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Deputy R.G. Le Hérissier of St. Saviour (Chairman):

| would like to open this formal session of the Ealion and Home Affairs Panel and
| would like to welcome members of the public, eviethey do not maybe feel it but
we do welcome them, and | will introduce ourselvBay Le Hérissier, Chairman, St.

Saviour.

Deputy J.M. Macon of St. Saviour:

Deputy Jeremy Magon of St. Saviour.

Deputy T.M. Pitman of St. Helier:

Deputy Trevor Pitman, St. Helier No. 1, Vice Chaarm

Ms. S. Power (Scrutiny Officer):



Sam Power, Scrutiny Officer.

Deputy R.G. Le Hérissier:

Okay. So, thank you very much for coming, Mr. Tayl | should add that we have
received your papers, and thank you very much fodyrcing that; it has given us
some food for thought, and hopefully a lot of theints you mention about how

succession planning is handled in the police it @me out in the evidence.

Acting Deputy Chief Officer of Police:

Yes, indeed.

Deputy R.G. Le Hérissier:

So, we can look at it there.

Acting Deputy Chief Officer of Police:

Well, thank you very much for the opportunity tone®in and speak with you today.

Deputy R.G. Le Hérissier:

Well, | hope you feel like that at the end as well.

Acting Deputy Chief Officer of Police:

Oh, well, we will see. If I can help I will.

Deputy R.G. Le Hérissier:



Okay, no, thank you very much. So, in a way yoapgy addresses this issue but it
will be very useful to get it in summary form froyou; what are the succession

planning policies in place in the States of JeRelce at the moment?

Acting Deputy Chief Officer of Police:

Frankly, there are not any.

Deputy R.G. Le Hérissier:

Okay.

Acting Deputy Chief Officer of Police:

David Warcup, and myself latterly - | have beerehmporarily - but we inherited a
position where for a number of years, probably & gears, there had not been any
significant development arrangements put in plggasticularly for managerial
leadership executive skills, talent managementesssthat sort of thing, for quite a
while. So, there was a big gap to fill. There rasarly been a number of
development provisions made for technical or pritesal policing skills and those
are delivered both here in Jersey in collaboratith other forces from Guernsey as

well and the U.K.

Deputy J.M. Magon:

| am very sorry, if | can just jump in. Just foettranscribers, | am just conscious that

you did not give your name and title.

Deputy R.G. Le Hérissier:



My deep apologies.

Acting Deputy Chief Officer of Police:

My name is Barry Taylor. | am the Acting Deputyi€hOfficer of Police for the
States of Jersey. So, there are some arrangetodrgsput in place over the years for
professional training, but in trying to fill thisag over the last 12 or 15 months or so
we have tried to rectify that by putting in placeuanber of measures to make sure we
do provide adequate skills and development oppiigsrfor all of our staff, whether
that be police or civil servants as well. It igywenuch a team approach. | suppose
the fundamental starting point to a degree hastatlthe recruitment stage, and we
have put in place new recruitment processes, aadstandards we are using to
identify and select people to become young officme based upon the Skills for
Justice Integrated Competency Framework competendi@ere are a range of skills
and skill sets that are obtained for various posgj or a range of skills that are
required to fulfil particular functions in an ordsation. It already exists here in
Jersey and other bodies have used that for sone tiihe States of Jersey Police
have perhaps been a little late in coming to thathas been embedded ... | do not
want to keep referring to the U.K. but it has beerbedded in police in the U.K. for
probably nearly a decade now, | would think. lotfde Skills for Justice Integrated
Competency Framework is being upgraded this yeaitasill have a new set of skill
sets by December of this year, and we are worlondpat. Effectively, what we are
trying to do is apply common standards, consiss¢gmdards that are internationally
and nationally recognised, because policing is aavational and international event.
We need to work with other jurisdictions and we chée have that consistency of

knowledge and of skills to make the world go aroand to make the business easier.



We also put in place a number of arrangements theetast 12 months or so where
we were putting some officers through some addifiggrofessional training skills

now to help fill the gap while we get our act ier really. We have drawn upon the
skills of the National Policing Improvement Agenty provide critical incident

training for middle and senior managers. We useraber of forces in the U.K. for

technical and professional skills, particularlyr@ation to firearms incidents for gold
and silver command training. We brought in supfrantin Greater Manchester Police
to help us with our custody management and hove&d @ith the proper management
and welfare of individuals who come into our custodCommunity and geographic
policing is obviously very key to the Island and thave a very good reputation for
community policing here, and long may that laste We in a very safe environment,
but that does not just happen, it is quite an raitself, and so there are particular
skills that we have been developing with our stafthat regard. Then there are
technical issues in relation to dealing with dapngsrand violent offenders, domestic
violence type issues, child abuse matters, andawve had a lot of support nationally

around that.

Deputy R.G. Le Hérissier:

Can | interrupt you? You have mentioned the seélf. One of the issues that we
have discussed with other witnesses of course, hwhas been very graphically
illustrated by your own service in recent montss;loseness to politics. How do you
handle that in terms of training? | mean, you haxperienced it because you are

new obviously. You must have experienced thiswhothis handled with officers?

Acting Deputy Chief Officer of Police:



It is different here but it is not a criticism,igt an observation. | think it is different
because the way in which government is structuerd n Jersey, there is no police
authority, or Oversight Committee. We do tend,chief officer level, to work
directly to the ministry, the Home Affairs Departmieand the Minister and the
Assistant Minister and that relationship works well is a professional relationship
but I think the provision of some sort of oversiglotard, whether it be a committee or
authority or whatever, whether it be for policing ather enforcement activities,
would help, and | think it would help Ministers a®ll. It provides a bit of a buffer
between the day-to-day operational issues thatoagoing and the political and
strategic issues that are important. Clearly Méns and politicians need to set the
strategy, the vision, of what they want to achiéoe Jersey and what they want
policing to look like in Jersey, and then it is umebent upon the Chief Officer to
deliver that, and accountability for doing so neéadlse ... obviously it is public
accountability and political accountability, butathcan be achieved through some
form of Oversight Committee. That is the gap, inkhhere. As | say, it is not a
criticism, it is a gap, but we just have to leasnatork in a different way. | think in
the U.K. Chief Officers are perhaps a little bitnmdalistant from politicians than here,
but what is important is having and developing amdearstanding clearly of
government of the roles and responsibilities ofeotdepartments, and developing
strong partnership relationships both with poléits and with professional bodies as
well as our partner agencies. That, | think, inlgland environment is absolutely

essential, more so perhaps than a larger country.

