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Introduction

The following paper provides a response to the recent call for evidence by the Commission on Vulnerable Employment (COVE) recently set up by the Trade Union Congress. The paper seeks to illuminate how the MPS is tackling vulnerable employment from a dual perspective, as an employer and policing service. Although the term vulnerable employment has a particular meaning, for the purposes of the current paper, the term has been located within a broader framework of diversity and marginalisation. Consequently, the paper seeks to offer insights into how the MPS is developing its products and services to meet the needs of a diverse range of customers and communities, vulnerable workers being one such community. The paper is based upon a series of informal interviews with selected MPS personnel occupying a range of strategic and service-delivery roles. The limited time available has meant that the scope of the paper has been constrained and by necessity only touches upon several out of many pieces of development work currently taking place within the MPS. Nevertheless, the examples used hopefully illustrate how the MPS is facilitating policing diversity, working with marginalised communities and remedying the causes of institutional discrimination. 

Expansive versus restrictive views of equality

There are two competing views of equality, which have significant consequences in terms of policy development and service delivery. Firstly, a restrictive view of equality refers to the situation where diversity and equality are treated merely as legal necessities with a focus upon legal compliance. Conversely, the second view of equality is an expansive view, which goes beyond compliance, focusing instead upon integrating the values of diversity and equality within organisational culture and business processes. The secondary aim of this paper, therefore, seeks to illuminate how the emerging corporate environment within the MPS embraces the expansive view of equality and how this ontological position is helping the MPS to meet the diverse needs of its customers, particularly amongst marginalised or vulnerable groups. 

Vulnerable Employment

The Commission’s working definition of ‘vulnerable workers’ focuses upon people who are placed at risk of exploitation/harm due to an imbalance of power within the employer-worker relationship. The key word within the definition is ‘risk’, suggesting that exploitative abuse is not synonymous with the denial of legal employment rights. The Commission also draws a distinction between vulnerability and labour market disadvantage. 

In the recent Success at Work (2006) policy statement, the Department of Trade and Industry (DTI) suggested that there are two factors in determining vulnerable employment. Firstly, the person should be working within an environment where there is a high risk that their rights will be denied; the DTI suggests that an indication of workplace risk can be determined by industry. Consequently, industries such as catering, cleaning, construction, retail and security are high-risk industries. Secondly, the DTI suggest that vulnerability is mediated by a person’s capability of protecting themselves from abuse or exploitative practices. The DTI cites the following personal factors: 

· Financial resources (e.g. level of wages)

· Awareness of rights

· Skills and employability (e.g. fluency in English)

· Availability of support networks

· Wider dependence upon the employer (e.g. accommodation or loans)

The wording of the policy statement itself suggests that the scope of vulnerable employment extends beyond formal employment relations to include informal employment or illegal labour. The key issue relates to the effect of the workers’ marginalised position rendering them unwilling or unable to enforce their legal rights. In this sense vulnerable workers represent a distinct community with particular needs. 

The remainder of this paper locates the concept of vulnerable employment within the broader framework of policing diversity and marginalisation, and seeks to illuminate how features of the emerging MPS corporate environment have started to shape policing within London. Although the paper is not an empirical investigation of these issues per se, it does draw upon the perspectives of a range of MPS personnel, including senior officers, offering a unique insight into a setting, which is often closed from public scrutiny. The following examples can be treated as vignettes to illuminate the change in MPS organisational culture and how this change positively impacts upon service delivery and contributes to the wider vision of social cohesion within London. 

Together

The Stephen Lawrence Inquiry (1999), the public Inquiry into the MPS investigation into the racially motivated murder of Stephen Lawrence, provides an example of how public trust and confidence were lost due to police incompetence and indifference resulting from institutional racism. The Stephen Lawrence Inquiry identified systemic failings within the MPS that resulted in a failure to effectively carry out its duty. Subsequently, the MPS has built upon the findings of the Stephen Lawrence Inquiry resulting in the following focus:

· Guidance for police personnel managing similar situations;

· Key values amongst all MPS personnel, and;

· Proactive community engagement activities to ensure that the MPS policing services are focused upon the needs of citizens, communities and partners. 

Critical Incidents

The National Police Improvement Agency (2007), drawing upon the MPS guidance developed by Bill Griffiths, defines a critical incident as being:

“Any incident where the effectiveness of the police response is likely to have a significant impact on the confidence of the victim, their family and/or the community” (2007, p. 6).

The MPS Critical Incident Advisory Team found during a pilot project that many critical incidents started as ‘level 1 crimes’ (e.g. criminal damage, theft and harassment), and often did not escalate into critical incidents until after a delay of several weeks or months. The project highlighted the importance for officers attending and monitoring incidents to “acknowledge how cases develop into critical incidents over time, and consider what the impact on the community might be if this happens” (2007, p. 8). 

The subsequent advice for Chief Officers recently published by NPIA/ACPO (2007) provides a clear description of the characteristics of critical incidents (e.g. faulty procedures, inadequate management and assumptions/stereotypes) and the process for the management of critical incidents (e.g. preparation, management and restoring public confidence).  The advice highlights the importance of leadership, policy/processes, people and partnerships within the management of critical incidents. In particular, the advice emphasises the importance of family liaison and community engagement.

The explicit recognition of critical incidents is important because it amounts to an adjustment in mindset or perspective. The emphasis is upon an examination of the effect of the police response upon the broader community and explicitly recognises the importance and value of the voices of these communities. In other words, it is incumbent upon the police to develop community relations and to actively develop public confidence and trust. In this way, Together and more specifically the development of critical incident management have provided the impetus behind the paradigm shift in the policing of diversity. The following sections highlight some of the ways in which these changes are being taken forward. 

