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Recommendations

Honourable Members are recommended to:
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(a) Note the report produced by Red Snapper Managed Services; following an inspection
of the Royal Falkland Islands Police in February 2019.

(b) Approve the action plan generated in response to the report.

(c) Agree the Police Committee receive regular reports on implementation of the
recommendations.

(d) Confirm the manning for the RFIP CID to be a Detective Sergeant and two Detective
Constables, a third Detective Constable to act as the MASH Officer.

Additional Budgetary Implications

None
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Executive Summary

The force has a proud history of independent policing, whilst maintaining close links to
UK forces and UK policing doctrine. This means that established inspection models
applicable to UK forces can be easily converted for use in the Falklands.

The importance of carrying out independent inspections is recognised throughout the
police service. The objective of any inspection, whether it is an operational, strategic or a
thematic inspection, is to constructively evaluate the conduct and processes of a Force to
ensure that it:

e Conforms to nationally approved (Falkland Islands) standards
e Adheres to best practice
e Provides objective evidence the force is efficient and effective

The inspection itself should be:

e Thorough
e Constructive
e Conducted with integrity and objectivity

Two inspectors carried out a wide ranging review of RFIP using the agreed terms of
reference. Following completion of their work, a report was presented to FIG for
consideration. This report is presented to Executive Council for approval.

A development plan accompanies the report. This is derived from eight specific
recommendations contained in the inspection report and a series of other suggestions
from the report itself. The action plan has taken account of residual action from the
previous inspection report. Executive Council is asked to approve the plan and also
agree that the mechanism for monitoring implementation rests with the Police
Committee.

Progress against key dates within the plan will be monitored by His Excellency the
Governor, the Chief Executive, the DESIS and the COP on a quarterly basis and
thereafter reported to the Police Committee.

Background and Links to Islands Plan and Directorate Business Plan/s

The inspection links to the island plan under public safety and protection. An efficient
and effective police force will help to provide our communities with front line
emergency services that deliver high standards of protection and policing across the
Falkland Islands. In addition, an efficient and effective police force ensures that the
Falkland Islands are a safe and secure place for our people to live in.

Options and Reasons for Recommending Relevant Option

The recommendation is for Executive Council to note the findings of the report and
approve the associated action plan.

Executive Council is also invited to authorise the release of the report into the public
domain.
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Human Resource Implications

Recommendation 24 — The inspectors recommended the retention of 4 detective
constables. This is not supported given the workload. The future establishment will be 1
x Multi Agency Safeguarding Hub (MASH) officer plus 2 x detective constables. The
MASH officer is funded by monies from Health and Social Services.

Other Resource Implications

Recommendation 14 - PST trainer delivered training and fully costed in RFIP
budget

Recommendation 15 — Replacement IT system. There is a shortfall of £34,000 in relation
to licences for the new system. RFIP will attempt to cover this through existing budget
and if necessary submit a separate SFC paper. In transferring responsibility for software
licences to Commercial Services, this element of the IT bid was lost.

Recommendation 31 — UK placement of recently recruited local officers would be
expensive. There are no immediate plans to take this forward. However, CDS fund might
be an option to assist an officer’s development. Future funding bids are anticipated for
specialist UK bases courses to assist promotion aspirations and lateral development
opportunities for example transfer to CID.

Legal Implications

There are no legal implications; following the recommendations in this paper will not
impact upon on the fundamental rights and freedoms provided under the Constitution.

Environmental & Sustainability Implications
None

Significant Risks

None

Consultation

11.1 Consultation has taken place with the Hon Leona Roberts, HE the Governor, members of
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the Police Committee, the Chief Executive, DESIS, Chief Secretary, HR and Policy
Directors and the Attorney General.

Communication

12.1 A communication strategy can be developed to brief internal stakeholders and staff and

later on to inform the public regarding the outcome of the inspection.
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ROYAL FALKLAND ISLANDS POLICE INSPECTION REPORT

Executive Summary

It was apparent from the evidence gathered during this inspection that in recent
years the Force had not been operating as effectively and efficiently as it could do,
with questions being raised about the degree to which policing had the trust and
support of the community.

The Falklands Island Government (FIG) and Executive Committee had the insight
to recognise there was an issue and acted by supporting the appointment of a new
management team and some new members of staff over the course of early 2018.

It is against the background of the new team having to take on this challenge and
striving to rebuild a police service of which the community can be proud that this
inspection was conducted.

There is strong evidence that the force has taken a step in the right direction to
significantly improve the policing service to the public.

Pleasingly, we consistently found individual police officers and police staff
members at all levels who recognised the challenge, who were extremely
enthusiastic about their work, and simply wanted to do a good job for the public.

The new senior management team have worked hard to enhance the integrity of
the Royal Falkland Islands Police (RFIP), with many policies and procedures in
place.

However, there are resilience issues when either of the senior police officers are
off the islands.

From the evidence the inspectors examined, including that contained in case files
and IT systems, interviewing staff and observing members of the public reporting
incidents, the inspection team found that the RFIP strives to ensure that records are
made, supervised and officers act.

However, in some areas they are only at the outset of their journey in relation to
having effective policies and procedures due to the legacy they inherited.

With new leaders being appointed regularly due to turnover, it is vital that there
should be a positive, ambitious and realistic future direction that is supported by a
clearly defined vision.

The inspectors consider that this should be set out within a strategic 5-year plan
that is reviewed on at least an annual basis.



Such a plan needs to be subject to wide consultation with the Falkland Islands
communities and stakeholders, including the wider executive; it cannot be the sole
responsibility of the police.

The development of this plan can best be achieved by the Chief of Police assessing
the key emerging threats and risks for the force, and a Falkland wide community
safety needs assessment. This will provide a clear understanding of the key issues
and challenges that policing across the whole of the Falkland Islands faces and
what is important to the communities.

With that understanding the force can then develop a service connected to the
communities, and a police force fit for the future that is able to support victims,
protect the vulnerable, and prevent crime and anti-social behaviour.

There has been a significant turnover in staff at all levels within the RFIP. This is a
regular occurrence within the Falkland Islands for most posts. That makes the
importance of long-term planning even more essential.

It is also the case when any new management team takes responsibility for an
organisation there is an understandable urge to tackle all the problems at once.
The inspection suggests that the approach should be set out in an annual delivery
plan that drives internal activity in a structured and managed way. Much of the
content of such a plan and the programming can be discerned from the inspectors’
comments in this report, but it is for the Chief of Police to schedule the tasks.

It is clear that some targets have been established for the RFIP and it is suggested
that these will need reviewing in light of the new planning process. When that takes
place, the new targets should be specific, measurable, achievable, realistic and
timely.

There are some good examples as to how the RFIP are striving to improve
engagement with the various communities on the islands. However, the approach
could be structured better as at present most of the knowledge about the
communities is retained by individual staff. This is a risk that was also seen many
years ago in England and Wales prior to the investment in neighbourhood
policing.

The Inspectors recommend the introduction of community profiles for the various
community groups and locations utilising them, to inform future engagement with
that community. Where achievable this should be completed by police officers
being allocated to work with specific communities.

The RFIP information technology is poor.

The report recognises that work is ongoing to replace these systems but
encourages this to proceed as promptly as possible. The Inspectors understand
that the RFIP alone cannot make this happen but recognises the importance of the
new IT systems, particularly for recording 999 calls, incident recording,



intelligence management and crime reporting, and for these to be introduced at
the earliest opportunity.

The inspectors found that there had been progress in the ethical recording of crime
and of recording detention in custody. The community needs to be confident that
when they report a matter that it is investigated or if they are detained, they are
dealt with expeditiously and fairly.

All the evidence available to inspectors was positive in this regard.

Crime levels and incident levels remain low and there is no evidence that
additional resources would be required to deal with every day crime or incidents.
When more serious investigations are required, as in the recent historical sexual
offences’ investigation, the RFIP has risen to the challenge.

However, RFIP now needs to ensure that the experience gained during these
investigations is maintained, and in this report the inspectors suggest the relevant
authorities need to take care in reducing the current numbers of detectives to pre-
operation Cinnamon levels.

Significant changes have recently been made to safeguarding across England and
Wales, including to the local children’s safeguarding boards. The FIG may want to
monitor the new arrangements and once established then consider if there are
clear benefits for the islands.



Introduction

The commission

On 9 July 2018, Red Snapper Management Services (RSMS) was invited by the
Royal Falkland Islands Police (RFIP) to submit a proposal to inspect policing.

On 29 August 2018, the Executive Council approved the commission of an
independent inspection of the RFIP from RSMS with the comment: -

“whilst the inspection team will rightly be reviewing the entirety of policing
activity, community policing and safeguarding would receive special
attention”.!

The inspection was conducted between the 19 February 2019 and the 25 February
2019.

The inspection was undertaken by two senior RSMS consultants both of whom have
extensive policing experience as senior police officers in England and Wales and
as former senior members of Her Majesty’s Inspectorate of Constabulary and Fire
and Rescue Services.

This report represents the independent views of the inspectors based on their
strategic, operational and inspection experience.

Terms of reference

The inspection team was asked to give particular attention to the direction of travel
of RFIP, focusing upon whether or not the policing service was improving.