Deputy R.G. Le Hérissier:

Okay. The questions do overlap quite a lot.



Deputy T.M. Pitman:

Can | just come in on that? It is just that | ane @f those politicians who is on that
working group at the moment looking at that indefeent authority you are talking
about. Do you think without that there is the ptigd for an over-cosy relationship or
too much pressure being put from a Minister dowmls@ar Because you talked about

the buffer and that is probably the best way t@dbs it, is it not? It is a safeguard.

Acting Deputy Chief Officer of Police:

It is a safeguard on both sides. | suppose it depend on professional relationships
to an extent. Again, we all have to be profesdiarad understand where the
demarcation lines are in certain things, and Ikhimat is just something you have to
do and build up, and it is all about building trasd confidence. We need to have the
ability to speak openly with our Ministers and Astant Ministers and the Oversight
Committee, if there were one, about particularessand it is a collective. We all
have a joint responsibility to make the Island i@ gdace and a better place to live in,
so that is important. | just think that from my mwxperience in having worked with
a number of police authorities it eases pressumspaliticians to an extent.
Politicians can rise above the day-to-day operatiossues. They may have an
interest, and | am sure they do, but often do eeidnto get involved in those day-to-
day issues. Really they need to be involved itirgethe direction where we want to

go and the policies that should be applied to pl®a safe community.

Deputy T.M. Pitman:



Yes, responding to Deputy Le Hérissier's questigmy made it quite clear that in
other areas apart from Jersey there is more distamd surely that must be a good

thing.

Acting Deputy Chief Officer of Police:

Sometimes. It works both ways. To be honestjriktlit is advantageous to have a
police authority where you have the distance amdetlis probably greater clarity of
purpose, and perhaps it is a matter of presentédgioperhaps a member of the public
looking in. They can see there is perhaps sontarntie between the political and the

operational, and that demarcation perhaps can pertant in that regard.

Deputy T.M. Pitman:
Deputy Le Hérissier knows better than me, but hkhthe Independent Police
Authority is something that has been coming for ldet 20 years. | mean, it is a

failing on Jersey’s part, would you say? We shddde done it.

Acting Deputy Chief Officer of Police:

It is a policy decision. | think it is probablymaissed opportunity, but again you have
to do what is right for Jersey. Not all models atways transferable. Sometimes
they need to be tailored to suit local need. Whzet obtained up until now is tried

and tested, although | do understand there wasiGemommittee at some point a few
years ago. | cannot really comment upon that, éffective it was, | do not know, to

be honest, but there are benefits to having, kilsome sort of Oversight Committee
who can perhaps more directly hold chief officersatcount for the delivery of the

service they are charged with delivering on bebiffoliticians in government.



Deputy T.M. Pitman:

The key is surely in the word “independent.” Tisathe key surely.

Acting Deputy Chief Officer of Police:

| think operational independence certainly. | mehat is a feature that has existed
for decades in policing. There is lots and lotxa$e law over that. Clearly Chief
Officers do have a responsibility to work with piglians and work with the
community, but in the delivery of some policing\sees, just because of the nature of
policing, and within the law there does need todperational independence of
decision-making about the delivery of some of thesevices, and the Chief Officers
are held accountable for that but they should hiaaeoperational independence to do

SO.

Deputy J.M. Magon:

If I can just jump in to drill down again on Deputy Hérissier's original question
which was, because of the closeness between politid the police, or any form of
succession planning, what training or provisionglenaithin the recruitment process

to help the police force deal with that closeness?

Acting Deputy Chief Officer of Police:

Probably none on the recruitment side becauseffioers coming out at junior level
would rarely, | suggest, actually engage with pclins on an official basis, on a one-
to-one basis. As you get more senior in the osgdian then clearly that becomes an

important feature to work with politicians and pgtnakers and policy-setters



because obviously we have a role to help influegpakcy as well as be party to
debate around the development of policy and styategthe Island, but ultimately
that is a political decision and politics and pimgcshould be separate really. Policing
should not become politicised. | think if we gowdothat path then it could be a
slippery slope. But to answer your point therghatoutset | think that is not covered
at all. As you move through into more senior raitkgs experiential learning, |
suppose, being exposed to working with people, iadded you can do academic
learning as well and training from courses, and #wat of thing, but largely it is

experiential and to gain that experience, gainkhatviedge.

Deputy J.M. Magon:

Thank you.

Deputy T.M. Pitman:
Can | just ask, do you think policing has becomktipsed in Jersey? Some would

say it has and some would say that it is just mgido account.

Acting Deputy Chief Officer of Police:

No, | do not think so. | think at times it is quitlose. No, | do not think so. | think
the operational dependence has remained when méeded to remain. Policing is
always going to attract interest; it is just ondlhaise types of functions that does. It
is always in the public eye. It cannot always dght; cannot always do wrong

necessarily, but you have to live with that, andduse of the powers the police
officers have where they can exert or coerce petwpléo certain things within the

framework of the law, clearly they need to be haltountable for that, quite
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properly. There is no difficulty to that at alltauis clear that you have to be careful

not to overstep the mark, | think.

Deputy T.M. Pitman:

Criticism is half the ... ?

Acting Deputy Chief Officer of Police:

Yes.

Deputy R.G. Le Hérissier:

Okay. | have further questions on succession jptgnrbut in the light of your
original comments they do not seem to make terrdglese any more. It is about
historical experience, and one comment | have piake informally from some of
your staff is that, of course, any time an outsidelorought in, for the most valid of
reasons, | should add, it blocks local promotidi.is not those blocks; it is that
sometimes the contracts go on and on. There @&ssertion that the person will only
be there for 5 years, they will sort things ougthwill shake up the organisation and
they will put plans in place for their successdrhen, of course, something goes
wrong; they stay there longer, or the plans, asheie just indicated, are not put in
place. Let us say you have been given the tagshkgshhave been clear, the police
authority maybe have said: “We are really goinggdce this seriously.” What kind of

system would you like to see in place if that wastase?