MPS Values

Following the Stephen Lawrence Inquiry, Macpherson (1999) defined institutional racism (encompassing wider discrimination) as follows:

“[C]ollective failure of an organisation to provide an appropriate and professional service to people because of their colour, culture or ethnic origin. It can be seen or detected in processes, attitudes and behaviour which amount to discrimination through unwitting prejudice, ignorance, thoughtlessness and racist stereotyping which disadvantage minority ethnic people…” (1999, paragraph 6.34).

Although Macpherson’s definition of institutional racism has received criticism (see Anthias, 1999; Bourne, 2001; Wight, 2003; and Phillips, 2005), the MPS Commissioner accepted the definition as setting a new standard, effectively paving the way for ‘Together’ and a paradigm shift in the delivery of police services.

Through a process of consultation the MPS Together team (2006) identified the following four key values as being critical to the delivery of a police service within London:

“We are proud to deliver quality policing; there is no greater priority…

We will build trust by listening and responding…

We will respect and support each other and work as a team…

We will learn from experience and find ways to be even better.”

These values cut across the entire organisation, providing impetus for business improvement within fields such as diversity, leadership and people management. A range of behaviours, which nurture and reinforce the desired outcomes, underpins each value (see Appendix 2). These values have resulted in the delivery of a citizen focused/community engaged approach to policing and reassessment of the concept of leadership (see below). The values seek to counter the factors identified by Macpherson (1999) that result in institutional discrimination. 

Leadership Academy Local (‘LA Local’)

The LA Local represents a major milestone with the provision of Leadership Academy’s products and services at a local level.  The overall emphasis of LA Local is upon developing values-based leadership at different levels within the organisation. Specifically, LA Local has three key aims:
· To provide MPS officers and staff in leadership roles with the skills and tools of effective leadership; 

· To engage officers and staff at the local level in helping make the MPS a more Values consistent workplace; 

· To ensure that the connection between operational activity and the Values is clear to all staff.

LA local is based on a number of key areas that the Leadership Academy has identified as being essential to the achievement of the above key aims. 

Senior Leadership

The leadership style of the Senior Team is a significant aspect of what shapes the performance of a borough/operational command unit (BOCU). The starting point of LA Local is to work with the Senior Team, focussing on their leadership style and effectiveness as a team. Specific Interventions at this level include critical incident training, team development, individual coaching and Values Based 360 feedback. 

Involving Officers and Staff in decisions

Officers and staff are asked key questions about 'what matters' - both for BOCU performance and the type of changes that would make the BOCU a better place to work. A key part of making this happen centres around the setting up of a Steering Group made up of volunteers fairly chosen from across all levels of the BOCU. The Steering Group then communicate with the BOCU on these two key areas. 

Communication

Communication is at the heart of LA local. If the MPS is to be a more Values consistent workplace it is important that communication across the BOCU is enabled and supported. This is done in a number of ways: (a) Working with the SMT and representatives from the local community to identify what the key messages are for the BOCU; (b) working with the Steering Group who can share these communication messages and feedback the types of changes that may make a difference to performance and the workplace; and (c) conducting a BOCU wide survey which asks officers and staff to indicate their views on where the BOCU is currently, both in leadership and communication and in making the BOCU a better place to work.

Identifying Actions

Based on the feedback from both the Steering Group and the BOCU survey, the Leadership Academy then works in partnership with the Steering Group to identify specific actions that may make a difference to BOCU performance and in helping to make the BOCU a more positive work environment. These are locally owned and supported by the SMT/Steering Group for implementation. 

Provision of Skills and Tools to Officers/Staff in leadership roles

Leadership Academy staff provides localised interventions to officers and staff in leadership roles (Team Leaders). This would also include local community involvement and is based on a 3 day module focussing on leadership, coaching skills and people management. In addition officers/staff at specific leadership impact levels will be offered Coaching. 

LA Local is currently being piloted in five settings - Hackney, Hillingdon, Wandsworth, Greenwich and Central Communications Command (CCC) – and likely to be rolled out across other MPS borough operational command units MPS in 2008. The emphasis of LA Local is upon good leadership and partnerships to build MPS values into daily life, for engaging within diverse communities and improving service quality. 

Key encounters

Drawing upon the concept of critical incidents, key encounters focus upon the organisational learning to emerge from customer/public-police interactions, such as stop and search. There is an emphasis upon the impact of the interaction upon trust and confidence, and how the key encounter can be used to identify, through active consultation and involvement, key elements that contribute towards a successful interaction from both community and policing perspectives. In this way, the process of key encounters is a way to build public trust and confidence. Following a successful workshop in Hounslow, the lessons learnt from the stop and search key encounter workshop now forms part of the Initial Police Learning and Development Programme (IPLDP) for police recruits. It is envisaged that the learning from other key encounters will be ongoing and will underpin performance standards. 

Diversity and Citizen Focus

The Diversity and Citizen Focus Directorate (DCFD) has overall responsibility within the MPS for the delivery of citizen focus and other initiatives focusing upon diversity and equality. As noted earlier, Citizen Focus operationalises many of the elements of Together and is linked to the broader vision of community cohesion and local accountability. Therefore, the work of DCFD directly supports Together and delivering a police service to meet the needs of London’s diverse communities. The word communities denote not just geographical communities, but also communities linked through homogeneity of interests or identity. For the purposes of the current paper, I have focused upon a few areas to provide an insight into how the MPS is engaging with diversity. Although many of the subject areas are treated in isolation for illustrative purposes, interviews highlighted common themes and intersections within these subject areas. Therefore, each of the areas is not mutually exclusive.

