Performance and Delivery
People Paper – February 2024

1. 	Introduction
The following briefing paper provides an update with regards to the Police Uplift Programme as well as an update on recruitment, application numbers, officer entry routes and examples of activity to promote recruitment and workforce diversity. 
In addition, an update on the current PCSO establishment versus strength position has also been provided, which can be found under section 6 and an update on absence, which can be found under section 7. 
[bookmark: _Hlk87001366]2. 	Police Uplift Programme, Recruitment Plan and Retention
[bookmark: _Hlk87001806]As previously reported, for the 2023/24 financial year Kent Police requested from the Home Office an additional headcount allocation of +5 over the original uplift allocation of 4218. This was confirmed by the Policing Minister on 31st March 2023. To receive the relevant grants/over recruitment payments from the Home Office, the force has a headcount requirement of 4223 which needs to be achieved at both the end of September 2023 and March 2024. Note, the September 2023 position was achieved (headcount of 4225).

The force headcount as at 31st December 2023 was 4152, which is 71 under the headcount requirement of 4223.

So far this financial year to date (April to December 2023) there have been a total of 133 joiners, of which 124 joined as new recruits, 7 have transferred in from other forces and 2 have joined as a returner or a re-joiner. The next intake is scheduled for the 29th January 2024 of up to 55. Of note, all 55 candidates were cleared and ready to join the intake by the 28th December 2023. 
Following the January 2024 intake, the final intake of the financial year is scheduled for the 28th March 2024 and is currently set at 87, however, this is subject to change depending on factors such as variations in attrition. If achieved, this would result in the force ending with a headcount of 4223 which is in line with the requirement.
2024/25 Recruitment Plan
It is worth noting that the force has had confirmation that for the 2024/25 financial year the maintenance headcount requirement is officially set at 4223. This is the original maintenance headcount requirement of 4218 and the additional recruitment allocation of 5 (totalling 4223).  

The 2024/25 recruitment plan is based on an assumption of 27.00 fte leavers a month and a requirement to achieve a minimum headcount of 4223 in both September 2024 and March 2025. The plan is made up of 4 intakes totalling 312 (July 24: 60, September 24: 96, January 25: 60, March 25: 96) and a total of 12.00 transferees / re-joiners / returners throughout the year.

College of Policing Entry Route Update
Progress towards the launch of the Police Constable Entry Programme (PCEP) continues in parallel to the optimisation work for the existing Police Constable Degree Apprenticeship (PCDA) and Degree Holder Entry Programme (DHEP).

Delivering the key PCEP design milestones is on track and there is regular engagement with the College of Policing for the Quality Standards Assessment (QSA) licensing process. 

Two early adopter forces piloting the programme have gone live this month. Their early feedback and lessons learned will be captured and shared as opportunities to ensure smooth transition to the PCEP for other forces.

The first police officer intake in Kent to include the PCEP post the 1st April 2024 will be in July 2024 and so the timescales originally outlined for the QSA have been adapted slightly. The first submission of high-level evidence for the QSA is on track for submission in March 2024. 