The detailed terms of reference were as follows: -

To conduct an inspection of: -

e leadership and associated human resources working practices
including the complaints procedure, provision for the wellbeing of
staff and an ethical culture;

e crime prevention and investigation performance, an audit of crime
recording and custody records, and an assessment of victim care and
support; safeguarding and community policing; and

+ an assessment of demand, of resource capacity and capability, and
how resource is matched to meet demand.

! Minutes of the Executive Council meeting no 17, ref pol 1/1.
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Overview

The Falkland Islands is a British Overseas Territory in the South Atlantic Ocean and
has a population of about 3,2002 people. Most of the population reside in the
Stanley area with isolated numbers residing in settlements throughout the islands.
The British Forces South Atlantic Islands (BFSAI) have a base at Mount Pleasant that
includes commitments from the British Army, Royal Air Force and Royal Navy, with
supporting contractors. There are a further 2,500° people in this location.

The Royal Falkland Islands Police (RFIP) uphold Falkland Islands law and adopted
English statute law governed by the Police Ordinance 2000, which is a stand-alone
ordinance dealing with how policing is administered.

RFIP has an establishment of one Chief of Police of superintendent rank, an
inspector, two uniformed sergeants, one detective sergeant, 14 police constables,
four detective constables and 12 reserve police constables.

However, at the time of the inspection not all the police constable or reserve
constable posts were filled. RFIP also has five police support staff, consisting of a
senior clerk, a licensing officer, a full-time station enquiry officer and two part-time
station enquiry officers. One of the two part-time posts was not filled at the time of
the inspection.

All military police serving with the Joint Service Police and Security Unit (JSPSU) of
BFSAI are sworn in as RFIP reserve constables and have civil as well as military
police powers while deployed on the islands.

A police control room in the Islands’ only police station maintains a listening watch
on marine and civilian emergency radio frequencies and is where all “999”

emergency calls are taken and processed. This islands-wide service is provided
from the police station with 24-hour cover.

Crime levels and the number of incidents in the Falkland Islands are low.

However, RFIP must be ready to deal with more complex investigations and
enquiries as evidenced in recent cases.

Inspection

The importance of carrying out an independent inspection is recognised
throughout the police service and other organisations.

Accordingly, the inspectors selected to conduct this piece of work did not know
and had no previous knowledge or contact with the RFIP senior management team

2 Falklands Islands Government Policy and Economic Unit 2016 Census report
3 RFIP Community Engagement Strategy



or supervisors and had not worked with them prior to the commission of this
inspection.

The objective of an inspection, whether it is an operational, strategic or a thematic
inspection, is to promote improvement by constructively, independently and fairly
evaluating the available evidence with integrity and objectivity. In doing so, key
areas for improvement and good practice can be identified.

Due to the unique policing challenge faced by the RFIP, a direct comparison with
police forces in England and Wales is not appropriate. Equally, while there are
similarities between other Overseas Territories and Government dependencies,
many have not been inspected recently but where they have, and information can
be shared, comparisons have been considered by the inspectors.

However, that is not to say that lessons cannot be learned from elsewhere.

At the various phases in this inspection where it was relevant and appropriate to
do so, the RFIP were evaluated against the standards that are commonly applied to
policing in England and Wales. This included the Home Office's counting rules for
recorded crime and College of Policing authorised professional practice.

Methodology

Phase 1: Briefing

RFIP were asked at the outset to provide a briefing to the inspectors that included
an introduction to the islands and the policing challenge. In addition, the briefing
was to secure and preserve all relevant material required and to assist logistical
preparation. This was covered in two meetings with the RFIP Chief of Police, one
being in the UK on the 19 January 2019 and the second on the 19 February 2019,
the first day of the inspection on the Falkland Islands.

Phase 2: Document review

RFIP were asked to supply the inspectors with several key documents for review
prior to the commencement of the inspection. This included relevant policies,
procedures and data. Some documents that could not be removed from the police
station were inspected in situ including incident records, crime files, custody
records and case files.

These documents were read in conjunction with the terms of reference and
enabled the inspectors to prepare a series of questions and lines of enquiry for
each interview.

Phase 3: On-site inspection

For most inspections of police forces only a representative number of staff can be
interviewed. That is usually due to overall staff numbers.



However, due to the size of RFIP, inspectors were able to interview the majority of
police and civilian staff apart from those not on the island at the time. This included
two contracted police officers who had completed their contractual term and were
due to leave the islands, and a member of staff under administration.

All the senior management team and supervisors were interviewed individually.

In addition, the Inspectors held meetings with the Member of the Legislative
Assembly holding the portfolio that includes policing, the Provost Marshall JSPSU
and his staff, officers from the Customs and Immigration Department, the Chief
Prosecutor, the Human Resources Manager, the Director for Emergency Services
and the Director of Health and Social Services.

The inspectors also met members of the community in Stanley and travelled to
other parts of the island to engage with people who reside in ‘Camp’.

Additionally, they went out on patrol with a constable. Inspectors were also
pleased to be able to discuss their terms of reference with the Governor and Chief
Executive of the FIG.

In addition, the inspection team inspected all offices in the police station including
the cell block.

At all times the inspection team were made welcome and were provided with all
the information that they requested.

The inspectors recognise the inconvenience that any inspection process can cause
and are grateful for the full co-operation and support that was given to them by so
many people.

The report structure

The inspectors have fully considered the 2017 inspection report* that has helped
set the improvement path and make further comment upon this later in this report.
Much of the introductory context would still be applicable.

However, the inspectors aim to ensure that this report can be read as a self-
standing document.

In the chapters that follow, the inspectors provide evidenced based information as
set out in the terms of reference and their findings, analysis, conclusion and
recommendations.

At this stage, an overarching observation is appropriate. While the inspectors have
identified specific areas to help RFIP improve, they have also highlighted many
areas where there has been progress. In doing so they do not want to detract from

4 An inspection of RFIP 2017 — Supt. Rogers



one simple conclusion; that the RFIP are heading in the right direction and have
made significant progress since 2017.

The observations about areas for improvement in this report should be read in that
context.



Chapter One

Leadership and associated human resources working
practices including the complaints procedure, provision for
the wellbeing of staff and an ethical culture.

Overview

Leadership, both as a way of thinking and as a skill is important at every level of
policing and does not only apply at the most senior levels. During interviews and
while conducting document reviews there were numerous positive examples of
police leaders showing a commitment to organisational improvement.

A few of those interviewed were able to describe the change in policing over the
last 18 months compared to the period previously. The 2017 inspection report
stated that there was a need for “some significant changes to be able to say that
they (the RFIP) are fit for purpose”. From the evidence the inspectors gathered
during this inspection they concur that in many areas of policing the RFIP appeared
to require significant improvement in early 2017.

The inspectors are pleased to find that a new RFIP senior management team has
taken many positive steps to improve that policing service to the community.

These improvements are detailed in this report, but the inspectors acknowledge
RFIP are on a journey. The senior management team are cognisant there is more
work to be done.

It was notable that the leaders had been able to enjoin the workforce in this
challenge. There was general recognition from both recently appointed and
longer serving staff that they had a new-found confidence in being able to make
suggestions for improvement, to approach the senior management team with their
concerns, and in feeling they were working in a culture that cared for and
supported them.

Workforce planning

It is apparent that the RFIP experience significant staff turnover as do most
government departments and organisations on the Falkland Islands. Most of the
current RFIP officers were recruited on contract from England and Wales in the last
18 months. This includes all the senior management team and most of the
sergeants.

It is understandable that there is consequently a focus by these individuals on
doing the best job they can during their contractual term but less so upon longer
term planning. The inspectors understand that many new staff only accept two-year
contracts but that there is a FIG intent to encourage four-year contracts and to
increase the number of locally appointed police officers and police staff.
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In time, FIG intend to achieve a healthy balance between islanders and contractors
working as police officers in the RFIP. It is an organisational aspiration to attain a
50/50 split of the workforce, as this would make the most of those police officers
with local knowledge and those with the skills and experience from policing in the
United Kingdom and beyond.

The inspectors would encourage this approach, which is subject to further
comment later in the report.

With new leaders being appointed every two years it is vital that there should be a
positive, ambitious and realistic direction that is supported by a clearly defined
vision.

This should be set out within a strategic 5-year plan that is reviewed on at least an
annual basis. Such a plan needs to be subject to wide consultation with the Falkland
Islands’ communities and stakeholders.

Planning

The Legislative Assembly are responsible for the objectives and targets to be
achieved by the police, the policing style, the priority to be given to types of
crimes, the efficiency and effectiveness of the police, the annual budget and
resources.

The FIG does have a corporate plan with a vision for policing to:

“provide our community with front line emergency services that deliver high
standards of protection and policing across the Falkland Islands”.

There are at least three specific policing actions in that plan, to:

e implement the police improvement plan and to ensure that the RFIP is
equipped to provide the best possible service for the community;

e improve recruitment and retention to create a contemporary police service
which reflects the community; and

e develop ongoing programmes for crime prevention, intelligence gathering
and community policing.

This helps provide a broad direction of travel for the RFIP that can be built upon to
establish the new strategic plan.