Race strand

The Stephen Lawrence Inquiry (1999) marked a key milestone for race relations within the MPS and wider public service. The outcome of the Inquiry was a marked contrast to the findings of Scarman (1981) in the wake of the Brixton riots who categorically denied the existence of institutional racism within the police service; it was the case of a few rotten apples. However, the subsequent acceptance following the Stephen Lawrence Inquiry of the existence of institutional racism, as well as broader discrimination, within the police and public services, provides a demonstration of the intention to change the attitudes, values and procedures within the MPS. 

The empirical research of Holdaway (1996; 1997; 1999) into police culture focused upon how institutional racism may operate. Using qualitative interview data of the employment experiences of black and Asian police officers, Holdaway (1997) showed “how the mundane structure and content of the police rank-and-file occupational culture facilitate processes of racialization” (1997, p.22).  Following the Stephen Lawrence Inquiry, Holdaway (1999) highlighted how a colour-blind approach to policing required an acknowledgment of the negative racial categorisations that had been moulded by the occupational culture of police officers. The police occupational culture had a significant effect upon how officers’ predispositions towards certain groups were shaped, which in turn mediated their actions and responses (Holdaway, 1999). That is why the work of Together and Citizen Focus are critical to developing community cohesion, shaping the predispositions of officers and staff delivering a service within the diverse policing habitus. 

The race strand of the MPS Equalities Scheme, in common with the other strands of diversity, builds upon developing an understanding of the complex needs of the different communities within London. Moving forward, the MPS has developed close working relations with strategic bodies (e.g. Greater London Authority) as well as local communities and groups. The benefits from this approach have been that the MPS can help to promote the needs of these local communities by exerting an influence at a strategic level; for example, Commander Quinton, who has the ACPO lead for immigration, recently provided comprehensive feedback from a policing diversity perspective on the Mayor’s strategy for the integration of asylum seekers and refugees (London Enriched, 2007) highlighting many issues, including confidence, crime reporting and victim care. 

The MPS recognizes that gaining access to diverse communities and community engagement requires unusual approaches. The ATHENA project and closely linked MetTRACK project seek to facilitate community engagement through sport. The ATHENA project has established relationships with groups, particularly youth, involved with basketball, cricket (e.g. Urban Cricket Partners) and football (e.g. Street 20). The MetTRACK project has developed relationships with referral agencies to encourage young offenders/disruptive youth to become involved with athletics; although the project has initially been limited to five boroughs, it is envisaged that the scheme will be extended to other boroughs. 

The approach taken by the MPS towards citizen focus and diversity has meant that it has become sensitive towards different forms of exploitation and marginalization. An enhanced sensitivity during routine police work (e.g. lost passports or people reported missing) has meant that issues relating to migrant domestic workers have emerged, particularly within the Middle Eastern communities. Further enquiries have highlighted issues around trafficking and exploitation, as well as common practices such as employers withholding domestic migrants’ passports. To help raise awareness towards these issues, the MPS has formed partnerships with organizations such as the Centre for Filipinos, a UK based organization providing advice, information and support to Filipino nationals and their families, and Kalayaan, a registered charity providing advice, advocacy and support services in the UK for migrant domestic workers.  

The MPS recognizes the changing nature of society. The strategic assessment, which is a central feature of the MPS business planning process, focuses upon the many external factors (e.g. political, economical, legal, social, etc…) that influence the supply and demand of policing services, demonstrates how the MPS integrates its business planning with its understanding of likely changes within the operating environment. At an operational level, the MPS through its ever-increasing links to local communities and partners is developing its understanding of hidden economies (e.g. the Recruitment Directorate is developing links with Community Links in Newham to gain an understanding of the informal economy) and emerging communities, which can be illustrated by the work of Communities Together Strategic Engagement Team (CTSET).

The focus of CTSET work is around gaining an understanding of emerging, often invisible or hard to reach, communities within London. The CTSET has developed close working relationships with local safer neighbourhood teams and senior management teams. CTSET regularly produces borough profiles drawing upon socio-economic data as a source of information/intelligence for local managers.  CTSET works with local police where knowledge gaps become evident (e.g. the Latin American workshops were a result of the recent incident in Stockwell). Furthermore, the MPS is working in partnership with academic institutions, such as University of Central Lancashire (UCLAN) to develop a better understanding of the issues effecting communities and is developing the Pathfinder model to facilitate this process.

The aims of the Pathfinder pilot are to help support citizen focus and engagement activity by fostering better mutual understanding between the selected communities, police and other stakeholders. The Pathfinder approach focuses upon increasing an understanding within both the police and Pathfinder communities of the issues, needs and priorities facing both groups in relation to safety, crime and policing.  It is anticipated that the increased awareness will contribute towards increased safety of a range of communities, prevention of serious and enhanced community cohesion/integration. 

During the first phase of the pilot, UCLAN has focused upon the following five boroughs: Redbridge (Pakistani), Ealing (Somali), Haringey (Kurdish, Turkish), Newham (Sri Lankan, Tamil) and Tower Hamlets (Bangladeshi); these boroughs/communities were identified as being high risk/low engagement during an earlier strategic assessment. Local community organisations were appointed during the pilot to consult and raise awareness of key issues deep within their communities, reaching beyond traditional community leaders. 