3. 	Diversity Application Data and Force Representation
Applications
The table below shows the total number of new police constable applications received broken down by standard entry and the bespoke detective Investigate First Programme for 2019/20, 2020/21, 2021/22, 2022/23 and the 2023/24 financial year to date. This is also broken down by ethnicity and gender:
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So far this financial year to date, there have been a total of 2202 applications. Of those, 15.85% were from ethnic minority candidates, which is higher than the proportion of applications in each financial year from 2019/20 to 2022/23. For information, the proportion of 15.85% this financial year to date is higher than the latest economically active population of 11.29% (2021 census). 
With regards to gender, 36.29% of applications were from females, which is lower than the last 2 financial years, however, the Investigate First Programme continues to attract a high proportion of female applications (42.86%). 
The proportion of Investigate First applications from ethnic minority candidates has increased to 17.42%, which is higher than each of the previous 4 financial years. 
In respect of the current overall police officer recruitment pipeline, as at 22nd January 2024 there were 573 applications in process. Of the 573, a total of 240 (41.88%) are female and 41 (7.16%) are ethnic minority. 
Section 5 provides further information regarding local and national work to promote recruitment.
Force Representation Data: Ethnicity & Gender
As at 31st December 2023, there were 159 (3.88%) ethnic minority officers in force. This is a slight headcount reduction when compared to the last update as at 30th September 2023 (161) but as a proportion it has increased slightly (from 3.86%). With regards to female officers, the headcount is currently 1426, which equates to 34.82%. Of note, the current proportion of 34.82% is the second highest on record (only September 2023) had a higher proportion with 34.84%).  
With regards to recruitment for April to December 2023, of the total 133 recruits (all entry routes), 7 were ethnic minority (5.26%) and 52 were female (39.10%). At the time of writing (22nd January 2024) there are 3 ethnic minority individuals in process for the January 2024 intake of 55. If all are successful, this would equate to 5.45% of the intake.
4.	Local & National Work to Enhance Recruitment (including diversity)
The Positive Action Attraction & Recruitment (A&R) Sgt works closely with the Corporate Recruitment manager to review all outreach events and activities.  The purpose is to ensure targeted recruitment amongst diverse communities, to support in building trust and confidence within the communities and offer interaction with police officers to inspire applications.
The joint work of the two teams and the collaboration with the recruitment ambassadors ensures outreach events are properly resourced, where appropriate, with a clear strategy of identifying the opportunity for attracting those who are underrepresented in the force.  The work through the teams also works to maintain the maximum return of investment by adopting and enlisting methodology to Outreach bridging the gap between awareness to direct application.
Key events include:
· Oakwood Park Grammar school for boys - 58 students including 12 ethnic minorities and 4 females
· Outreach Towers school & 6th form centre – 152 students including 37 ethnic minorities and 99 females
· Outreach Northfleet tech college for boys - 55 students including 12 ethnic minorities
· Outreach Dartford Grammar school for girls – 164 students including 114 ethnic minorities and 164 females
· Outreach Weald of Kent Grammar school for girls - 193 students including 12 ethnic minorities and 184 females.
The recruitment outreach van continues to be used to travel to attend diverse educational establishments and locations of high footfall, to enhance visibility of the Kent Police recruitment messages.
Positive Action Engagement Programme (PAEP): The programme offers 1-2-1 support, guidance, signposting and access to positive action support workshops prior to application.
The Positive Action Engagement Programme is led by the A&R Sergeant and since its inception has actively engaged with 128 candidates. As of 22nd January 2024, there are 5 active candidates enrolled in the programme who are receiving positive action support ready for their application. In addition to supporting new applicants, the programme also works with individuals who have failed a part of the recruitment process, to identify what the barriers are and seek to re-instate them into the process.
Of the 128 individuals that have been supported during the programme, 3 individuals were new applicants and 7 individuals, who were unsuccessful through the process have been re-instated back into that part of the process without the need to re-apply. The programme has achieved 15 candidate reapplications from those that have failed parts of the application process. The programme co-ordinator contacts every EM candidate that fails the process, and that contact is via e-mail and call. The programme currently has 2 candidates who are booked into 1-2-1 engagement sessions.
Positive Action (PA) 1-2-1 sessions: PA continue to conduct 1-2-1 sessions with anyone from an Ethnic Minority background who requests one during outreach, including cadets and school students, with at least two sessions being completed each week.
Positive Action Recruitment Information Session: PA continue to run monthly online information session and further one to one support. The latest session took place on 17th January 2024. There are 3 themed events taking place over the coming months including Race equality week event on 9th February 2024, LGBT+ event on 15th February and International Women’s Day event on 8th March 2024, paid advertising will be requested for all 3 events to increase attendee numbers. The events will have serving officers talking about their careers and their lived experience of policing. All Ethnic Minority registers of interest from the events will be contacted afterwards and offered the opportunity to join the PEAP.
Between the 1st October 2023 and 31st December 2023, the following positive outreach events have taken place with the following engagement rates. The PA outreach is support by the CRT and Recruitment ambassadors:
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5.	Local & National Work to Enhance Retention
The recruitment profile is designed against an attrition profile of 27.00 fte a month. So far this financial year to date a total of 239.43 fte have left which is a monthly average of 26.60 fte and therefore broadly in line with the projection. 
At the time of writing (31st January 2023) there were just 25.00 fte confirmed leavers for January 2024, which is 2.00 FTE lower than the projection of 27.00. Similarly, February 2024 is currently low at just 22.55 fte.
Cumulative officer resignations to the end of December 2023 was 128, with the top three leaver reasons stated as ‘Unhappy at work’ (25), ‘Personal circumstances’ (16) and ‘Work-life balance’ (15).  Of all 128 resigning officers from across the force, 64 (50%) had less than 2 years’ service and 98 (76.6%) had less than 5 years’ service however this is broadly in line with the national position (53.5% / 77.07%) and therefore the force is not an outlier. 
With regards to those leaving due to be unhappy at work this has been a common reason for leaving in recent years, however, further analysis shows a range of reasons are provided as to why they have left with no specific reason identifying as an of concern. All leavers continue to be assessed and reported to Chief Officer Management Board every 6 months. 
The leaver process: 
The new version of the ‘Leaver Notification’ service manager system are in the final stages of implementation and is due to go live by the end of February 2024.  The force is in a strong position with regards to understanding reasons leaving and is currently amongst the top five nationally in terms of reporting. However, the updated system will ensure the force delivers the full National Leaver Framework best practice for leaver reasons reporting and exit interviews. 
Force wide retention activity: 
The force Retention Ambassador programme continues to develop and grow. As of 31st December 2023, there are now 45 Retention Ambassadors spread across 12 Commands, covering a wide range of roles and ranks ranging from Constable to Chief Supt and staff up to and including Head of Department level. Of Kent’s 45 Retention Ambassadors, 23 are female (51%) and 4 are from an ethnic minority (8.9%).
There have been 33 interventions with individuals (officers and staff combined) since June 2023. Only 9 of the individuals have, to date, proceeded to leave the organisation and only a further 3 indicate an ongoing intention to do so. This indicates a 64% retention success rate following an intervention. The most frequent subjects of referral are ‘Better opportunities elsewhere’ (7) and ‘posting’ (5).
An ongoing programme of Retention Ambassador training and CPD events is planned to continue throughout 2024, with the next dates set for 1st February 2024 and 26th March 2024. The Leadership Training Team are fully involved in delivering this support, which draws upon coaching and mentoring content and skills. Fresh material based on the successes that our ambassadors have had so far will be included in 2024 CPD and a Viva Engage forum has been created to enable Ambassadors to easily share learning.
More broadly the force highlights retention initiatives and the positive aspects of working within the organisation through its ‘Keep it Kent’ SharePoint web pages. This includes information, advice, and guidance about: 
•	Health and Wellbeing support 
•	Financial wellbeing support
•	Development opportunities
•	Promotional opportunities
•	Flexible working
•	Career breaks 
•	Posting exchange initiative  