The 2017 improvement plan referred to in the current FIG corporate plan was
relevant at the time of publication and for a short working period following, but
many of these recommendations have now been completed or are now not
relevant.

Some have not been completed.
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However, time has moved on and any recommendations that remain not met need
to be prioritised and blended into day-to-day policing business or where there are
longer term issues into annual or strategic policing plans. There are some
recommendations detailed within the improvement plan, such as improving the
police IT systems, that the inspectors endorse and refer to later in this report.

Any outstanding recommendations that the inspectors consider to be relevant are
either detailed in this report as new recommendations or appear as matters for
management consideration.

That being the case, the inspectors suggest that the FIG corporate plan for policing
ceases using the 2017 improvement plan as a baseline. It is for the FIG to consider
whether to use this report as the new baseline.

To enable the RFIP to have the future clarity required they should work together
with FIG to develop the new strategic plan that sets the direction of travel for the
future of policing. In this way, as the senior managers change in the RFIP, there is
more certainty of continuity of progressive policing.

In developing this plan, it is vital to engage with and listen carefully to what is
important to the communities of the Falkland Islands from a policing perspective
as well as the Chief of Police assessing the emerging threats for the islands.

The aim should be for a police service that is ‘fit for purpose’; that is connected
with, based within and accessible to local communities both in Stanley and in
Camp® — real community policing.

If this is achieved it should help bring RFIP, police committee, the wider executive,
stakeholders, partners, and communities together, to ensure that the Falkland
Islands has the most effective and efficient police service.

The new strategic plan should be reviewed annually.
Recommendation 1

That the RFIP work with the FIG to introduce a 5-year strategic plan that sets
out a positive, ambitious and realistic future direction that is supported by a
clearly defined vision.

Strategic threat and risk assessment

The senior management team are working on many fronts, as are other members
of staff, to ensure improvement to the policing service. They have recently
introduced a strategic threat and risk assessment (STRA) that examines the
severity, likelihood and risk assessment for several policing problems. This is a
positive development and is to be encouraged as the STRA, if completed and used

5 Camp is a term that is used for settlements that are outside Stanley.
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correctly, will feed into the planning process for the RFIP and help the force to
better predict medium to long term issues and allocate resources to provide the
best possible service to the public.

This is the first time the RFIP have completed a STRA and it will need to be further
refined but could usefully be monitored, reviewed and updated at least every 3
months to ensure the document remains relevant and central to organisational
planning.

A new STRA should be introduced bi-annually.

While the introduction of the STRA is a positive step it has yet to materially influence
the plans for the Force. The RFIP should ensure that the momentum for
improvement of the STRA and the use of that document continues.

In order to manage and schedule the array of day-to-day improvement tasks within
the Force, the Chief of Police has an ‘issue list’ to help address their allocation,
progress and completion.

There is also an understandable will for staff not only to suggest, but to take their
own action to improve policing. Sometimes this happens when new contracted staff
introduce new forms or local guidance.

Overall, these are positive developments but gave the impression to the inspectors
that some improvements could be ad hoc and not co-ordinated in the most effective
and efficient way.

The senior management team could usefully co-ordinate the activity to ensure
there is clear scheduling and certainty in a coherent plan. Prior to this the RFIP
would need to have a clear understanding of the areas for development. This
report aims to focus upon these issues.

With the introduction of a strategic plan, the STRA, and with the array of activities
underway the RFIP could usefully create an annual delivery plan that effectively
sets out the work and programme to be undertaken in the year ahead. In that way
there will be a coherent path to ensure that the improvement is planned, resourced
and fully considers the risks. This will make implementation more effective and
efficient.

Recommendation 2

That the RFIP ensure that the co-ordination of improvement activity is
enhanced by the introduction of an annual delivery plan that is regularly
monitored and reviewed and that drives activity.
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Targets and performance indicators

With the introduction of a strategic plan and STRA there may be some changes to
the priorities and targets currently set for the RFIP. It is acknowledged that senior
managers have made some progress on their introduction.

The senior management team had endeavoured to ensure staff were aware of the
policing priorities and targets and were taking appropriate action in several ways.
This included information and posters on internal notice boards and personal one-
to-one discussions with supervisors and staff.

The inspectors tested the understanding of staff regarding the priorities and
targets for 2018/19.

Overall, they found that more work needs to be done to ensure a consistent
understanding of these priorities and targets, and how individuals and teams can
successfully contribute to their achievement. There was too much confusion
amongst some staff as to what these priorities and targets were and in some cases
no knowledge about them.

This was disappointing.

If the RFIP is to gain the benefit of the recent improvements these priorities and
targets must be commonly understood by all staff.

The RFIP has several targets. These include answering all 999 calls in 10 seconds,
responding to Stanley emergencies in 10 seconds during the day and 15 seconds
at night, increasing engagement with the community, improving crime recording
and improving on last year’s detection rates by 2%.

There are other targets.

One of the reasons that staff may not have been aware of many of these targets is
there appeared no direct correlation between the target and their own activity.
The next iteration of targets should be specific, measurable, achievable, realistic
and time related (SMART), and allocated appropriately across individuals and
teams.

Targets such as increasing the detection rate should be reconsidered, as it has
proved to cause unintended consequences in England and Wales in managing and

recording crime.

All targets should be periodically reviewed and supported by specific action
plans.
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Recommendation 3

The RFIP should review the target setting process consequent upon
improvements to the force planning process and ensure that the targets set
are (SMAART)

Staff engagement

A consistent message from staff was that communication from the senior
management team could be improved. This was said to be both face-to-face and
electronically. Generally, this was then perceived by staff as the senior managers
not taking an interest in them once tasked.

However, from the interview with inspectors it was found that senior managers did
have a good grasp of their staff and their activities. It may be that there is a
difference in expectations.

But, to help communication with staff, including about priorities and targets, this is
a matter to address. The new staff assessment process is another vehicle that can
be used to ensure they are clearly understood, and staff held to account.

Governance

The responsibilities for the RFIP are set out in the constitution and in the Police
Ordinance 2000. The agreed practice® is that it is the Legislative Assembly who are
held to account by the people of the Falkland Islands for general policing in the
territory; the Chief Executive, as head of the public service acting under the
authority of the Governor and subject to his direction has line management for the
Chief of Police; while the Governor has the overall responsibility for protecting
against any attempt by any person or body to interfere with or influence the
decision making of the police in relation to the investigation of particular cases and
to maintain standards of integrity within the RFIP.

A recent post of Director of Emergency Services is now fulfilling the line
management function for the RFIP Chief of Police.

There is a police committee that has oversight of the RFIP chaired by the Governor,
with the Chief Executive, the Attorney General, two justices of the peace and two
Legislative Assembly members. Itis the case that the responsibilities for oversight
of the RFIP are not straightforward and does not assist clarity for the policing
service.

While not within the remit of the inspectors, they consider that the roles and
responsibilities for the RFIP could usefully be clarified within the forthcoming

6 Falkland Islands Constitution 2009 — agreement that sets out the responsibilities for police as
agreed in the constitutional talks 2008
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review of the Falkland Islands constitution. This would assist the development of
the policing service for the benefit of the community.

There is significant experience of major incidents in England and Wales that
determines the joint emergency response setting out the gold, silver and bronze
roles.

This generic command structure is recognised in England and Wales and accepted
and used by the police and other emergency services and partner agencies, with
the hierarchy of command being applied to the resolution of planned operations
and spontaneous incidents. The command structure is role not rank specific.

However, the Falkland Islands appear to have decided to take a different approach
that lessens the command responsibility of the police. This should be reviewed as
it is through tried and tested major incidents and operations that the model has
been introduced.

This may have arisen due to the varied oversight responsibilities for the RFIP and
reinforces the importance of providing clarity.

Community engagement

The RFIP has successfully introduced a community engagement plan but has yet to
determine how that engagement is best undertaken. There is strong evidence? that
where effective community engagement exists there is an increase in confidence
and trust, and in the community perceptions of police.

However, there is not an agreed policing style originating from the Legislative
Assembly in accord with the Falkland Islands Constitution.

At present, policing is concentrated on Stanley with investigative policing
undertaken at Mount Pleasant and occasionally other isolated locations on the
islands.

It is a challenge for the RFIP to deliver a policing service for the Islands while there
is varied support for that policing service across the islands. It would be useful, as
a starting point, for it to be strategically agreed that all communities are to be
policed in a fair and equal way while recognising that the response must vary due
to the remote locations.

Such a statement does not appear to have been expressed and in its absence leaves
some confusion as to the policing style and hence the resources to be applied to
community engagement.

" College of Policing Authorised Professional Practice — Engagement and Communication.
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Recommendation 4

That the policing style for the RFIP is clarified to assist determination of the
operational approach and resources to be applied to community policing

There are some good, but only recent, examples of engagement with schools.
However, with examples of islanders living in isolated locations seeking to self-
police, contractors working in Mount Pleasant, a Chilean community and
Zimbabwean community that are hard to reach, it is clear there are real and varied
challenges in gaining their confidence.

The Force has a range of contacts and skills that are available to forge closer links
with the community.

Currently, community officers have generic responsibilities and while there is
some tasking, a more proactive approach to community engagement is required.
This could be by using the officers with the right skills and experience to build
confidence amongst those communities that are the hardest to engage with.