[12:30]

11



Acting Deputy Chief Officer of Police:

| think we do have to take it seriously. Jerseg hatake it seriously. Certainly
David and | take it very seriously and so do owaffst We need, as a matter of
urgency ... and of course some of these thingsalle time anyway. There is a
window of opportunity here of probably 3 and a hdlf 5 years, where we have
already started to put measures in place and tatifgepeople or we can develop
cohorts of skills. This is quite a complex thirfgoagh. Policing is not about
necessarily walking around and standing on streeters. It is quite a complex
business. It is quite technical at times, and gannot parachute people in all the time
or move people about readily to undertake somehefftinctions because it takes
years of knowledge and experience, and many dasklils that are required have to be
accredited through proper training. Indeed, agtagdn is now required certainly by
lawyers and the courts. You know, if you are givievidence often they will ask
what your qualifications are to deal with this sofrissue, and that is a good thing. It
has professionalised the whole process quite ceradity, but it takes time. We have
put measures in place to begin to build on thdsskNow, clearly what we need to do
is develop not just the professional skills, whig¢hink we are developing pretty well.
There is this fundamental gap in developing managdeadership, executive skills,
effectively how to run an organisation. You camnthe professional skills in terms of
dealing with the policing side of the (inaudibledtbve need to know how to set
budgets, how to operate budgets, how to run orgaaiss. Change management is a
very, very key skill and everything that is going at the moment through C.S.R.
(Comprehensive Spending Review), although changesanstant, one might argue,
that is a very key component for any senior managecutive, is how you manage

change and deal with that. So those are the thirggseed to do. | think you are
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absolutely right. We have got some very good pebplre in Jersey. | think that, to
an extent, they have been cheated. They haveadahle opportunity to be developed
or to come through and be given the proper traiamg development opportunities to
aspire to particular positions and things. | thih&re should be a general principle of
equal opportunity that should be entirely possfbleany local person here to aspire
to a particular job at any level if they so wisfhat is what we have got to get to. We
can draw upon training models, training procesées are in place now that are
utilised in the U.K. (United Kingdom). | emphasige U.K. here because there are
things we can and need to do locally because al iifferences. The law is slightly

different, but as an island community of a reldiiamall force, we also have national
and international responsibilities, as well as loeaponsibilities, and we need to get
those skills through academic studies or experiemcghatever. There are courses
we can draw upon in the U.K. through the Natior@ldihg Improvement Agency, or

through the police staff college, where these conunakills, managerial and

executive skills can be provided, but we need tqgeple in at the junior and middle

management level to build up this portfolio of Ekibver time. | was saying we had a
window of opportunity now of about 4 or 5 yearsheV are starting that. There are
other schemes. There is the High Potential Devetog Scheme where we can
identify ... it is talent management really, talesmtotting, identifying people with

potential, with the skills ...

Deputy R.G. Le Hérissier:

We have no one on that at the moment?

Acting Deputy Chief Officer of Police:
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Hopefully we will have somebody on it by the endtlos year. We have had one
applicant this year who is a very, very good caatid Only last week we had people
across here from the scheme and they have inteedieamother 4 or 5 individuals.
They have also expressed an interest at sergeasitdad hopefully they will apply
next year (because it happens once a year) to gbeoscheme, but nevertheless we
can put them on the development programme and blbpefe can get these people
through and start to develop their career now friwis junior level all the way

through to the top.

Deputy R.G. Le Hérissier:

Okay. | wonder if Deputy Pitman wishes to intereen

Deputy T.M. Pitman:

Yes, | just had a point from Deputy Le Hérissigigestion. You said a few moments
ago there had been nothing really in place forldise few years. Is that a fault that
some people in the force are just in a comfort ztmey do not want to move up, or is
it a fault of the police chief at the time that s not developed enough or is it the
fault of the Minister for Home Affairs or the Minex before or one of the committees
before that that they have not done enough? Hawveys been left to stagnate?

Where does the blame lie, or is it a mixture of3&ll

Acting Deputy Chief Officer of Police:
It is probably a bit of a mixture really. | do nibiink it is any particular individual's
or body'’s fault. Itis just a thing that has ogedrover time. It is a great shame when

we have got a gap of 7 years, 7 years where harfthing has happened.
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Deputy T.M. Pitman:

Why would that not be picked up?

Acting Deputy Chief Officer of Police:

It should have been picked up. It should have h@eked up, but it has been now,
and things are moving on, we are accelerating awatyywe were playing catch-up.
We cannot necessarily compress 7 years into 3 yeanse could probably do it into
4 or 5, but we need to, through having a proper. fHRman Resources) strategy and
drawing upon the models that do exist and the esuvge can provide, we can help
people to develop themselves as well. Individirse a responsibility to develop
themselves, but equally the organisation has ansspility to help them develop. In
a marketplace such as police in Europe, you camedtsome of those skills

elsewhere. The organisation has to develop pe¢omle that.

Deputy T.M. Pitman:

But you have got the very complement and waitingpebple qualified at sergeant
level and then, after that, it seems there is qaigap. That is why | have got a
comfort zone of people in there. It is not likeifgeshot in Northside or being in

inner London, is it? Is it a danger that it is tmonfortable?

Acting Deputy Chief Officer of Police:
Probably so. | think probably being an island doesalways help as well, to some
extent. | mean, it is expensive to send peopleydaatraining. Our budget at the

moment, it is just over £300,000 but we spend @ thi that on travel to get people to
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where they need to be trained, on occasions, whien awful lot of money. We are
looking at different ways of delivering training se can bring people here to train
people here. There is nothing to stop us and wédaping to be developing people’s
skills with other professional bodies here in Jgrsehether it be in the public or the
private sector as well, specifically at senior lewou know, attachments and
secondments to develop these skills and whateueithb reason we do tend to draw
upon the U.K. for training because, as an islandroanity, if things go wrong - and
in fact they rarely do in terms of having to drawmutual aid - there is a limit to the
amount of service we can provide over time, thetinaity of service, because we
simply do not have the numbers available to us,ittakes time to get people here
from the U.K. or from Guernsey. We are developaailaborative opportunities
much more closely than ever now with Guernsey,hst would be our first port of
call. We are looking at training opportunities lwiGuernsey, so we have this
interoperability skills-based consistency of apgiicn and it takes about 4 hours to
get to here from Guernsey to do things we neeafgubbably 12 from the U.K., but
we need to have this consistency-in-approach potianing, the way we deliver
things, and that is why we do tend to draw uponnéional standards that have been

applied effectively to U.K. policing, and that gasdsewhere.