In September 2007, the Phase 1 consultation findings have been completed for the following groups: Da’watul Islam/Darul Ummah, Building Relations with Communities Everywhere (BRACE), League of British Muslims, and Somali Youth Union. The results from Phase 1 have provided a focus for the remainder of the pilot. The Recruitment Directorate, which has overall responsibility for people-resourcing within the MPS, is working in partnership with the Pathfinder pilot to identify barriers to recruitment and selection; by gaining an understanding of the issues the Recruitment Directorate seeks to build upon its existing programme of community engagement to improve service delivery to Pathfinder and other emerging communities. 

Lesbian, Gay, Bisexual and Transgender (LGBT)

The LGBT strand represents one of the six diversity strands within the MPS Equalities Scheme. The LGBT strand seeks to improve community engagement and delivery of policing services to LGBT Londoners, and to improve the workplace experience of LGBT colleagues within the MPS. Therefore, the LGBT strand focuses upon both external and internal issues that affect LGBT communities. Moreover, the LGBT strand is of particular interest because of the multiple-discrimination often experienced by members within the community groups. The following examples of work taking place within the LGBT strand seek to illustrate how the MPS is gaining an understanding of the needs of the LGBT communities to improve its service delivery. 

Independent Advisory Groups

The team has developed engagement of the independent LGBT Advisory Group as a way of gaining access to LGBT communities and relevant stakeholder organizations  (i.e. there are currently five Pan London Advisory Groups with focus and knowledge on areas such as youth, disability, gypsy/travelers, race and Muslim safety).  The LGBT Advisory Group enables the MPS to gain an understanding of the communities and policing issues from the LGBT perspective (e.g. following a critical incident and or to improve police service delivery). There is recognition that LGBT groups may be victims of other forms of discrimination (e.g. on the grounds of gender, race, disabilities). The Territorial Police Pan London LGBT Steering Group in conjunction with external partners also provides a strategic focus for LGBT and summary   programmes of the Steering Group work are fed into the Territorial Police Diversity Forum presently chaired by Commander Rod Jarman.  In turn, all programmes are fed into the MPS Diversity Board.

Crime reporting

The LGBT strand has embraced crime-reporting options to overcome the perceived barriers of traditional reporting methods. These perceived barriers have meant that the extent of homophobic/transphobic hate crime is likely to have been under-reported. There are currently three additional reporting methods:

· Facilitating the True Vision third party reporting

· GALOP (an LGBT voluntary community safety charity) assisted reporting

· Promotion of online reporting (this process was developed under the Territorial Policing banner of responding to hate crime).

Crime information gained through these methods is recorded on the MPS crime information systems (i.e. CRIS and CRIMINT). In this way the police and other organizations gain a better estimation of homophobic/transphobic hate crime which is recognized for the significant under reporting directly to police via face to face engagement, as well as providing operational intelligence.

Liaison officers

There is a network of LGBT Liaison Officers across the London boroughs. These officers not only act as a single point of contact, but also have a working knowledge of local communities and associated organizations/voluntary groups. The Liaison Officers work closely with other command units in their Boroughs to develop solutions to local problems. The LGBT Liaison Officers are instrumental in building public confidence with the policing services provided by the MPS. To increase the benefits already realized through the LGBT Liaison Officers, the MPS would like to develop the role further to resemble the Family Liaison Officer role. 

Diversity Champions’ Programme

Considerable work is focused upon improving the workplace experience of LGBT workers in the MPS. The MPS was one of the first employers to join the Stonewall Diversity Champions’ Programme. By being a member of the Diversity Champions’ Programme, the MPS is providing a clear message to LGBT communities about its commitment to diversity and equality. The MPS is currently ranked as 42 out of 100 employers on a range of benchmarking standards, including data monitoring and awareness. The MPS is working towards raising the profile of its commitment to LGBT matters and service delivery by seeking to have the Stonewall Diversity Champions’ logo on all of its corporate diversity literature and material.   By introducing this proposal, the iconic Stonewall Icon is recognized by many LGBT colleagues external and internal of the MPS and further builds upon the trust and confidence that the MPS is an employer of choice and one that is inclusive.

LGBT and Vulnerable workers

The work of the LGBT strand illustrates how the MPS is removing barriers and gaining an understanding of the needs of marginalized groups. The focus upon communities as customers has a direct impact upon how MPS personnel work with these communities to ensure that service delivery meets their needs. The effect of the work of the LGBT strand has been reflected within increased trust and confidence, willingness of external LGBT stakeholders to work in partnership with the MPS and increase in Hate Crime reporting. Internally, the status of LGBT diversity has been enhanced by increased visibility amongst MPS staff, dispelling some of the myths, as well as the recruitment, retention and progression of LGBT colleagues. The MPS Equalities Scheme will also mainstream LGBT diversity. Consequently, as well as a tangible openness towards diversity, the work of the LGBT strand highlights how the organization is adapting its business processes to meet the specific needs of particular communities. 

Disability strand

The main objectives of the disability strand is to improve confidence and trust by improving accessibility, breaking down perceived difficulties, developing a better understanding and improving communication. In order to achieve these objectives, in much the same way as other strands of diversity, the team has focused upon external and internal issues. 

Firstly, regarding external focus, the DCFD has developed a working relationship with the Disability Independent Advisory Group; discussion with the strand lead revealed the tension that exists between people with different impairments and the pratical challenges of meeting all their access requirements. In terms of local engagement, DCFD have been made aware that there are relatively few disabled people on Safer Neighbourhood Panels, which has led to the development of the forthcoming guidance for the recruitment of disabled groups to Safer Neighbourhood Panels; this guidance seeks to illuminate the inherent diversity amongst disabled groups, along with their disparate needs, and how access issues can be resolved. 