Consideration needs to be given by way of example to one such officer being a
consistent contact with the contractors at Mount Pleasant, even perhaps having a
local office for certain times and days. Currently this is often covered by staff
overtime.

It is important to ensure that there is a comprehensive skills analysis of staff, and
appropriate allocation of those skills to the right task. Inspectors identified
individuals during interviews with good licensing skills, school liaison skills and
with experience in engaging with minority communities.

In order to evidence the importance of a comprehensive skills analysis, one officer
the inspectors identified has previous experience with the Royal Military Police
and potentially in a position to also provide a good link with the JSPSU.

While recruitment of police constables is difficult nevertheless there could also be
a focus on the requirement for specific community focused skills.

Community profiles

In addition, with the high rate of turnover of contract staff there is a tendency for
individual officers to personally retain knowledge about individuals or
communities. This is a similar issue as was experienced in England and Wales
many years ago. There were good local officers but while they were not on duty
there was a knowledge gap for the organisation.

RFIP could usefully begin the process of preparing community profiles that will
assist. This is part of the engagement process by individual officers and will help
the RFIP to better understand the complexity of each community, key people in the
community, how particular groups or individuals choose to communicate with the
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RFIP and targeting engagement appropriately.

In addition, this could set out how, in a twelve-month period, the officers will
engage with that community but needs to be flexible enough to change the
approach as the communities’ change. The advantage to policing is that with each
community having a tailored approach, preferably by the same police officer,
community confidence is more likely to improve.

Even as police officers leave and new ones appointed, the community profile can
be continued and handed over— rather than as one interviewee described “the
community information leaving the Island with the officer”.

Recommendation 5

That the RFIP establish community profiles for the various community
groups and locations utilising them to inform future engagement with that
community. Where achievable this should be completed by police officers
being allocated to work with specific communities.

Communication

It would appear to have been several years since the RFIP undertook or used the
findings from a public survey. Such surveys are invaluable in identifying the issues
local communities are concerned about and an excellent tool to help improve
engagement with the community, as well as establishing the levels of satisfaction.

They will assist in the police delivering local services to meet local needs and
better fit public expectations.

However, the RFIP have made positive steps by the introduction of a bespoke
website. This will assist the accessibility of information about the police as will the
continued investment in time updating social media about RFIP activities. Senior
managers should ensure individuals are charged with maintenance of both and
more importantly their proactive usage.

The inspectors consider that community policing is an important issue for the RFIP
and that senior managers should ensure they have cognisance of the College of
Policing authorised professional practice on engagement and communication
(2019) when acting on community engagement. The key elements are detailed in
this report.

Complaint procedure

Recent events at the RFIP revealed that the complaints procedure was unclear and
there was no police policy supporting the Police Ordinance 2000. The senior
management team have invested time in preparing such a policy and now have a
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clear complaints procedure, which at the time of the inspection the Chief of Police
was about to sign off.

This included information to the public about how to complain on the RFIP website,
a complaint leaflet, policy guidance for staff, and guidance on the handling of
complaints against police officers and reserve officers. While these new policies
have yet to be tested it is clear that this will assist the investigation of complaints
by ensuring a consistent and fair approach.

It is apparent to the inspectors that the RFIP are now a close and committed team.
There will be a challenge for senior managers in ensuring impartiality when
internal investigations are undertaken.

In serious matters the inspectors consider that an independent investigator should
be appointed that is not a member of RFIP. This avoids any suggestion of not acting
impartially, as an investigator could then be selected for their specialist skills,
enabling a more focused and timely investigation. This in turn assists in building
community confidence in policing.

Code of ethics

The RFIP do not have a specific code of ethics. Ethical behaviour comes from the
values, beliefs, attitudes and knowledge that guides the judgement of each
individual. The key points that such a code® would focus upon include; answering
for your decisions, actions and omissions; treating people fairly; being truthful and
trustworthy; leading by example; making choices on evidence; being open and
transparent; treating people with respect and acting in the public interest.

It is effectively about doing the right thing, at the right time, every time.

The inspectors were fortunate to be able to spend more time interviewing
individuals and groups of staff members than in most force inspections.

During an inspection of this type even with the evidence from such extensive
interviews, through observing officers on patrol and by reviewing documentary
evidence, it is of course evidentially difficult to say that all officers are acting in
accordance with such principles at all times.

What the inspectors can say is that there were many officers that expressed the
intent to act in an ethical way and from the evidence gained through our
observations there was no reason to challenge that view.

Senior managers are striving to establish an ethical culture by being role models
and fostering a no blame culture. They relied on offering an ‘open door’ policy to
discuss difficult issues with staff. Most staff interviewed felt they could discuss
ethical issues with senior managers.

8 Code of Ethics. A code of practice for the principles and standards of behaviour for the policing
profession of England and Wales 2014
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However, in relation to policies and procedures a good force also ensures there is
an openness and accessibility for its policies and procedures and that they are all
in line with the key ethical points above.

Ready access to such policies and procedures assists officers with their decision
making. Senior managers inherited a system where there was no central electronic
library or other ready accessibility, with many policies and procedures being hard
to locate or that simply did not exist.

Significant progress has been made on introducing new policing policies and
procedures and many are now available for staff to view at any time on the Force
computer system.

The RFIP would acknowledge there is more to be done to complete this important
task.

Recommendation 6

The RFIP could usefully consider a locally relevant code of ethics to make it
absolutely clear to staff what is required of them.

Occupational health

In relation to well-being, RFIP have the advantage that senior managers know
every member of staff personally. They are able to assist each member of staff and
therefore intervene at the earliest opportunity.

There is no formal occupational health for police officers, but each case is dealt
with on its own merits supported by the FIG Human Resources manager. There is
a low level of sickness. The arrangements may just work but seem to the inspectors
as being ad hoc.

There is no equivalent of the police federation but that is understandable. Support
to those involved in misconduct investigations and grievances comes from peers.
There was some evidence that supervisors did not always maintain contact with
staff to monitor their wellbeing while away absent from the workplace. This should
not be allowed to happen.

Staff need to know force leaders understand, prioritise and promote wellbeing,
including mental health, and take account of good practice with the workforce
valuing this focus.

In addition, a good force operates a range of preventative measures to improve
force well-being. At present it is not clear this is happening with there being a
limited understanding amongst staff of the support available. This could usefully
be rectified.
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Uniform

In most cases the inspectors found that second-hand kit was being provided to staff.
This caused them concern and does not encourage a belief that they are valued or
an investment, rather that the expectation is that they will move on early.

A later interview revealed that these concerns were being dealt with by a senior
manager who had also personally experienced being issued with second-hand kit
and was acting to rectify this for all officers.

This could have been communicated to staff as it would have been a positive
message.

Equally, the inspectors observed various policing garments being worn by the
police when patrolling at all levels. A more consistent approach needs to be set out
when undertaking uniform patrols.

Training

There is not a trained trainer for personal safety training. One sergeant fulfils that
function. Staff are being updated, but senior managers need to assure themselves
that the training is providing at least the minimum requirement to enable them to
safely deal with situations that staff might meet. This could be for example at
minimum for handcuffs, but the RFIP will need to establish ongoing training to
ensure officers have the requisite skills for their personal safety.

Overall

The inspectors conclude RFIP do have positive leaders who are working on a
number of fronts to improve the policing service, but clearly identify that further
development is needed. This particularly includes planning and community
engagement. Staff are being taken on the journey, but more could be done to stress
the importance of an ethical approach and clarify how their well-being is
supported.
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Chapter Two

Crime prevention and investigation performance, an audit of
crime recording and custody records, and an assessment of
victim care and support, safeguarding and community
policing.

Crime incident/crime management

Policing in the Falkland Islands deals with a low incident and crime demand. With
191 recorded crimes in 2019 and 154 recorded crimes for the previous year
supervisors are generally able to monitor the progress of each crime.® Crime
levels and incident levels are such that each can be scrutinised by senior managers
and actioned daily. The RFIP senior managers have a good grip on matters that are
reported.

It is useful at this stage to set out key elements of the crime recording process.

The RFIP have a control desk that also serves as the enquiry office desk for the
police station. The police control desk officer maintains a listening watch on marine
and civilian emergency radio frequencies and is where all “999” emergency calls
are taken and processed.

This islands-wide service is provided from the police station with 24-hour cover.
The 999 system has a call recording system, but this cannot easily be accessed. It
is understood that a replacement call recording system is planned but has not yet
been introduced. This will be vital to ensure effective auditing of crime and
incidents to provide reassurance about the effectiveness of the policing service.

It is good practice to listen to the calls, check against the recorded incidents and
against the appropriate recording of crime as occurs in all HMICFRS!? crime data
integrity inspections. The first audit stage cannot currently be achieved until the
equipment is replaced.

The incidents are recorded on an Access database. The system is not sophisticated
and is effectively a continuous list of events as they happen; be it a visitor to the
police station or a 999 call.

The incident log can be viewed but proves difficult to search or to differentiate
minor matters from more serious incidents. No live data can be produced and there
is no link to the crime recording system as happens in other police forces.