Deputy R.G. Le Hérissier:

Okay. In a way, we are going with the flow, butill ask Deputy Magon.

Deputy J.M. Magon:

16



Yes. Fast-tracking is an issue and again | thiok have touched on about the
problems of being 7 or 5 years and what impact Waild have. If you could just

comment on that please.

Acting Deputy Chief Officer of Police:

Certainly. | think the H.P.D.S. (High Potential\iéopment Scheme) course, people
have to apply for that. We can encourage thenoti dut we cannot compel people
to apply for that. There is no compellability anduthis, but if people are in key
positions, management positions, they hold a pasticpost, then we can quite
legitimately require them to develop their professil skills. That would include
leadership management at executive skills levelwihen we get into looking at the
top post perhaps, | think the model that is reglioertainly in the U.K. and certainly
for the chief officer post here, is attendancehat $trategic Command Course. That
is the qualification that is required now at therenevel, if you like, to get people
with that qualification and skill set behind themdttain those key posts. We cannot
compel people to attend that course. It has tddme on a voluntary basis. We can
encourage them to do so and one would hope thaudhr proper mentoring and
coaching and development opportunities here ineyeend beyond - we can do
secondments, whatever - as | mentioned a littlieeawe would encourage people
quite strongly and urge them to apply for thoserses. It is open to independent
forces, non home office Forces and internationdlid®as well. There is no reason
whatsoever that people from Jersey could not ajplg would be successful in
completing that course. It is a matter of polityree moment. It is not our decision.
| think it is the policy of the States of Jersewttlthere is an expectation that chief

officers at the moment should have qualified thiotlge Strategic Command Course.

17



Deputy R.G. Le Hérissier:

Do you agree with that policy?

Acting Deputy Chief Officer of Police:

| do. | do, particularly for the chief officer angrobably the deputy for the time
being. It is being moved through now and beginndevelop people. | think there
is an opportunity for people from within to do tfaatd | think it is a very good course.
It is more than a course. It is a lifelong achieeat really to bring together a range
of executive skills, not only in policing but abhigs of areas as well and | think it is a
key qualification that is desirable. Looking aethatio of chief officers to police
officers in the U.K., at 1 to 750, something likeat, but here it is 1 to 235, 236. So
there is a greater opportunity for people herehdy are keen and eager to develop
themselves, as well as the organisation helpingitgetting there, then they could
quite readily aspire and be successful at the &ji@iCommand Course, and then be

in a position to take up a post here at chief effievel.

Deputy J.M. Macon:

If I may pose a question about one of the quirkdearsey, which is obviously the
Honorary Police system. Now there is a perceptiat the way in which the top

police officer views the Honorary Police system sl@dfect the way in which the

police force runs on the Island. So my questioarés there any training structures,
anything given towards someone in those posts tp hedate to things like the

Honorary Police system and structure?
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Acting Deputy Chief Officer of Police:

Just outside or coming in? No, not until you geteh frankly. Developing within the
States of Jersey Police, again that is about patiebuilding, trust and confidence
building, and | think we do have good relationshipigh the Honorary Police. It
comes from a very historic background. The Stafe¥ersey Police is very new by
comparison and there is clearly a role for the Hano Police to operate here in
Jersey. That is the way things are. There areymaany good things about the
Honorary Police, particularly in relation to the yia which the Parish Hall system
works. They have restorative justice-type procesak very encouraging. Lots and
lots of U.K. forces would like to have an opportyrio do work like that. Sometimes
the difficulties with working alongside the HonoyaPolice, it is perhaps our
expectations are perhaps sometimes too high bethegeare not always exposed to
the level of training that our officers are, and have to think carefully when we
work with them and plan collectively to deal witarpcular events, or whatever, that
we can draw upon their knowledge and skills and tepertise and use that to best
effect. Where perhaps a different type of skill iserequired, they work alongside
somebody from the States of Jersey Police who raag that skill set. So we can use

a transference of skills through shadowing.

Deputy J.M. Magon:

Thank you.

Deputy T.M. Pitman:

It is a completely different question, and | suppdss difficult, but | think you could

answer it. We have just seen a situation wherefah@er Chief of Police was
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suspended clearly without enough evidence at the to warrant that suspension.
Has that had a negative impact within the poli@eyou think, and would that put off
local applicants who think: “God, | am not goingdo for this. | just do not want to

put myself in that situation™? Do you think thatfair? Has it affected morale?

Acting Deputy Chief Officer of Police:

| do not think it has been negative. It has celyahad a significant effect on the
force. | mean, what the force have been throug the last 2, 2 and a half years has
been very difficult. It has been a very diffictithe for Jersey, never mind the force,
and for particular individuals who may have beevoiaed in that. | think the force

has coped with it well.

[12:45]

The focus on the Chief and on another individuatipalarly has been in relation to
one very significant event, but putting that to ade, if | may, the force operated
and delivered and performed very well during thexywdifficult time. Clearly it has
an impact on the force. Of course it does. Taehtaeir leader, their chief suspended,
that does have a significant impact and it is &adikt time for all to manage, but |
think we have come through that now. It has bediif@ult process. Whatever the
rights and wrongs are, the decision has been madeh& decision has been taken.
We are where we are. | think it is important naw the force to get a period of
stability. Effectively, we are in a position novhare we can move ahead. There is a
process taking place at the moment to appoint acleef officer to come in, and |

think it is an ideal opportunity for that persornto, if you like, draw a line in the
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sand and really take the force forward, but | domean in terms of building trust and
confidence, providing a first-class service to tiizens of Jersey but also getting all
these organisational issues right where we canloje\and train our staff to take on
the management and the leadership of the forcthéofuture, and we have got to get
that right. That might take a decade. | wouldéhdpvould take somewhat less than
that, but I think for the measures we are puttmglace, we can compress it from that

length of time, but it is not going to happen ngaar. It is going to take a little while.

