their line manager to enter the promotion system is dealt with very differently through the seven trial forces, with no requirement for any evidencing of discussions between candidates and managers.  There is also confusion as to the purpose of this step   BAWP believe this to be a problem area  open to bias and value judgements by all parties which could have impact both positive and negative on minority groups. Without audit trails of this stage, it cannot be established if any potential candidates are refused access to the promotion system and on what grounds.
We note in the report the reference in relation to the cost of the WBA promotion system in contrast to OSPRE, indicating it is 3.6 times more expensive to assess a constable for promotion to Sergeant and 2.08 times more for assessment of a Sergeant to Inspector through the WBA system.  This highlights the prohibitive aspect for many forces which are already looking at budget cuts. There are also concerns about the trials’ effectiveness in delivering on its suitability to replace OSPRE as a viable promotion scheme for the future leaders in the police service. 
Given the need to choose one of the options outlined in the report, BAWP would support option 4 - a phased roll out of the trial to all other forces in England & Wales, with conditions that ensure each force which applies to operate the scheme must have demonstrated, in a very robust way, that their systems and processes have been quality assured to ensure fairness and equity to all officers wishing to enter the system.  There should be constant monitoring within force, by independent bodies, to ensure candidates and management are operating ethically and within the guidelines, with sanctions available such as removal of authorisation to operate the scheme should anomalies be identified.
Other Options
BAWP would have liked to have seen a trial of the promotion system based around the hybrid model outlined in the Promotion Review report which included a combination of OSPRE part II and WBA.  It was also disappointing to note that some other aspects outlined in the original brief were not explored, specifically whether, and if so why, fewer officers were putting themselves forward for promotion. This should lead to consideration as to what could be done to encourage a greater number of competent officers to put themselves forward. We would also welcome examination of the reasons around officers who, after completing OSPRE part I & II do not put themselves forward for promotion within a reasonable period of time. There is anecdotal evidence from minority groups that many individuals recognise the objectivity of OSPRE but do not have similar confidence in those forces where OSPRE is not the final arbiter.
Irene M Divine
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