This results in a far less efficient process and uses staff time to correct the
deficiencies. Entries made on this system are timed but are reliant upon the single
control desk operator not being otherwise engaged at the enquiry desk or on other

% Figures supplied by RFIP
10 Her Majesty’s Inspectorate of Constabulary and Fire and Rescue Service Crime Integrity
inspection explanatory notes 2019
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calls at the time of making the entry. It is understood that this system is also to be
replaced.

The inspectors also make comment upon the IT systems used to record crime and
other matters such as criminal records. The crime system is run on a database
known as Cardbox.

The first version of that database originates from 1994.

This system neither supplies statistical data or live time tracking of crimes.

More concerning is that the database can be altered after an entry has been made.
Equally entries are not timed. RFIP run investigation logs linked to the crime record
to support the paper-based entries on the crime report. While most investigation
logs are open for staff to record entries, they can be easily altered.

Confidential investigation logs have a restricted view to supervisors and detective
officers. The investigation log is a work around to minimise the deficiencies of the

crime system.

The system is outdated, and the inspectors understand a replacement system is
currently being planned. This is to be encouraged.

It is vitally important for RFIP to have effective IT solutions in order to ensure the
continued improvement of the management of incidents and crime.

Recommendation 7

That the RFIP should work with the FIG to ensure that the introduction of new
IT systems, particularly for recording 999 calls, incident recording and crime
reporting, are prioritised and introduced at the earliest opportunity.

Ethical crime recording

Notwithstanding the need for a new crime system, the RFIP has introduced an
improved crime recording process to help ensure the ethical recording of crimes.

Central to this has been positive action by introducing a new process.
The new process means that each report is scrutinised with the person performing

this role effectively acting as a crime registrar !!, with the Chief of Police
undertaking the final sign off.

11 A dedicated post in England and Wales police forces charged with ensuring compliance with HO
Counting Rules for Recorded Crime.
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Clearly this enables the Chief of Police to have a good oversight at the conclusion
of crime cases, but the inspectors question the need for this sign off to be at his
level.

Data management examination

We examined the records of incidents recorded on the force computer system that
fell into various categories, such as information only, alarms, 999 calls and other
reported incidents.

From that system the inspectors reviewed about 25% of incidents from 2018 and
2019 to check if they should be recorded as crimes and whether that happened.
We examined the investigations log and the recorded crime reports.

It was pleasing to find that they correlated and that every effort was being made to
classify the crimes appropriately.

The RFIP could usefully introduce an independent audit to ensure that there is
continued improvement.

The inspectors did not consider it necessary at this stage of the development of
RFIP crime management to test the detailed sub-classifications of each crime. The
RFIP have made significant progress in the ethical recording of crime. With only
about one crime recorded every other day the expectation that RFIP fulfils detailed
sub-classifications at this stage'? is not realistic.

It is recognised that this is vital to policing in England and Wales where consistency
of approach and the information gained is required by the 43 police forces, as
numbers and types of crime are significantly higher.

However, as new crime systems are developed the RFIP could usefully progress to
full classification in order to establish the discipline. This will be useful preparation
as the population grows and crime types and numbers vary.

Repeat locations are generally identified first due to supervisors and officers’
awareness of individual crimes and not through the crime systems or crime pattern
analysis.

During the course of the inspection the inspectors observed how repeat offences
of criminal damage were identified for example at the Stanley jetty, then discussed
at a tasking and co-ordinating meeting. Officers were later seen on preventative
patrol in that area.

From the perspective of acting upon individual crimes and taking preventative
action the response is positive.

12 Home Office Counting Rules for recorded crime 2018
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However, the identification of repeat crimes that occurred over time would be
supported and enhanced with new systems and a more structured approach.

Crime prevention

The relatively low numbers of crimes mean that it has not been a priority for the
force to have a clear preventative strategy or approach.

However, as the population gradually increases, efforts will need to be made to
keep recorded crime low. Setting out an intent to prevent crime and the ways that
RFIP intend to achieve that will only assist in building public confidence in the
policing service.

There are strong links between effective community engagement and preventing
crime. The force should continue to develop a structured and collaborative
approach to preventing crime based on evidence of what works, with involvement
of other organisations and community members. Working together with other
partners and the community to solve problems is central to a sound preventative
approach.

Pleasingly, joint working has already been seen in some other areas of RFIP work.

For example, one RFIP supervisor was tasked with the operational delivery of a
domestic abuse project on the island following a previous recommendation by the
Lucy Faithful foundation. The RFIP worked together with other FIG departmental
heads to deliver a comprehensive series of elements to ensure the island has a
robust system in place to manage domestic abuse. The work included a policy for
all government agencies in how to report abuse, guidance on holding a Multi-
Agency Risk Assessment Conference (MARAC) to deal with a joint agency
response, and the use of a theatre company to highlight the issues to staff. Work is
ongoing to also establish a safe house.

File management

The RFIP has relatively high detection rates. There is no crime screening in RFIP as
all crimes reported are investigated by officers. This is rare in today’s policing and
a positive message for the public.

The inspectors examined several completed investigation files and from those
inspected they identified that effective investigations were conducted and

recorded on the investigation log.

It was equally pleasing to note from the Chief Prosecutor that police case file
quality was usually at a high level.
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Victim care and support

There is no set policy in relation to updating victims but in practice there is strong
evidence to suggest that this was occurring on a regular basis with only the
occasional missed opportunity.

Police officers have a case load of one or two crimes so there should be an
expectation that officers maintain regular contact with the victim.

However, the RFIP could usefully set out the minimum expectations in relation to
keeping victims informed, recorded on the investigation log and checked by
supervisors prior to submission of the closure of the crime record.

Supervision

It is clear that supervisors could do more to supervise their officers on patrol across
all shifts. Supervisory cover is only provided from 0830 to 1630 Monday to Friday
and is usually office bound. There is seldom a late shift supervisory cover except
for the duty manager rotation on Saturday evening.

At present there is a tendency for sergeants to be prioritising office bound projects.

Both patrol sergeants do have some significant commitments such as armed
policing, firearms licencing and training new staff. It is recognised they are striving
to deal with these important tasks diligently.

However, they are both new to RFIP sergeants’ duties and need to ensure they
allocate more time to their patrol officers. They should then be in a better position
to direct and support their staff on criminal investigations and other matters.

This must be changed to provide a basic level of support and supervision for staff.
The role description for the two patrol sergeants should be updated and adhered
to.

Additionally, they should also be supported in their own personal development.
Both are new to the role and this creates a resilience gap if either of the Chief of
Police or inspector are absent from the islands and one of the other sergeants has
to provide cover.

The inspectors consider this is a weakness within the RFIP hierarchy.
Management cover

A duty manager rota system operates for seven days from each Monday. The senior
managers and three sergeants are on that rota. A supervisory presence rather than
on-call sometimes occurs on Saturday evenings as part of that duty.
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However, the responsibilities and conduct of that duty week varies considerably
dependent upon who is the duty officer. Therefore, clarity needs to be provided
about the roles and responsibilities of the duty officer in order to support police
officer patrol.

Security

The islands have a small community where many people know each other well.
There is trust amongst and between many in the community and not unexpectedly
this is replicated in the police station.

It would be straightforward for a corrupt staff member to access systems,
information, exhibits or any document with ease.

While the risk is low with the high turnover of contract staff and potential for any
staff member to be compromised, there is a need for the RFIP to be more alive to
the risk.

There is no anti-corruption strategy, approach or instructions about, for example,
locking computer screens or what to do if offered gifts or hospitality from the
public. The exhibits fridge which is situated in the main meeting room, was not
secured at the time of the inspection and contains several live exhibits. Space is
short but clearly this is unacceptable and should be secured, not least because
investigations could be compromised. An anti-corruption strategy should be
introduced.

Custody records

The RFIP operate a paper-based system for custody records.

Records for 2018 and 2019 were examined and there was good evidence that they
were being completed with sufficient information. In some cases, entries were
comprehensive including those referring to checks on prisoners in the cell.

The custody provision would be unlikely to meet the standards of police custody
achieved in England and Wales that are regularly examined jointly by HMIP and
HMICFRS.!3

This is more to do with the physical restrictions of the building than to the respect
and treatment of detained persons. Indeed, the inspectors witnessed a few
detained persons being processed and at all times they were treated with respect
and given their legal rights.

13 Her Majesty’s Inspectorate of Constabulary and Fire and Rescue Service joint inspections with
Her Majesty’s Inspectorate of Prison. - Expectations for police custody Version 3 2016
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Pleasingly though, there is no evidence to suggest that the police custody cells
have been used for juvenile prisoners in recent years.

Operation Cinnamon

RFIP has successfully and recently investigated serious historic sexual offences in
Operation Cinnamon. This operation demonstrated the ability of RFIP to rise to the
challenge when faced with such a complex investigation.

When the operation initially started, to ensure it was resourced effectively, the
team comprised of a Detective Inspector, a Detective Sergeant, four Detective
Constables, a Document Reader/Receiver and a Disclosure Officer.

That operation has now been closed.

The positive action taken to date can only contribute to greater confidence in
policing.

Following the closure of Operation Cinnamon, the staff were reduced to a Detective
Sergeant and four Detective Constables, who became what is commonly known as
a traditional CID office.