Deputy R.G. Le Hérissier:

Talking of skill sets, the parts of the Wiltshireport that we read, and, as you know,
it has been hard to read at all, but the partswleahave read, there were comments
that we were lacking certain skill sets or certaigividuals were. Now, presumably
you have analysed that and do you think it is synip@icause this was so atypical they
had to come from outside these sets, or we reakylno re-evaluate how the force is
working, that there were certain things where weeweft looking a bit exposed, shall

we say?

Acting Deputy Chief Officer of Police:

There were some gaps, but equally there are trgipedle here. There were trained
people here who could have taken up that inquitydid not have to be a particular
individual. There were trained people who couldehdone that, but that was not the
case. There were some gaps elsewhere becaussgidsthere was this black hole, as
it were, of non-development for a period of timeend people had not developed or
had not had the opportunity to develop the accédit necessary to host particular

functions, but during the course of that investmata lot of local people were used

21



and it was an ideal opportunity for them to shageweple who did have the necessary
skills and they have now gone on from that and thaye now applied those skills
themselves because we have put them through cninestigation training to the
appropriate level. They are becoming accreditegdtigators. They are becoming
accredited interviewers, for a range of differdnhgs. We have got a lot of skill sets
now in relation to dealing with child abuse andrgnality in general terms. A lot of
good has come out of it, in a perverse sort of vaayl that has been a good stepping
stone for us to move forward. There is still mtoado but we have now got a good
collection of people who are ready to do this. hink the key difficulty with
something of that magnitude - and it is quite & rewent to have something of that
magnitude - is really, here in Jersey, | supposgosure to incidents such as that on a
fairly frequent basis. Thankfully we live in a yesafe environment where we do not
want nasty things to happen, but there is a downsal that from developing
appropriate policing skills. Sometimes you haveb® exposed to the nasty and
horrible, but we can still do that; we can sendpte@way to help them as part of
their developmental programme who are now goingudin this process, they can go
to a city or whatever in the U.K. for 3 months, whaeer it might be, to gain those
skills, to work alongside and bring it back and@&®n. This is not insuperable. It is
quite simple really. It is just the dedication araling the plan and time to do it and
an understanding that it will take a bit of timet we can develop people. There are
some really good people here but they have missedroan opportunity through the
force not helping them develop. We can play caigh- We can. | am quite

convinced by that, but it is going to take a while.

Deputy J.M. Magon:
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One question. Anecdotally, at the moment, fromotes people, from what | have
heard, there is a very divided police force, itngedlivided between one person that is
now there and one that has left, being both thedP®Marcup divide, as has been put
to me. What is in place when someone is broughwho will obviously have to
oversee the police force as a whole? What is tingpéace to be able to unite perhaps

that divide, if indeed it exists?

Acting Deputy Chief Officer of Police:

| am not aware of a divide. Do you expect me tpteat? | am really not aware of
that divide. It is really down to the leadershkills of that individual coming in and
listening, working alongside, shaping the senionagement team and developing a
co-ordinated, structured approach to developingpiblcing service. It is a team
approach but you need a leader to do it and iangely down to the charismatic
capabilities, | suppose attributes of the leadamdformational leadership skills, all
that sort of thing, to make things happen. Itbswt, as | say, building relationships
and trust. That takes time. You cannot get itafua textbook necessarily and you
cannot learn it on a course. It is about workinghweople, understanding what
makes people tick. We need to translate, as |, srdtegic direction from the
Government into reality and | suppose the oppotyufor the Chief Officer, the
leader, is to develop a delivery style around thit.doing so, you would want to
engage your whole team, the whole force, but adstiqularly your senior managers

to make that happen. That is just about persayia, 3 think.

Deputy J.M. Magon:
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Then, going on from that back-to-succession plagpnin apologise if you have
already touched on this - how do you develop lestdprskills within the police

force?

Acting Deputy Chief Officer of Police:

You can do that again through academic study.séts of things are there, but again
it is largely due to experience and learning, beixgosed to different situations,
difficult situations, and putting things into priet, maybe with the support of
somebody or sometimes very much on your own, bubawe to start it. You cannot
just start 20 years down the line. Everybody isaer at some time of the day in
whatever position they hold in the organisatiorhey all have authority to deal with
particular issues, and particularly in policing whehe officers have discretion to
operate within the law. You know, it is one of gskeahings. They are leaders in their
own right, so we need to capture, nurture, harrsess develop those leadership
attributes all the way through a person’s careémost from the point of their
probation where they come in as recruits. Theredacation and input around
developing those leadership qualities and that Ishdavelop all the way through.
What we have here is a gap where things have @est bhllowed to stagnate for a little

while, but we can get back on track with it.

Deputy J.M. Magon:

You have identified this gap, and | know you haventioned the assistance that we
have put in place to address those gaps that hamaged to form. Could you just
take us through what processes and things willuiérpplace in order to be able to

develop these skills?
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Acting Deputy Chief Officer of Police:

We have just gone through a process now of a piombabard. We have just gone
through some sergeants’ selection boards. Nexkweeare looking at inspectors’
vacancies. Unfortunately we have got more ‘actbem equity at the moment.’
Because of the uncertainty of when we get a neefclveryone is in acting capacity.
Once the new chief is in place, we can then workkbards, if you like, and make
sure we get people substantively promoted intokthepositions of the organisation
and get some stability. Through the leadership madagerial training courses that
we can put in ... and there have been some load ame use. There is the Modern
Managers Programme, | think, and the Senior ManagérRrogramme, which is
about executive skills, non-policing issues. Wehdwe people going through that,
but we need to enhance that so we are going to thashvith the professional skills,
and that means that we need to put in place demsotal programmes, personal
delivery programmes for individuals to go away aedt experience elsewhere, go and
get qualified to do certain things so we can hayeeesonal development plan for
individuals. You cannot really develop a succeasgilan around an individual. It has
to be built around cohorts. So you can developa@ pf people round a particular
specialism or a particular level, grade or whatesaad so you then create a pool from
which you can draw upon to maybe enhance to thé lee&l, or whatever. So it is
about going back to where we started perhaps with gkills. The integrated
competency framework is exactly that. It is intggd. So that all levels from a
recruit to the top post, these competencies intshnadl the way through and you can
use them through the personal development framewadtkis not only about the

individual but it also drives the organisation’srijpemance as well. It all links
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together, so it is interconnected and you havetglaf purpose and a clear plan to do
this and understanding where we need to go. We hat embarked on a training
needs analysis where we identify now what skills alleady have. We think we
know what all the professional skills are we needcontinue to develop. We
certainly know what we need to do from a manageamal a leadership point of view,
but through the training needs analysis, we can tlevelop our training plan for next
year and beyond so we can identify the people wigoira a particular post now,
where they might go in the future, and have thisgpgmme of activities, of
experiential learning, operation delivery and acaidelearning to take them to the

right level, all the way through the organisation.