Kent continues to be engaged in the retention and leavers workstream at national level. The National Retention Framework, which was previously part of the Police Uplift Programme, closed on 31st Dec 2023. However there was strong appetite amongst the participating forces to continue engagement at national level to facilitate ongoing learning from each other, sharing of best practice and horizon scanning for future risks and opportunities. 
In addition, the Positive Action Team continue to use Positive Action to inspire, encourage and support officers to take part in progression activities and access available support. 
6.	PCSO Update
As previously reported the PCSO establishment is now 101.50 fte, as at 31 December 2023, the actual strength was 69.06 fte, which is 32.44 fte under the agreed establishment. An intake of 9.00 fte joined on the 29 January 2024 which reduced the number of vacancies to 23.44 fte.
 The next intake for PCSOs is planned for 13 May 2024. The force are currently processing 17 candidates who have been successful at the selection process (pre-employment) with a further 13 candidates in pre-selection (awaiting interview or at eligibility checks). 
Final intake numbers will be agreed in April 2024. 
7. 	Attendance and Wellbeing  
2023/24 Financial Year (April to December 2023)
The table overpage shows the breakdown of average days lost per person for April to December for each year from 2016 to 2023. 
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The table demonstrates that, for April to December 2023 officers average days lost per person (7.12) is higher than when compared to the same period in the previous six years. The average days lost per person for April to December 2023/24 for staff (6.81) are slightly higher than the same period last year but very similar to the same period in 2021/22. For PCSOs he average days lost for April to December (8.03) are lower than the same period last year (9.31).
The following graphs show the month-on-month absence, in hours lost per person, for 2020/21 to 2022/23 and the current financial year to date (April to December 2023). 
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For officers, the graph demonstrates that absence was higher in all months from April to November 2023 (when compared to the same months in 2022). However, December 2023 was lower (7.66) than December 2022 (9.00). 
For staff, the average hours lost per person were lower in all months from April to July 2023 when compared to the same months in 2022 but were higher for August to November 2023 when compared to 2022. Positively, as with officers, absence was lower for staff in December 2023 (6.24) when compared to December 2022 (6.62).  
For PCSOs, whilst the average hours lost per person were higher in April and May 2023 (when compared to April and May 2022), positively each month from June 2023 to November 2023 were lower than the same period in 2022.