The legacy work surrounding Operation Cinnamon is now business as usual for the
force.

In March 2020, the detective resources are to be further reduced down to a
Detective Sergeant and two Detective Constables.

Reducing the detective resource may be found to be a short-term approach that
reduces the proactive capability of the RFIP.

Case files were reported to be of high quality and the Chief Prosecutor expressed
no concerns about disclosure as is regularly the case in England and Wales.

This is to the credit of the team.

Safeguarding

There are good strategic relations between RFIP and Social Services with regular
operational contact. There is a Child Safeguarding Board but at present no
legislation for adult safeguarding, although that is underway.

The Chief of Police is a key member of the Child Safeguarding Board. The Director
of Health and Social Services is due to leave in the summer although the Inspectors
understand that a replacement has already been identified for this critical post.

There is currently a vacancy for a Multi-Agency Safeguarding Hub (MASH) officer.

Such a post operates as a single point of contact that handles safeguarding
concerns, helps assess risk and share information. The inspectors encourage an
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appointment to this position at the earliest opportunity. It is apparent that the close
working relations to date have resulted in serious cases being dealt with positively.

Safeguarding in England and Wales is undergoing significant change following the
Children and Social Work Act 2017. One of the major changes is the dissolution of
the local safeguarding children’s board. These will be replaced by ‘Safeguarding
Partners’ made up of Chief of Police; Chief Executive of the local authority; and
Chief Operating Officer of the Clinical Commissioning Group.

One of the new safeguarding arrangements is that Safeguarding Partners have to
put in place the provision for an annual ‘independent scrutiny’ of their practice.

The second significant change is around serious case reviews. The Inspectors
consider it prudent to mention these changes as safeguarding was given significant
importance in the terms of reference. The FIG may want to monitor the new
arrangements and once established then consider if there are clear benefits for the
islands.

Mental health support

RFIP have endeavoured to establish a continued professional approach to
vulnerable victims and there are now six achieving best evidence (ABE) trained
police officers and six social workers. However, there is no effective provision for
mental health.

Professional psychological support to victims of serious criminality is reliant upon
clinical nurse practitioners (CNP). Some victims have experienced significant
traumatic events and been supported by police officers as would be expected.

The lack of any psychological support except for CNP has meant that ongoing
reliance has been placed on other individuals, including police support to victims

that continues long after the conclusion of the case.

The natural withdrawal of this support as police officers deal with other cases leads
to these victims losing confidence in the criminal justice system.

It is understood that a bid has been made to the FIG by the Head of Health and
Social Services for a trauma psychologist.

Such a post would be a positive step.

Vulnerability

The potential for other serious offences also needs consideration. The islands may
be vulnerable to cyber-attacks as it has a trusting community, an isolated
communication network and potential hostility from Argentina.
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The FIG lead on this issue, but the police could usefully anticipate the need for the
RFIP to be prepared to assist complex cyber-crime investigations.

The RFIP should also check if the Foreign and Commonwealth Office consider that
cyber-attacks are a particular threat to the Falkland Islands. If so, the threat needs
to be included in the RFIP strategic threat and risk assessment and consideration
given to how the police would contribute to the mitigation of the risk.

Drugs offences on the Falkland Islands are rare.

However, the level of offending may not be fully understood as there is limited
intelligence on any drug activity. Where there is intelligence it is clear that RFIP
take positive action and the threat is identified in the RFIP strategic threat and risk
assessment.

Intelligence system

The RFIP had no effective intelligence system two years ago but have worked hard
to introduce a basic system. Officers now complete intelligence reports either on
paper or electronically that are assessed by the detective sergeant and detective
constable allocated responsibility for intelligence management.

The database is simplistic and effectively just a list. There is no access for officers
to the system once submitted. There is no live time intelligence available, for
example when an officer is attending a call to an address. Equally, the database
cannot be checked out of hours.

The system is being used, but officers should be encouraged to submit intelligence
by their supervisors. Intelligence is central to an effective police service.

The inspectors consider that the RFIP must continue to develop their intelligence
capability. This is another example of a database that is in urgent need of an
update.

Briefings

Prior to patrols, officers self-brief with handovers from previous patrols. The
system is ad-hoc and not formalised, relying upon the officer finding out
information predominately by viewing e-mails.

There is benefit in introducing a briefing screen for officers when the IT systems
are updated but, in the meantime, there needs to be continued focus on ensuring
officers are fully briefed when on patrol, and their understanding of the issues
regularly checked by supervisors.
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Overall

RFIP has made some positive progress in relation to crime recording and custody
records, but the supporting information technology systems are poor and make
what should be a simple easy function far more difficult. With relatively low crime
it is expected that there should be regular contact with victims, but minimum
expectations could usefully be set out.

Senior managers have a good grip on reported crime and investigation but need
to develop a clear preventative approach.

There is evidence of effective joint work in relation to safeguarding with serious
cases being dealt with successfully but with key posts that need to be maintained.
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Chapter Three
Demand, resource capacity and capability, and how
resource is matched to meet demand

Demand levels

It has been commented upon previously in this report that policing in the Falkland
Islands generally has a relatively low incident and crime demand.

During the course of this inspection the inspectors closely examined the
emergency calls for service, incident and recorded crime levels. The low levels
have been relatively unchanged since 2014.14

As can be seen from the illustration below, between 2017 and 2018 there was an
increase in recorded crimes of 24% in 2018 (37 crimes) and a 21% rise in reported
incidents (207 incidents). And, a 27% decrease in the number of 999 calls between
that same period (25 calls).

Whilst the figures remain exceedingly low, the inspectors would encourage senior

managers to make enquiries to establish the reasons for the increases and
decrease.

RFIP Incident recording and crime reporting

1400
1200
1000
800
600
400
200
0 [ . [ . | . [ .
2014 2015 2017 2018
B Incidents 674 984 975 1182
H Police 999 73 77 92 67
B Recorded Crime 142 188 154 191

14 The data for 2016 was not available from RFIP at the time of the inspection.
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Resource management

During interviews with staff the inspectors asked about workloads and the
distribution of work. Most staff members had one or two crime reports to
investigate. While complex investigations can require significantly more time than
routine criminal investigations this workloads at an acceptable level.

The inspectors take the view that the RFIP can manage the incident numbers and
crime demands within their current resources. Where the RFIP resources are
significantly tested is where more complex crimes require investigation such as
those undertaken as part of Operation Cinnamon.

The inspectors have already expressed their view about retaining the detective
capability established for Operation Cinnamon.

Several factors have an impact on resources, such as how RFIP tasks, recruit and
train their staff and work with partners. The inspectors examined these issues.

Tasking and Co-ordinating

To assist senior managers to make good resourcing decisions an effective tasking
and co-ordinating process and meetings are essential.

Pleasingly, a tasking and co-ordinating meeting has been newly established, but it
has yet to evolve to full effectiveness.

However, senior managers are to be congratulated on continuing to introduce
elements of the National Intelligence Model.!$

By continuing on this path, the RFIP will be better placed to make prioritised and
defendable resourcing decisions, allocate resources intelligently, formulate
tactical plans and manage the associated risks.

Partnership working

There are good working relations between the Joint Service Police Support Unit
(JSPSU) at Mount Pleasant and the RFIP. Weekend patrols and other activities are
regularly discussed at meetings between the JSPSU and senior managers.

The RFIP also has strong links with the Customs and Immigration Department who
also join those meetings.

In time, once the tasking and co-ordinating process has matured, the RFIP should
consider inviting JSPSU and a Customs and Immigration Officer to be regular
attendees at the tasking and co-ordinating meeting. This is additionally important
as JSPSU staff are also reserve constables.

15 National Centre for Policing Excellence Code of Practice National Intelligence Model
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Tasking sheets for staff have been only recently introduced and it is too early to
assess their success.

The RFIP should build on their progress to date and continue to introduce the
National Intelligence Model.

This is central to the RFIP becoming fully effective.
Recommendation 8

That the RFIP build upon the progress to date and continue the momentum to
introduce the National Intelligence model.

Patrol time

The RFIP have a challenge in maintaining a 24-hour patrol presence and policing
remote areas of the islands. This is because the patrol officers consist of a maximum
of 14 police constables spread over a 24-hour period. With vacancies due to
turnover, training requirements, rest days and many other essential commitments
it is often the case that patrols can fall below the minimum levels of two officers.
For night patrols this is regularly the case. These night patrols are not assisted by
one patrol officer having to fulfil the role of control desk operator.

In addition, as a consequence of a one-half post vacancy on the control desk, patrol
officers have to cover staff break times during the day. This half post needs filling
urgently, but the inspectors have been apprised of the difficulties in that regard.

Although confirming that additional resources are not supported, the inspectors
are clear that there is no capacity to reduce resources that would further impact
the patrol capability. This is particularly important at this time when the patrol
officers need to engage with the community.

The inspectors noted one joint patrol that consisted of a probationer police officer
from the Islands and a police constable contractor with 30 years’ experience in
England and Wales to inspector level. Such a combination presents the best of both
worlds and not only enhances each other’s development but assists in presenting
the best policing service to the public.

The RFIP should be supported in resourcing such patrols.