The second area of work focuses upon internal issues.   The strand provides specialist advice on workplace measures such as reasonable adjustments. The strand has a close working relationship with the Employer’s Forum on Disability; information supplied by this organization is disseminated to MPS personnel.  After consultation the strand has produced guidance on Bringing Assistance Dogs to Work.   The team is also involved with police business improvement projects to ensure that the voice from disabled groups is included (e.g. Borough custody project, highlighting particular needs such as hearing loops and to ensure that disabled people are given the same access to any new technology within the custody area.. The team also identifies roles within the MPS that may provide good employment opportunities for disabled people (e.g. the working environment within MetCall may well prove a suitable working environment for people with disabilities and therefore offer a range of employment.  

Diversity and Citizen Focus Advisors

In order to help deliver many of the benefits of Citizen Focus, the DCFD has recently appointed specialist advisors to support operational and support police units. It is envisaged that when diversity or citizen focus issues emerge, the advisors are available to link many internal and external resources (e.g. specialist advice from community groups, staff associations, etc.) to resolve the issue. The advisors will also help with the development of local Equalities Scheme Action Plans as part of the wider Equalities Scheme in local government. In this way, diversity considerations are being integrated within the context of operational policing and not treated as something separate, providing a framework to enable the voices from marginalised groups to be heard and included within policing activities. 

HR Conferences

The MPS regularly holds conferences for its HR managers. These conferences are high profile and focus upon organisational issues relating to people management and changes likely to occur during the foreseeable future. The conference in November 07 explored themes around the changing face of London, Olympic games and the shared vision of an HR shared service centre. The conferences provide an opportunity for HR practitioners to network and gain a broader perspective of HR issues. 

Policy development

Policy development within the MPS is corporately owned, locally delivered and underpinned by processes of internal/external consultation (e.g. independent advisory groups, staff associations, etc…) and equality impact assessment. The Strategy Unit – Policy Co-ordination Unit oversees the development and monitoring of all policies in light of the MPS Equalities Scheme. 

The MPS has embedded a process of equality impact assessment (EIA) within the development of policies. This process focuses upon determining the effect of policy changes upon specific groups. The independent advisory groups, as well as staff associations and trade unions, provide key insights and access into many of London’s communities, helping the MPS to gauge the impact of proposed changes. There is an expectation that the EIA process be extended beyond policy development to encompass all decision-making processes. 

Generally, all policies are formally monitored annually against the six strands of diversity (i.e. age, disabilities, faith, gender, race and sexual orientation); however, many policies are monitored more frequently (e.g. the HR Scorecard provides a monthly analysis of ethnicity and gender workforce strength information), which is particularly useful in areas perceived as being high risk. Where adverse impact has been identified through statistical analysis or feedback from consultation, policy developers are required to carry out further investigations to identify the causes. Where the issues appear complex, the Strategy Unit - Strategic Research Unit is available to provide specialist research advice and support. 

The policy development must take into account emerging trends within the wider external and internal environment. The Strategy Unit – Environmental Scanning Unit and other groups, such as Recruitment, undertake strategic assessments to gauge how environmental conditions may change and build this environmental scanning into planning processes; for example, Recruitment has identified the need for specific language skills for police personnel based upon its knowledge of emerging communities across London, which has in turn influenced the engagement and marketing strategies. Furthermore, the recent HIV policy took into account legislative changes around disability. 

Consequently the current framework achieves the following:

· Identifies potential changes to the operating environment and allows policy developers to review their policies in light of these potential changes;

· Access to a diverse range of internal and external stakeholders for consultation/engagement;

· Potential to shape policy in light of consultation/engagement;

· Equality monitoring that identifies adverse impact and gives access to specialist support;

· Review process helps to ensure policies are relevant and contemporary, as well as being accessible.

The MPS has undertaken a complete review of all its policies relating to people management, resulting in not only an overall reduction of the number of policies in force, but also an increase in policy awareness and accessibility of policies amongst staff.

During the next 12 – 18 months the MPS will be developing local action plans to demonstrate how service delivery will meet the needs of local communities across London. The role of citizen focus advisors will be pivotal in taking this work forward within boroughs and policing service providers. 

Progression of black minority and ethnic and female personnel

MPS workforce data shows that over time that there have been significant increases in both BME and female representation levels amongst MPS personnel, both officers and police staff. The increased level of representation is attributed to the active participation of a wide range of staff associations, managerial development opportunities, increased workplace flexibility by way of family-friendly/flexible working practices and equality monitoring. Furthermore, recruitment and selection processes focus upon relevant behaviours and competencies, with a departure away from traditional methods using unfair practices (e.g. evidence that is based upon length of service). 

The MPS recognizes the differing needs of staff and has implemented through DCFD several organizational development programmes. Currently, there are opportunities for managers (e.g. Spring forward) and non-managerial grades/ranks (e.g. Springboard); details of these initiatives can be found in the Appendices. In terms of vulnerable employment, the Springboard initiative, a five-day programme developed in partnership with the Central School of Speech and Drama, acknowledges the potential power imbalance for personnel, particularly females working within ancillary or routine administrative roles. The resulting programme aims to provide a safe learning setting to develop and nurture self-awareness. The programme does not exist in isolation and is linked to workplace activities, through involvement with line managers, to reinforce the learning. Although Springboard is currently at a pilot stage, the project team envisages that it will be rolled out in the future.