Deputy J.M. Magon:

Thank you.

Deputy R.G. Le Hérissier:

Yes, thank you. One of the issues that was adelldsgthe defence committee paper
written by the then chief, of course in 2002, wapanting a local person as chief
officer, and there was a view at the time that ¢oaditions were so severe that
essentially there would never be another localgreappointed, although it happened;
there was one appointed quite soon after who hadtended, | do not think, the

strategic management course.

Acting Deputy Chief Officer of Police:

| do not know, to be honest.
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Deputy R.G. Le Hérissier:

So we have that paper, and yours obviously putsuehnmore optimistic view of
things that there can indeed be local people anfdrsle, but the argument has also
been put to us that the job of police chief as sudth all the personal issues, with all
the need for objectivity, that it is best that theot be a local person. What is your

view on that?

Acting Deputy Chief Officer of Police:

| do not entirely agree with that. Certainly theguld have to be qualified, and that is
why | think the qualifications of the Strategic Cmand Course is so important,
because it is not just about policing. It is nodtjabout localism. Localism is very,
very important in policing. | am not trying to glahat down at all, but this a very
important community in the world, in the world comnity, and there are
national/international dimensions on a daily bals&t need to be properly addressed,
and we need to have more experience in dealingtivitbe things. That is not to take
anything away from people here. As | said, we Hateand lots of good people here
and they can be properly developed, and so | tthieksenior chief and deputy police
officers can come from Jersey. No doubt about ahail, but they must be properly
qgualified. We need to encourage and develop pauopheto undertake that Strategic

Command Course, get that qualification and thearght competition to ...

Deputy R.G. Le Hérissier:
| take your point. One of the issues - | thinlas addressed again in the 2002 report

- was a need for not only that course but a subataimunk of experience in the U.K.,
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possibly at a time, of course, when you had heawyilf responsibilities and you

might not have wished to leave the Island. Howyare going to get around that?

Acting Deputy Chief Officer of Police:
Yes, | thought it was alluded to in the Clothiepod as well. | think Clothier

suggested a 5-year period.

Deputy R.G. Le Hérissier:

Five years, yes.

Acting Deputy Chief Officer of Police:

| think somewhat less than that, probably 3 yedrisat is something you have to be
aware of all the time. My career has been all akierworld doing different things,
and it is something that you either want to do ou ylo not, so it is about personal
development style perhaps as well as making swelgwelop yourself. Itis down to
personal choice, at the end of the day. As | saycannot compel people to go for
these senior appointments or go for training. penave can nurture them to do so.
But I think over a period of time if we can get @per developmental plan in place,
during the course of an individual's career, pattdy as they are getting nearer the
top, as it were, we can, as part of their annuakldpment programme, their day-to-
day activities, we can put them into different lm=di Whether it be public or
commercial bodies here, a U.K. police force or Sonaly else where they can get this
experiential learning from dealing with differentustions, whether it be crime,
homicide, public order, fraud, community policeamhing, all sorts of different

things.
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[13:00]

| think that is entirely possible. | think it isnamportant component, not just the
qualification from the course. It is importantgo and get that experience. But to do
that for a 5-year block, | do not think that is essary. | do not think it is even

necessary for a 3-year block. | think if you camenstrate over the course of your
career that you have had exposure to this typeahing and give evidence, then |

think that is entirely acceptable.

Deputy R.G. Le Hérissier:

Building on the question that Deputy Magon askeoduélfast tracking, and we heard

from another witness earlier this morning, of ceursm big organisations you can

have pools of people, so it is not invidious. duyare not chosen you can reconcile
yourself to that situation and move to another pérthe system, perhaps, a more
specialist role. But in the Jersey Police Servide;ourse, it would be very obvious

that you have been chosen for fast developmenttlzmm as you near the top, you
have become unctuous, so to speak. How do you wéhl that in a small

organisation?

Acting Deputy Chief Officer of Police:

| suppose the opportunities can be more limited smaller organisation, but equally

if people are seen to jump through hoops quick ghpyes it can cause a degree of
disruption maybe, an unease among people. But Hae to understand that

opportunities are open to anyone to apply for. yTban develop themselves. Not
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everybody would want to. Not everybody wants tekspromotion. We want really
good quality officers to stay at constable leval tioeir entire service and still do.
They are brilliant. Thankfully they do want to ttmt. Equally it is not a race to get
to the top or to find their own niche, necessariBut | think where we can bring
people on, where they have the requisite skillstaedpotential and the wherewithal
to do these things and want to aspire to positibes they should be helped to do so.
They need to develop themselves but for the berdfithe organisation. The
organisation is quite selfish really. Yes, we wanhelp people. We want to make
sure the organisation is meeting its needs so wealeliver a good quality service to
the public. That is the focus at the end of thg, dae quality of service out there to

the public. But we need to make sure we bring |gealong to do that.

Deputy R.G. Le Hérissier:

We have also had it argued to us and, of courss,ishthe eternal issue in any
organisation and it is probably more intense imalsand certainly in an Island that
has gone through a kind of trauma, you will enceoftvith people who are safe,
because they are fearful of the repercussionsy fhaee seen the politics of what has
happened around the Haut de la Garenne affair, &lbipoints of view. They have

seen these politics. You will end up essentiallthveafe people. The people you
may want or you certainly want in the mix, the moreovative people, the people
who will put their head on the block, they are gpto say: “No way. | am just not

going to expose myself to that kind of pressuravilll self-censure myself as | move

up the organisation.” You lose a lot of talent.

Acting Deputy Chief Officer of Police:
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Yes, we do.

Deputy R.G. Le Hérissier:

You would accept that?