Probationer training

It was pleasing to note that the RFIP had taken the initiative and introduced a
probationer course for new recruits from the island. The feedback was positive and
is an excellent development that has the possibility of encouraging other people
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to join the service. Such training needs to be accompanied by exposure to
operational incidents.

Senior Managers will need to determine if they should also seek opportunities for
short term operational placements in forces in England and Wales to support their
development.

A greater focus should also be given to the importance of investing in their future
training and retaining islanders for the long term.

Reserve constables

It was also reassuring to note that reserve constables are now supervised, and their
development assisted.

However, as with other policing posts, vacancies are difficult to fill. Given that the
inspectors are encouraging effective community engagement a key task for police
officers working in the community is to identify and encourage suitable individuals

to apply.

The reserve officers fulfil an important role in supporting policing and the
momentum to recruit new members should be increased.

Firearms

Other aspects of policing need also to be considered including that of armed
policing.

While the likelihood of an armed incident has been assessed by the Force as low,
the severity of such an incident could be high. The RFIP have therefore prepared a
comprehensive strategic firearms risk and threat assessment (SFRTA).

The RFIP has a recently qualified Firearms Instructor and one AFO although there
is equipment for six officers with a set ambition detailed in the SFTRA to train six
officers.

At present there has been no firearms incidents in the last year.

A decision will need to be taken about the level of investment in the firearms
response to mitigate potential risk. At present there is not even a minimum
capability. The force authorised firearms officer recruitment ambition of six trained
officers appears unachievable with the frequent turnover of staff.

If the Chief of Police is satisfied that there is an operational demand for six

authorised firearms officers (AFOs) this could be taken forward by a staged
increase of AFOs over the period of the 5-year plan.
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Recruitment

There is a significant recruitment issue in the Falkland Islands for all staff. This
includes police officers and police staff and the inspectors are confident that this is
an issue that frequently receives attention and is addressed by the FIG.

However, the inspectors met some police officers with excellent explanations of
what working in the Falkland Islands means both in terms of challenge and lifestyle
rewards. These staff would be good role models for recruitment campaigns. They
could usefully appear on a clip, for example on the RFIP website, and used to
inspire people into making enquiries.

Equally for contracted officers, it was frequently mentioned that one concern was
the one flight home per year. While realising the implications on the rewards
package this could usefully be reviewed to determine if this is conducive to
encourage qualified people to contract to the service.

In addition, once contractors have returned to the United Kingdom, consideration
could be given to retaining positive role models for a short term afterwards who
have had Falkland Islands policing experience to encourage recruitment through
United Kingdom based campaigns.

This may help provide first-hand information to applicants who may have an
interest in joining the RFIP.

Induction and assessments

Familiarisation briefings and introductions now take place for new contracted staff
although this has yet to happen consistently. Such introductions are essential in
making new contractors feel part of the team and have clarity about what is
expected of them.

It is another positive development that such introductions and briefings have been
introduced by senior managers.

It is surprising that there have not previously been assessments for staff. These
have recently commenced with the Chief of Police undertaking a one-to-one
interview at the end of the process. This action should be encouraged and is yet
another example of a step in the right direction for the RFIP.

Some individual objectives are being set for staff in these assessments, but as the

process matures a strong linkage needs to be established with the planning
process for the RFIP.
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Continuous professional development

There is no continuous professional development for contract staff. To an extent
that is understandable as the expectation must be that selected staff have the
requisite skills.

However, this cannot be the case when a contractor is promoted to the next rank
while serving in the Falkland Islands. Under those circumstances, at the very least,
there should be an investment in the individual to ensure they gain the requisite
additional skills to fulfil that new rank effectively.!®

While there is some understanding of the range of skills in Force it is evident that
those of constables are not being fully utilised. There is a need to have a
documented skills analysis of the workforce readily available to the senior
management team.

Some skills are used but, in an ad-hoc way. Strong links need to be developed
between the strategic threat and risk assessment, the planning process and the
skills requirement so RFIP can be better positioned to tackle the challenges that
are presented to them.

Overall, it is vitally important for RFIP to maximise the opportunities to utilise staff
to meet demand. A combination of the various approaches suggested by the
inspectors may help the RFIP to ensure that the resources are maximised and more
able to meet the current levels of demand

Overall

The RFIP has consistently low demand for crime and incidents. While complex
investigations can require significantly more time than routine criminal
investigations, workload is at an acceptable level.

Senior managers have taken positive steps to introduce elements of the National
Intelligence Model.!?

By continuing on this path, they will be better placed to make prioritised and
defendable resourcing decisions, allocate resources intelligently, formulate
tactical plans and manage the associated risks.

Several factors have an impact on resources, such as how well RFIP works with
partners, staff recruitment, training and the effectiveness of patrols.

By acting in these and other areas RFIP are helping to ensure they maximise their
existing capability.

16 Unless they have previously performed the promoted role or a higher rank in the UK or
elsewhere.
17 National Centre for Policing Excellence Code of Practice National Intelligence Model
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Conclusion

The RFIP has experienced difficult times in recent years but have now made
progress and introduced a number of new approaches referred to in this report.
This provides the inspectors with some confidence that senior managers are
setting out to and succeeding in improving the policing service to the public.

Throughout this inspection the inspectors were made to feel welcome and allowed
free access to all documents, staff and offices.

The inspectors commend this report to the RFIP having conducted the inspection
independently and impartially.

They look forward to the RFIP further improving and, in particular, providing a
police service of which the Falkland Islands Community can once again be proud.
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Summary of recommendations

That the RFIP: -

1. Work with the FIG to introduce a 5-year strategic plan that sets out a
positive, ambitious and realistic future direction that is supported by a
clearly defined vision.

2. Ensure that the co-ordination of improvement activity is enhanced by the
introduction of an annual delivery plan that is regularly monitored and
reviewed and that drives activity.

3. Should review the target setting process consequent upon improvements
to the force planning process and ensure that the targets set are (SMART)

4. Policing style is clarified to assist determination of the operational
approach and resources to be applied to community policing

5. Establish community profiles for the various community groups and
locations, utilising them to informm future engagement with that
community. Where achievable this should be completed by police officers
being allocated to work with specific communities.

6. Should work with the FIG to ensure that the IT systems particularly for
recording 999 calls, incident recording and crime reporting are prioritised
and introduced at the earliest opportunity.

1. Usefully consider a locally relevant code of ethics to make it absolutely
clear to staff what is required of them.

8. Build upon the progress to date and continue the momentum to introduce
the National Intelligence model.
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Appendix B: Royal Falkland Islands Police — Inspection report development plan — April 2019

No Recommendation Owner Report by Progress Date
completed
1 That the RFIP work with the FIG to COP/DESIS 30-June-19 There is a departmental 5 year plan in the | 20/08/19
introduce a 5-year strategic plan that process of being finalised. If accepted this
sets out a positive, ambitious and should fulfil the requirement of this
realistic future direction that is action
supported by a clearly defined vision.
2 A new STRA should be produced bi- cop Nov 19 The STRA is completed annually at the 20/08/19
annually moment. | see little requirement to justify
a bi- annual renewal as opposed to a bi-
annual review. There is little shift in the
underlying strategic threats to the force.
This recommendation is therefore
rejected
3 That the RFIP ensure that the co- cop 30-June -20 Currently the force agrees a series of
ordination of improvement activity is SLO’s with the police authority. This in
enhanced by the introduction of an essence amounts to an annual delivery
annual delivery plan that is regularly plan. While SLO’s contain some
monitored and reviewed and that performance measures, there are
drives activity. departmental objectives that amount to a
realistic annual delivery plan and a
change of terminology and other
amendments to the presentation of the
SLO’s should meet the requirements of
this recommendation. This will be
subject to approval by the Police
Committee.
4 The RFIP should review the target COP/Police 30-June -20 See above
setting process consequent upon Committee

improvements to the force planning
process and ensure that the targets




set are (SMART)

Improve communication between cop 30- June-19 There have been huge improvements in 03/07/19

senior managers and staff communication with staff. There are
quarterly staff meetings/dedicated all
staff intelligence meetings/routine orders
issues monthly/PDC process in place
involving 1-to-1 conversations between
supervisors and staff. Daily briefings with
staff. Senior management regular police
i/c with constables and sergeants. The
COP hold annual 1-to-1’s with all staff. It
is not clear from the report why this is
raised as an issue.

Review Governance of RFIP — to C/E and DESIS 30-June-19 RFIP utilises the Gold/Silver/Bronze

include review of the command structure for internal

gold/silver/bronze command operations. The broader issue here is the

structure and its use in the Falklands full silver deployments and clarifying the
role of the COP as silver commander or a
subsidiary role to the Chief Executive or
the DESIS.

That the policing style for the RFIP is COP/Police 30-June-19 The Police Committee holds the COP to 17/04/19

clarified to assist determination of Committee account. MLA’s sit on the committee and

the operational approach and any issues relating to the style of policing

resources to be applied to community are managed through that forum.

policing

Carry out a skills analysis of all RFIP cop 31-December-19 Skills audit and TNA to be carried out.

staff to help allocation of resources Allocated to PS Douglas.

That the RFIP establish community cop 31-December-19 PC’s are allocated to FICS and LJS.

profiles for the various community
groups and locations utilising them to
inform future engagement with that
community. Where achievable this
should be completed by police

Plans in progress to allocate the following
areas for dedicated community policing
function.