Temporary staff and outsourced services

The DTI (2006) has highlighted how workers in particular industries are at risk of vulnerable employment and exploitation. Within the MPS many of these groups who provide these particular services are not employed directly, but through temporary agencies or outsourced suppliers. In order to offer protection to these groups of workers, the MPS has built many safeguards into the procurement process to ensure that any supplier or sub-contractor supplying goods or services adhere to minimum standards of conduct. Appendix 1 provides an extract from the standard pre-qualifying questionnaire used for all contract tenders, including the master vendor contract for the supply of temporary staff. The procurement process requires competing suppliers to provide evidence of their commitment towards diversity and equality, and how they ensure that any sub-contractors are equally compliant. Temporary workers are also treated as ‘employees’ by the master vendor thus affording individuals with substantial employment protection. The master vendor contract ensures that second tier suppliers adhere to codes of conduct relating to temporary workers’ conditions of service, including health and safety, holiday entitlements, sick pay and grievance/disciplinary matters. Temporary workers engaged by the MPS are paid more than the national minimum wage (e.g. catering assistants earn £5.75 per hour by comparison to the minimum wage of £5.52 per hour). 

Security clearance issue

All staff, including temporary workers, must be security cleared to gain access to MPS buildings. One of the qualifying conditions relates to the length of time the person has resided within the United Kingdom to enable sufficient background checks to be undertaken (i.e. currently there is a requirement of three years residency). The residency requirement works against those with less than three years UK residency, barring this group from employment opportunities within the MPS. The net effect of the residency requirement means that the majority of migrant workers, many who may be deemed ‘vulnerable’ (e.g. because of poor language skills, lacking support networks), are unable to work for the MPS (or other Government departments requiring security clearance) and may be compelled to seek work within riskier environments (e.g. informal market). Thus, the unintended outcome of the vetting process creates a tension between the desire by the MPS to be an inclusive employer and the understandable need for security. In this way, a perfectly reasonable requirement by the MPS and other Government services contributes to the marginalisation of certain groups. 

Concluding comments

The MPS has undergone significant change within a short time. The process of change is set to continue. The Together programme has provided the foundation for embedding values within the workforce and focus for developing our policing products and services through Citizen Focus to help meet the needs of diverse communities, including vulnerable workers. There is an expectation that this engaged approach to policing diversity will lead to better public trust and confidence resulting in better police performance.

The approach adopted by the MPS very much appears to be underpinned by an expansive vision of equality. However, such an approach can lead to tensions, especially when departments are competing for limited resources, running the risk that restrictive practices may emerge to satisfy legal requirements, such as annual equality assessments. Furthermore, the issue around ACPO residency criteria within the security clearance process shows how a well-intended policy may lead to restrictive practices, disadvantaging specific communities and vulnerable workers. Nevertheless, the organisation has a framework in place to review and carefully consider the effects of policy and praxis, taking into account the voice of communities and individuals. 

From a personal perspective the outcome of the Stephen Lawrence Inquiry and the open acceptance of institutional discrimination within the MPS was a considerable worry. However, the organisation appears to have taken the opportunity to learn from its experience and move forward by deconstructing the mechanics of institutional discrimination. My brief journey highlighted a refreshing enthusiasm and zeal amongst colleagues who are implementing and developing initiatives to enhance diversity and citizen focus. By reinforcing key values, engaging with communities and gaining a better understanding of the needs of communities, the MPS is tackling the causes of institutional discrimination. And this can only be good news for the diverse communities in London, including marginalised groups and vulnerable workers. 

Appendix 1 

Extract from pre-qualifying questionnaire used for all contract tenders

“Do you intend to sub-contract any of the work involved with the manufacture of the goods/service?

 

If yes please specify:

a) How long have you employed the sub-contractor(s) which you intend to use on this contract?

b) On what criteria is your selection of sub-contractors based?

c) What is the normal duration of contract with your sub-contractors?

d) Who monitors the sub-contractors' performance?

  

Within the last three years has your company
a) appeared before an employment tribunal?

b) been prosecuted for any breach of employment regulations?

c) been prosecuted for, or been the subject of any investigation in respect of, any  alleged breach of regulations relating to equality of treatment  relating to pay, ethnicity, disability or gender?

 

Please answer Yes or No in respect of a), b) and c).  In the event of a Yes answer to any of the questions please provide details. 
 

e) We are also committed to policies and action that will make sure our employees and the people we serve are not discriminated against because of their disability, race, colour, ethnic origin, religion, age, sexuality or gender. Please explain how you apply these 

	c) recruitment advertisements or other literature?

	If the tribunal or court found against you please
explain what remedial action you have taken as a result…”




principles in your selection of sub contractors.
 

What steps have you taken to ensure that those working on the Contract understand the implications and obligations of the Human Rights Act 1998?
 

The MPA observes as far as possible the Commission for Racial Equality’s Code of Practice for Employment which gives practical guidance to employers on the elimination of racial discrimination and the promotion of equality of opportunity in employment including the steps that can be taken to encourage members of the ethnic minorities to apply for jobs or take up training opportunities 

Please provide a copy of your policies on race relations and equal opportunities
Are these policies set out as:
a) instructions to those concerned with recruitment, training and promotion? 
b) documents available to employees, trade unions or other staff associations?
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MPS Values and Behaviours

Working together with all our citizens; all our partners; all our colleagues:

1

We will be proud to deliver quality policing. There is no greater priority.