Acting Deputy Chief Officer of Police:

Yes. | can fully understand that. It is down &rgonal choice. Equally as a senior
manager in an organisation we need to encouragel@ém do these things and we
have to succession plan to make this sort of thimgpen. Sadly, periodically it is
necessary to bring in people from outside. | arh aqj) cat. | am here as a
contractor, even temporarily. But we do occasigniaave to bring in people on (j)
cat licences for particular skills that are notikalde at that particular time or cannot
be found in Jersey. | think that is decreasing ,nb@cause we are bringing people
through and developing our own expertise. Theré alivays be a few specialist
niche areas. Probably on the non-police side reoréhan the police side, perhaps,
where we do need to bring people in, perhaps &raat period of time, 6 months, 12
months, whatever, to fill a gap, do that work awogéfully transfer skills and maybe
encourage people, because they want to do thirgesdlves, and then move on
again. | think that is inevitable to a degree.u¥uill find even in the biggest forces
in the U.K. it is a marketplace now and people @raching skills, poaching staff all
the time. Because not every organisation hadalkkills they need all the time and
they have to buy people in. You either get peoplesecondment attachments or you
encourage them to come and join your organisafidmat is just the way of the world,

| am afraid.
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Deputy R.G. Le Hérissier:

| am glad you mentioned that, because | have amaltgoto use Deputy Magon’s
phrase, been told ... and sadly it has been ar&afuhis Scrutiny that, obviously we
knew it was going to get evidence from the rank filed so to speak, because of the
way we are structured and we were not able to ahamgt, as you know, but it has
been put to me and you have mentioned it that tiheme people with skills who
could have played a much more prominent role intHigula Garenne. How are we
going to ensure in future that these people arégnored? What kind of protection is
there for them almost, so that they feel they cafiogward to their senior officer and
say: “l have got this skill or | could develop tHigther if only you allowed me to

move into this incident or investigation.” How cae deal with that in a small place?

Acting Deputy Chief Officer of Police:

| think it is just incumbent upon the policy. Wauve the order set as a States policy,
whether we would endeavour to encourage and ende&valevelop our own people
within Jersey to take ... it has to be an equabdppity for all. So, we cannot ... ? be
careful how you word this, but | think that shoddd encouraged from the highest
level. We want to achieve that. But recognisieghaps sometimes when we cannot
do that then if there is a need to be filled it tmbe filled. Again, | think it is down
to good management. It is down to good leaderships having in place proper
processes and procedures, where we would hope eesplld take up the
opportunity themselves, but also the organisatiwcoeraging them and giving them
the time to develop themselves to take on thesepksys. There is an opportunity
here in Jersey, again it is the Island issue hea#lyr because we are only a small

number, there are only 230 of us. Many of theceffs do have to develop more than
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one skill. | mean multi-tasking really. Learnitigeir obvious policing skills that you

would expect, they sometimes have to develop oriz @r3 different specialisms as
well. So when things happen - incidents - we Havgolice events dictated by events
really, depending on the type of event or incidéat occurs it will require perhaps a
different type of skill set. You could possiblytrafford to have people who have
individual skill sets to that, so we have to mtéisk. That works very well. Again,

that in itself can be a very great encouragemenpémple to want to aspire to do
different things in the organisation. | think theiwvery encouraging. There are more
opportunities ... perhaps less opportunities fanption in Jersey, because of the
size, but more opportunities to do a variety ofadént professional roles than may

obtain elsewhere.

Deputy R.G. Le Hérissier:

Good point. On a technical issue, Deputy Pitmaiseth this, we were rather
staggered at the number of sergeants in the oag@ms There are 40 sergeants to
175 constables that are currently funded at the embm That seems to be an
incredible ratio in terms of ... it is all wonderfor promotional opportunities, which
is what we are talking about. But in terms of thleole world is moving towards
flatter organisations. | know your origin esselhtia. ultimately is a military kind or
organisation. | am not making you a paramilitaryHow is that ratio justified? It is

an amazing ratio.

Acting Deputy Chief Officer of Police:

It is a hierarchical organisation. It is just tivay the service is. There are particular

functions that are required within law.
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Deputy R.G. Le Hérissier:

Custody sergeants.

Acting Deputy Chief Officer of Police:

Custody patrticularly is one.

Deputy R.G. Le Hérissier:

| thought you might say that.

Acting Deputy Chief Officer of Police:

There are 10 there straightaway. Then of course have the 24-hour cover to

arrange, people covering the 2 or 3 shifts each d&y the numbers soon add up. |
think you will find if you take out those speciatlis the actual number is fairly thinly

spread. Probably the most important supervisani e the sergeant. That is critical
to the delivery of services. We have to get tigditr That is where really you spawn
and nurture people to take on the more senior poBtst is an essential post. | am

quite relaxed by those figures. Perhaps it dogsaper seem a lot.

Deputy R.G. Le Hérissier:

It does look quite surprising. The other questiovould ask in terms of the, again,
succession planning order promotional ladder. Ywwe talked a lot about the
importance of this Strategic Command Course, andkmav it was made into an
essential requirement in 2002 and it has remaihedet Do you think the jump

between chief inspector to superintendent thenejouty chief officer, the kind of
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experience you accumulate as you go through thosps) so to speak, are they
leading to the conclusion you outlined that you @oéng to get a person incredibly
well experienced, bar the need for maybe the oddegphent in the U.K., under
terrorism issues or whatever issues, that hopewdlywill never have, are there gaps

in terms of what is called for from those levelg,ydu think?

Acting Deputy Chief Officer of Police:

At present or during the structure you mean?

Deputy R.G. Le Hérissier:

Yes, in the structure.

Acting Deputy Chief Officer of Police:

No, we talk about leadership as we know it. When geed to get command skills
certainly you need to have an awful lot of expereeand knowledge of command by
the rank of chief inspector. If you do not acquireghen you will not really get it
afterwards. The way in which the police servicekgdere and elsewhere is we have
this gold, silver, bronze structure. It is used émergency planning to deal with
major multi-agency events. Gold is the strategiwel where they set policy,
resources, whatever. Then you have the operatiari, Iwhich is silver, respectfully.
Silver is going to be your Chief Inspector, Suptenent. It is not rank specific.
Then bronze is with the tactical delivery, what e trying to achieve, which is
probably at sergeant level. That is where youlyeggt your knowledge and skills
developed. You are dealing with a range of diffierprocesses as part of that

command structure. It is used most weeks ... figldaor 3 times a week we use it,
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so it is not uncommon. There is a real opportufdtypeople to get experience within
that command programme. But if you do not reattyare that experience by the
rank of chief inspector then probably you will naspire to a senior post in a

command position.