Psychological related absence accounts for the highest proportion of payroll hours lost for officers (35.06%), followed by respiratory related absence (21.17%). For staff (excluding PCSOs) the respiratory related absence also accounts for the highest proportion of payroll hours lost (23.23%) with psychological related absence being the second highest reason for absence (22.72%). For PCSOs the same two reasons, as officers and staff, account for the highest proportion of payroll hours lost, with psychological related absence accounting for 27.76% and respiratory related absence 24.05%.

Operational Human Resources (HR)

In terms of specific workstreams, work remains ongoing between Operational HR and the PIU to review and enhance the Attendance Support Meeting (ASM) form to support the ongoing focus in supporting individuals whilst managing attendance. In addition, work has also commenced to review the case conference process and how the team can share more information via our SharePoint pages to support managers across commands and departments and enable them to ‘self serve’ more effectively. 

The Operational HR team have continued some deep dive and process review work with the Force Control and Incident Response Command to provide further command guidance and specific guidance to managers of dealing with probationer cases within the commands. The Operational HR team are also working with HR Organisational Management to develop a strategic absence report which will be specific to each ACC/ACO portfolio area and highlight areas of concerns, departments with a cause for concern, indication of the trajectory for the departments absence as well as a ranking system across all departments to allow for comparison and monitoring. This monthly report will then be complemented with bespoke HR Business Partner and PIU advice, as needed, on interventions and supportive initiatives bespoke to the command areas to take forward.

Performance Improvement Unit (PIU)

PIU attend Attendance and Wellbeing Meeting (AWMG) processes across the force to provide tactical advice to Heads of Command to promote consistency of management interventions to address attendance and enhance compliance with policy L180 Attendance Management. This is underpinned with training inputs across the force including manager CPD events i.e., Be the Change courses and command training events. From April to December 2023 inclusive PIU have conducted 21 training sessions. (7 Be The Change courses, 2 force Sergeant CPD events, 9 bespoke Divisional events, 3 Leadership events) to outline policy requirements and tactical advice to address attendance to provide supervisors with confidence to make supportive management interventions to reduce absence.

The PIU Chief Inspector holds a monthly meeting to review police officer cases that are in the top 50 Bradford Scores for the force and all officers that are Long Term Sick (28 calendar days or more). A monthly meeting is also held with the Professional Development Unit to offer support or guidance for student officer attendance management. 