We will:

· understand and respond to the needs of the people and communities we serve; 

· balance the requirement to meet targets with the public's expectation of quality service in every situation; 

· use the resources we have available, including our own time, in the most productive way; 

· make time to get the little things right; 

· suggest improvements in services that will make a difference; and 

· lead by example.

We will not:

· forget that quality is a vital part of our performance; 

· overlook the importance of routine work; or 

· forget that we are here to serve.

Working together with all our citizens; all our partners; all our colleagues:

2

We will build trust by listening and responding.

We will:

· think about how our actions affect others; 

· provide opportunities for others to get involved; 

· be 'visible' so we are seen to be accessible; 

· make sure all staff feel comfortable in expressing themselves without fear; 

· encourage constructive feedback; 

· communicate (face-to-face where possible); 

· explain what is happening and use practical examples that everyone can understand; 

· give consistent messages - our actions must match our words; and 

· act with integrity - be honest and tell it how it is.

We will not:

· see time spent building relationships with others as pointless; or 

· use behaviour which others could interpret as intimidating, bullying or lacking in integrity.

Working together with all our citizens; all our partners; all our colleagues:

3

We will respect and support each other and work as a team.

We will:

· work across boundaries - bringing different groups together; 

· challenge inappropriate behaviour and actions consistently and fairly; 

· make sure that everyone knows what is expected of them; 

· trust our colleagues to do their jobs properly; 

· support each other when making difficult decisions; 

· acknowledge and value each other's contribution; 

· respect difference; 

· respect the needs of others; and 

· treat our colleagues as we want them to treat the public and our partners.

We will not:

· see self-interest as more important than working together; 

· put our business group or unit first, and the MPS second; 

· ignore inappropriate behaviour or poor performance; 

· judge a person's contribution only on the basis of seniority or status; or 

· value police officers and police staff differently.

Working together with all our citizens; all our partners; all our colleagues:

4

We will learn from experience and find ways to be even better.

We will:

· allow staff the freedom to take considered risks; 

· take time to learn from our mistakes; 

· encourage creative thinking about new ways of doing things; 

· question why we do some things and be open to change; 

· share ideas; 

· capture what works well and what does not and change as a result; 

· invest time and resources in developing future talent; and 

· take personal responsibility for change and not just look to others to make things different.

We will not:

· rush to judge when mistakes are made; 

· react only to symptoms and not deal with the causes behind them; 

· be reluctant to take personal responsibility; or 

· withhold information that could help others.
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Managers Brief for Spring Forward 

There is currently a need and a wish inside organisations to fill junior management vacancies internally, but reluctance on the part of some junior staff – who are mainly women - to apply. Spring Forward has been researched and developed to encourage more women to think about making the next step either into junior management and to ensure that those who have already made the step make the transition successfully.  

The benefits to organisations will be an increased pool of experienced and talented people more likely to move through into and stay in management.  As with Springboard and Navigator, participants will need to self-nominate, often with encouragement from their manager.  

Do you have members of your team whom: -

· Could be making a greater contribution or adding more value?

· Are put off going for a management job because of their perceptions about management or the mobility that may be needed to get into it?

· Are in their first management job and could more quickly make the transition to being an effective self-developing manager?

Spring Forward is a personal and work development programme, which will enable participants to: -

· Take a fresh look at their personal and career plans and set new action points

· Find coaching and mentoring support to match their aspirations

· Understand how gender culture and managerial status affect communication and motivation

Target Group 


The programme is aimed at senior clerical and junior management staff most likely to have already attended the Springboard Women's Development Programme or the Navigator Men’s Development Programme, but this is not essential.

Managerial Support and Coaching


An integral part of the programme will be that participants seek coaching and mentoring from their managers and other appropriate sources. Recent research shows that the way in which mangers coach women and people from backgrounds that are different to theirs can be fine-tuned to get the maximum benefit from ‘diverse coaching skills’.    Part of the programme will be that the participants are given training in how to be coached and mentored and there is a diversity-coaching brief for every manager, coach or mentor that they work with.

Programme


The programme may be changed depending on whether the group is for all women, all men or a mixed-gender group.

PART 1 / DAY 1

9.30am

Welcome, introductions and objectives

Individual introductions

The personal development challenge 

Your work/life setting




Can men and women communicate?

· Can women read maps

· Myths and facts of how men and women communicate

· Cultural differences


Men and women in management




Supportive conversations

· What helps

· Helping each other



Helping one to one

 5.00pm
Close and evening work

PART 2 / DAY 2

9.00am
Capturing the learning


Going places?




Tapping into resources

· What’s available?

· What else do you need?

· What can you offer?




Who’s driving your bus?   
     

Visiting Speaker


Overcoming the barriers


Tapping into wisdom


Your pace and risks


Finding your support


Listening at all the levels


Summary and action plans
 
5.00pm
Close

PART 3 / DAY 3

9.00am
Capturing the learning


Sharing discoveries


Making an impact


Tapping into what really matters to you


Who are you really?


Visiting Speaker


A life strategy


From your visions to action


Gaining support for your visions of the future


Summary and action session


 5.00pm
Close

COACHING BRIEF FOR MANAGERS

1. Why Diversity and Coaching?

Recent research from global sources shows that better awareness of diversity issues in management: -

Increases creativity 

Increases employee morale and the feeling of being valued

Increased awareness and productivity

Better teamwork and openness

Means that the best skills and talents are captured 

Results in fewer harassment complaints

And has a positive effect on the bottom line of the balance sheet.