Deputy R.G. Le Hérissier:

It is not demonstrated here, but clearly one of big issues will be salary
differentials. Somebody is going to be the Degtityef Officer and say: “There is no
way | am going to put up with what Messrs. Warcagd ower have gone through.”
And: “I am getting paid very nice. Thank you.” i#t not that different to another

chief. Is that the case? Are the differentialgegnarrow?

Acting Deputy Chief Officer of Police:

As they get nearer the top they are narrowerinktbnder the C.S.R. there has been a
lot of focus on terms and conditions across theleviod the States. We want to see
the police as part of that. | think that is gotogbe reviewed in significant detail as

part of that Terms and Conditions Review. We awatoutcomes of that.

Deputy R.G. Le Hérissier:

Are you the highest paid police force in Europe?atTallegation is often made.

Acting Deputy Chief Officer of Police:

Yes, | think we probably are.

Deputy R.G. Le Hérissier:
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Yes.

Acting Deputy Chief Officer of Police:

Not at chief officer level[Laughter] But yes.

Deputy R.G. Le Hérissier:

The other issues, which | know, is obviously a magsue in the U.K., and | know
there are some quite horrendous figures being spafeabout cuts and 30-year
people being invited to retire in vast numbers. aiMk your view of this controversial
issue ... it is a controversial issue both witlme force and outside it, of the retirement

dates given for constables and then for more sefiimers?

Acting Deputy Chief Officer of Police:

In Jersey?

Deputy R.G. Le Hérissier:

Yes, in Jersey.

Acting Deputy Chief Officer of Police:

Well, it is 55. Itis 50 in the U.K., 49, 50. ift normally after 30 years’ service, in the
U.K. The earliest you can join is 18 and a h&lfost people join when they are older
than that. But theoretically you could retire la¢ tage of 49, after 30 years’ service.
Here it is at the age of 50 or 55. Unless youaachief officer; you can go to the age
of 60. I think the retirement age for officers whoe doing day-to-day operation,

which can be seen on the ground, that is reallyumg person’s job to some extent. |

37



think to go beyond the age of 55 as an operatipolide officer on the ground is quite
demanding. It is quite demanding physically, thdepyou get. But at managerial
level, no reason why it could not go on furthe6@ 65 even. | think the important
issue of tenure of post must be important not teehen individual ... hopefully you
can do this through proper developmental and padoce management issues. But |
think for a senior post, particularly a chief officpost, to a lesser extent with
superintendents ... particularly with chief offigeosts, | think there should be time
limited contracts. Typically, a chief officer walibe on a 5 to 7-year contract,

maximum. It is about the same length for a dephbtgf officer as well.

[13:15]

| think that is right, because you need to bringré@sh blood, fresh ideas. There needs
to be change at the top, periodically. Not toewoft But there does need to be a
change. 1 think to go beyond 7 years is probatyrhuch. | think it is simple good
management to move people on after a length of éintkbring in new ideas. At that
period of a person’s career they are getting tosdiné higher end of the age range
anyway. You do get chief officers coming throughtheir very early 40s, even late
30s now. To be a chief officer from the age oft8®5, well, that is probably too

much. | think you probably do need to change pebkies.

Deputy R.G. Le Hérissier:
Do you ... then | will pass to my good colleagute has been very patient. Then we
are going to keep quiet. Do you feel, to use ti@tible term, civilianisation has

been pushed far enough in the force? Some peapkdvargue that constables who
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may not want to do the physical aspect of the jabeha lot of experience to offer in

some of these other positions.

Acting Deputy Chief Officer of Police:

Indeed I think we do lose skills. | am not opposedivilianisation at all. What we
have tried to do through the C.S.R. is to developvakforce modernisation
programme. | think there is an opportunity to mamethat regard. Not every
function we perform necessarily requires warremtider skills. We pay a premium
for that. We do not need to be a warrented offtoeddo certain things. One of the
factors we do have to take into account here irsejethough is flexibility of
deployment. Because, as | say, when things gghtae do need support. Then you
are reliant upon every individual officer you caet gut on the streets to do different
things before we have ... we may have a 12-hout twaget somebody in from
elsewhere. We have to take that into account.t Ehan important factor. | think
there is further scope for civilianisation throughis workforce modernisation
programme which we hope to put in place. | thihkré are tremendous benefits
there. The problem we have at the moment, thekatpe seems to be, is that the ...
hopefully this will be looked at through the Terarsd Conditions Review, is that the
grading arrangements that are applied in the Statde moment are largely based on
the Hay grading system. | think it has just ruragwvith itself. We were looking to
bring in investigative assistants or custody aaststas civilians, in non-police roles.
But the way in which the grading comes in ... in@mally at about a grade 9. Well,
our cut-off point is probably a grade 8. It isimg than it needs to be. So it does not
make it financially viable. If it is going to begrade 9, we may as well employ a

police officer and maintain flexibility to deplofdse police officers. | think once the
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grading mechanism is looked at you can still rewzdple properly for the work they
are going to do or perform, but I think it need$®a lower grade than it is coming
out as at the moment. Until that is addressedaasgé the Terms and Conditions
Review or as the new Hay grading system is putacgy | do not think that is going

to happen.

Deputy R.G. Le Hérissier:

Okay, thank you. Jeremy?

Deputy J.M. Magon

| have nothing further. Thank you.

Deputy R.G. Le Hérissier:
Okay. Is there anything you would like furthersgay? Anything you feel we may
have got the wrong end of the stick about or we matyhave appreciated that you

have been saying?

Acting Deputy Chief Officer of Police:
No, | think it has been a very interesting conveosa Hopefully we have covered
the points you were hoping to achieve there. dfe¢hare supplementary issues, | am

happy to address that for you. But | think thegregpeaks for itself.

Deputy R.G. Le Hérissier:

Yes. Again, thank you for that.
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Acting Deputy Chief Officer of Police:
You say you were perhaps a bit optimistic. | thiinis realistic as well as optimistic.

| really think this could happen.

Deputy R.G. Le Hérissier:

Okay. Good. | would like to thank you very muetdaring this session to an end.

[13:19]
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