MPA

Camp




officers being allocated to work with
specific communities

West

Stanley

There is a community policing strategy
and TCG process to ensure best fit to
community demands and a responsive
police force.

10 Consider using independent cop 30-June-19 This recommendation emerged following | 17/04/19
investigator for internal discipline a particular issue with a member of staff.
matters and update policy The recommendation is noted and would
accordingly be considered in the event another
significant investigation is under taken
using the Police Ordinance 2000.
11 Senior managers should ensure COoP 30-June-19 SEO Douglas tasked with this. The force 16/04/19
individuals are charged with website and Facebook page updated
maintaining RFIP website and utilising regularly.
social media eg Facebook
12 The RFIP could usefully consider a cop 30-June-19. The force has adopted an easily 16/04/19
locally relevant code of ethics to understood clear, ethical approach to
make it absolutely clear to staff what policing based on three central tenets —
is required of them. Integrity, Fairness and Respect. These
feature in the appraisal system and
managers are encouraged to ensure all
staff are aware of expectations regarding
ethical behaviour. While UK forces
benefit from a broader code of ethics, the
force sees the three elements as all that
is required to ensure the highest
standards of behaviour.
13 The force should consider a range of | COP 30-June-19 Following discussion between the

preventative measures to improve
force well-being.

management team, there were no real
concerns that force well-being was an
issue. There are operational risks
connected to some investigations and




this can be managed via the CID
management with the offer of local CPN
support. Other matters that occasionally
warrant intervention manifest
themselves during personnel issues that
occasionally emerge. There is evidence
that a support structure has been put in
place for staff affected by personnel
issues. However, such matters often
occurred with little or no notice and
therefore preventive measures are
difficult to target. For more serious
incidents, post incident procedures would
be implemented.

14 The RFIP need to establish ongoing COoP 30-June-19 There is a PST trainer commissioned to 16/04/19
training to ensure officers have the undertake PST refresher training in July
requites skills for their personal 19. Following this successful training
safety input, there are now two in-house PST
trainers.
15 That the RFIP should work with the cop 30-June- 20 Funding has been approved for 999 call
FIG to ensure that the introduction of recording; SURE have installed the new
new IT systems, particularly for system.
recording 999 calls, incident New IT system has been approved and
recording and crime reporting, are work is in progress to ensure effective
prioritised and introduced at the transition from old to new, with
earliest opportunity. expansion to customs and immigration
also factored in to the on-going
transition.
16 Determine if the COP needs to sign CcopP 30-June-19 There are fewer than the 200 crimes per 17/04/19

off all crime reports

year. The current mechanism allows the
COP to monitor standards and have sight
of all crime matters to assist in managing
force performance and staff




development. This recommendation is
rejected.

17 RFIP should consider introducing an COoP 30-June-19 This recommendation is noted. Thereisa | 17/04/19
independent audit of crimes to plan for a 2 yearly inspection and given
ensure compliance with recording the low number of crime this should be
standards. enough to comply with an independent

audit process. The force scored well in
relation to ethical crime recording and
this militates against the need for any
further scrutiny.

18 The force should continue to develop | COP 30-June-19 As mentioned previously, the crime rate
a structured and collaborative is low. CPA is undertaken by visual review
approach to preventing crime based of crimes and incidents by the
on evidence of what works with management team. Where spikes occur,
involvement of other organisations RFIP does work in conjunction with other
and community members organisations and community members;

there is a repeat victim policy in place.
Crime prevention advice is given out.
New IT system will allow for more
effective CPA.

19 Establish minimum expectations in cop 31—Dec- 19 This is an area of weakness and work is in
relation to keeping victims informed progress to outline minimum standards
and retain a clear audit trail of for victims of crime. Allocated to DS
contact with a victim. Burdon

20 Increase supervisory cover to COP 30-June-19 The sergeants work 1 afternoon per 16/04/19
improve visibility of sergeants during week- (Monday, Thursday and Friday)
the evening. plus duty manager cover is in place on

Friday and Saturday late evenings until
lam.

21 Devise a personal development plan cop 30-June-19 Each sergeant has a PDC appraisal. Sgt

for the sergeants

Smith is on local terms and has a bespoke
plan to assist in his development in his
current role and to that of Inspector.




22 Produce force policy document on cop 30-June-19 Policy introduced. 13/05/19
the roles and responsibilities of the
force duty officer
23 Introduce an anti-corruption policy cop 31-December-19 Comment was made in the report about
the security of the exhibits freezer. Plans
to transfer licensing functionality to the
post office will remove cash handling
from the building. Formulation of policy
to be undertaken by DS Burdon.
24 Reconsider the reduction in the COP/DESIS 30-June-20 Bid to retain 1 x MASH and 2 x DC’s —
number of detectives from 3 plus along with the DS. There is no business
MASH to 2 plus MASH in 2020 case to retain a fourth post due to fall off
in demand following the conclusion of
investigative work on Op Cinnamon.
25 FIG to monitor new UK safeguarding COP/DESIS Some changes are possible to align the
arrangements and consider how they FISCB to UK practice.
affect safeguarding processes in the
Falklands.
26 Consider including cyber-crime in the | COP 30-June-19 Cyber-crime already features in the STRA

STRA —seek clarity from FCO about
any threat to the islands from hostile
entities.

under internal security threat. Further
work is required to introduce a policy
that fits the needs of the force and allows
for clarity on response in the event of
cyber-crime being reported. Work has
already been undertaken to educate the
community and the website features links
to CEOP and Action fraud UK. Further
work is planned and the COP is attended
the UK National Police Coordinating
Centre in October to seek clarity and
devise policy on support available to RFIP
from UK assets




27 Carry out a customer satisfaction cop 31 .Dec- 19 Discussions with press and publicity

survey department are on-going to take this
forward. The last survey was done in
2012. Question is whether the same
questions are used now to provide a true
comparisons between then and now or
devise an amended set of questions.

28 Improve briefing system to officers cop 31-Dec-19 New briefing system in place.
and consider briefing screen on IT Work in progress to assess viability of the
system. opening screen of computers in the

police station showing intelligence feed.
A full time intelligence officer appointed
to provide uplift to functionality in this
area.

29 Consider inviting JSPSU and Customs | COP 30-June-19 RFIP meet with customs monthly and 17/04/19
and Immigration to weekly TCG JSPSU fortnightly. There is no justification
meetings. for weekly meetings. Intelligence

briefings given to police staff also sent to
JSPSU.
30 That the RFIP build upon the progress | COP 31-Dec-19 A tactical threat assessment has been

to date and continue the momentum
to introduce the National Intelligence
Model.

drawn from the STRA. This contains five
key priorities for the force. These are
CSE

Night time economy

Drugs

Domestic abuse

Problem profiles are being designed
around each area to provide options for
specific tasking to patrols to carry out
prevention, reassurance and
enforcement in the identified areas.
Dedicated LIO role under development to
enhance intel capability and improve




tasking processes and prosecution of
problem profiles.

31

Consider short term placementsin a
UK force to support development of
locally recruited officers

COP/DESIS

30-June-20

This consideration already forms part of
future discussion on how to best develop
local officers who have no previous police
experience. Submersion in a UK force
would enhance skills all round. This will
require budget support through bids in
next financial year. The cost will include
salary and accommodation. To maximise
benefit from any secondment emersion
at least 3 months is necessary. Local staff
with no previous experience cannot
obtain enough throughput of work to
develop a range of key policing skills.

32

Increase momentum to recruit new
reserve constables

cop

31-Dec-19

There are 8 reserves on the books and
opportunities are taken to increase
recruitment. Recent advertisement and
forces website add to the attraction of
joining RFIP as a reserve.

33

Increase the number of AFO’s — but
be cognisant of constraints placed on
training up to 6 due to high staff turn-
over

cop

30-June-20

The comments of the inspector are
noted, however more contract officers
are signing up for 4 years, more local
officers are being recruited and this helps
to sustain the COP’s ambition regarding
capacity in this area. October 2019
earmarked for dedicated Fl training to
bring capability on—line.

34

Consider retaining positive role
models who have returned to the UK
to aid in overseas recruiting.

cop

30-June-19

The force will commission a piece to
camera and upload to the force website
to provide additional information to




potential recruits about what life is like in
the Falklands.

35 Introduce detailed induction cop 30-June-19 Sgt Douglas has completed a

programme for new staff. comprehensive pack. This is
complimented by a plan that details the
various FIG departments and other key
stakeholders required to be visited as
part of a familiarisation exercise.

36 Produce implementation plan for cop 30/09/19 This has been formulated by Andrew
OTRCIS. The plan to include legacy McCartney and will be subject to further
management of the data held on refinement once the full implications of
Cardbox transfer are understood. The challenge is

determining what is relevant and requires
transfer and how this is to be
accomplished.

37 Enlist services of an external senior COP/DESIS 30/09/19 DESIS due to visit Gibraltar in June 19.

police advisor to assist in providing
support and advice to RFIP

She will establish line of communication
between respective police chiefs. COP
due to meet DCC of Sovereign Base
Cyprus in October 19.
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