The PIU continues to lead on the analytical review of absence data for the bimonthly Absence Oversight Board chaired by ACO Leicester to ensure Heads of Command have accurate information to focus efforts to improve attendance of their staff. Focus areas are identified and PIU review the processes and interventions in place in those commands to improve the consistency of management interventions being completed. Examples of activity include the review of FCIR processes when police officers were posted into the command in 2023 ensuring representation from PIU at the AWMG process and the delivery of bespoke training events to FCIR supervisors. A second example is the review of all officers who are long term sick and officers appearing on the Force Top 50 Bradford Score list for East Division to provide reassurance to the Head of Command that all officers were being suitably tracked and managed through the AWMG process. 

The first probationer absence STAR chamber (student officers) took place on the 9th of November 2023 and was attended by PIU, OP HR and the relevant Divisional SLT lead to discuss probationer absence and the plans to address specific cases. This process will be repeated on the 23rd of February 2024.

Occupational Health

Occupational Health referral to appointment time has reduced in the last period. With the increased resources, it is envisaged the waiting time will continue to reduce further (from 12.4 average working days from referral to appointment), to the responsive service level of 10 working days or less in the forthcoming period. The current overall referral to appointment time for the rolling year is 18.2 working days.

In the first 9 months of this financial year, 1565 Occupational Health referrals have been received with 1776 appointments having taken place. 

Recruitment medicals remain a priority for the Health Surveillance team, in addition to the Hepatitis B vaccinations and health surveillance activity.

The force has supported a Winter Health campaign again this year and the flu vaccination programme attracted 745 from the initial purchase of 750. In addition, and where an individual is entitled to an NHS vaccine, the provider utilises a free NHS vaccine and an additional 37 vaccines were provided, at no cost to the force, via this entitlement.

Counselling and Wellbeing
[bookmark: _Hlk134689928]
The Investigator Wellbeing activity continues within the Counselling team with additional dates provided through to the end of March 2024 and this provision now forms part of the business-as-usual activity provided by the team. To date, 588 individuals have attended the 1-hour virtual Investigators Wellbeing sessions, which are open to all and a further 222 have attended the Leader’s Investigators Wellbeing in person sessions. 

The team supported the NPCC Investigator Wellbeing Week in mid-November where 19 events were specifically designed to meet the wellbeing needs of Investigators. Of note, one of these sessions was delivered by our Health and Wellbeing Delivery Manager to showcase the activity and support being provided in this area by the force. 

The Peer Support Network has 31 trained volunteers actively supporting colleagues and peers across the force with further courses scheduled to ensure the network continues to develop, grow and flourish in the forthcoming period. 
8. 	Decisions Required  
For information only. 
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New Police Constable Applications

*2023/24 is for the period 1st April 2023 to 22nd January 2024

2019/20 2020/21 2021/22 2022/23 2023/24*

New Recruits (not inc IF) 2504 3070 1693 1854 1180

Female % 29.31% 28.47% 32.43% 34.36% 30.59%

Ethnic Minority % 8.39% 8.57% 7.91% 13.43% 14.49%

Investigate First 344 270 468 696 1022

Female % 61.05% 59.63% 55.98% 53.02% 42.86%

Ethnic Minority % 11.63% 10.37% 10.26% 11.93% 17.42%

Total 2848 3340 2161 2550 2202

Total Female % 33.15% 30.99% 37.53% 39.45% 36.29%

Total Ethnic Minority % 8.78% 8.71% 8.42% 13.02% 15.85%

Note, due to backdated changes on the system, figures may differ slightly to previously 

reported figures
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Event Type

Number of 

Events

Ethnic 

Minority inc. 

Females

Female

Total No. of 

People 

Engaged With

Face to Face 10 340 687 1117

Virtual 22 15 34 43

Overall Audience number 1160
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Financial Year to date Police

Staff  (exc 

PCSO)

PCSO

2016/17 7.12 5.92 8.44

2017/18 6.44 6.61 5.35

2018/19  5.99 5.56 4.08

2019/20 6.62 6.29 6.81

2020/21 4.79 3.81 3.73

2021/22 6.31 6.82 6.55

2022/23 6.61 6.71 9.31

2023/24 7.12 6.81 8.03

23/24 Variance to 22/23 +0.51 +0.10 -1.28
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