The working population in most organisations has changed in the last ten years to being more diverse than ever before as a result of conscious corporate choice.   Many managers have gone through specific manager training which has equipped them to coach their staff to bring the best benefits to the business.  A coach is a person who gets the best out of the person or the team that is available at the time.  Coaching means that you spend time today for you and the bank to benefit tomorrow.  A coach focuses on what are good, working well and positive.

Most coaching training concentrates on general skills and may not have included the up to date research about the differences in communication and development in relation to the diverse staff that now work in the organisation.

When the culture around you changes slowly there is a point when you need to pause and consider whether your current actions are the best.

2. Spring Forward 
The programme encourages women who are either in their first job in management or in the grades immediately below management to: -

· Take a fresh look at their personal and career plans and set new action points

· Find coaching and mentoring support to match their aspirations

· Understand how gender culture and managerial status affect communication and motivation

This means that they will be looking to their managers and other senior people around them in the organisation for coaching and mentoring.  You may have coached people from diverse backgrounds before in which case please use the following as a check of how well you are doing.  If you have not thought recently about coaching someone who may be different to you please use the following as a review of your general coaching communications from a diversity perspective.

3. Diversity Differences

Coaching now needs to include encouraging the person you are coaching to take account of their work-life balance – without you having to be a counsellor about their challenges outside of work!    Coaching means entering into the culture of the other person.  If you were travelling for the first time to a country on the other side of the globe you would expect to learn about it’s culture and people’s ways of learning and doing.  Moving within any organisation you may have found that there are norms and different ways of doing things, one department to another, one division to another and one region to another.

The basic message for the coach is ‘don’t just assume that everybody talks the way you do’ - assess/find out his or her style - listen!  The differences in communicating, as a coach can be so many, but some general pointers are given below but never assume that general conclusions from any research apply equally to every individual.  They are given as food for thought and not absolutes or stereotypes.

Coaching men and coaching women

In a coaching conversations women and men use listening noises, such as mmm, silences and body language differently.

(Ref: Anthropologists Daniel Maltz and Ruth Borker)

Listening noises: -



· Women use them more 

· For women they equal understanding and show that they are listening

· For men they signal agreement

· For men silence signals that they are listening

Silence and talking: -


· Women are offended by men’s silences 

· Men are offended by women’s talk
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Bjorn Spraengare, MD, Trygg-Hansa (Swedish company) found that in meetings men and women go through different phases: -

PHASE

MEN



WOMEN


LISTENING

still/silent (nod to agree)
nod to understand (NOT necessarily agree)

DISCUSSION

pass ball/all have say

speak to add new item only wait for 








decision

DECISION

already sign-posted

speak up to disagree

ULTIMATELY 
feel betrayed


left out/bored

Direct or Indirect Communication


Cultural and age differences often mean that people stay on track or get side tracked in coaching conversations when one is used to communicating directly and the other indirectly. For instance it would seem rude to someone from some cultures to say outright what it is that she wants and she might be offended by a direct un-cushioned criticism.  Others come from a culture where honesty seems like abruptness.  USA, UK, and Japan for instance, have completely different norms.

In some cultures people are brought up to tell others in authority what it is that they think they want to hear, rather than the truth.  Some people say ‘no’ when they definitely mean ‘no’! Others say yes when they mean no!

4. Check it Out

During the Spring Forward programme participants will be encouraged to explore the above in relation to coaching and mentoring and to experiment.  Please include in your coaching sessions a short time at the end to review the process and give each other feedback.
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Confident Communication for Career Progression

Introduction
This course is designed to help you to communicate more effectively inside and outside the workplace.  It will take place at The Central School of Speech and Drama in Swiss Cottage, London and be taught by specialist voice and communications coaches.  You will learn such things as how to prepare yourself for pressure situations (for example, interviews), make stronger connections with people you meet for the first time and communicate effectively in teams.  You will also explore how to ‘read’ other people and adjust your communication style to get your message across.

The course will involve group work and discussions as well as one to one coaching sessions where you can explore personal goals.

What is covered in each session:

Session 1 - Developing confidence in your voice
 
· Setting goals for the group

· How to calm nerves and prepare yourself for pressure situations, e.g. interviews and presentations

· Understanding how breathing supports a strong voice

· Using body language to make your speech interesting

· Varying the sound of your voice to make your speech interesting

Session 2 - Connecting with your audience
· How to make connections with people at the first meeting

· Changing the way you communicate depending on who you are talking to

· How to ask questions so both people can understand each others’ needs – using non-violent communication techniques

· Building trust through listening and responding

Session 3 - Communicating in teams:  Leading and managing yourself

· Getting your needs met within a team

· Being assertive – what that means for you and how to use it

· Exploring how you can be assertive effectively without upsetting others

· How to deliver feedback effectively

· Approaching meetings and interviews with managers

Session 4 – Communicating in real life situations: Taking it step by step
· Exploring ‘difficult’ workplace situations

· Exploring how to give and receive feedback

· Deepening your understanding by coaching others

· Preparation for a final presentation

Session 5 – Future directions:  Where we go now
· Delivering final presentations in groups

· Feedback on what you have learned and how your communication style may have changed

· Award of certificates
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“Women’s conversations with their women friends keep them in training for talking about their relationships with men, but many men come to such conversations with no training at all and an uncomfortable sense that this really isn’t their event”





D.Tannen ‘That’s Not What I Meant’











� This is interesting because the Commission is focusing upon the inequalities arising from power imbalances within the employer-worker relationship, yet appears to be distancing the Inquiry from wider labour market disadvantages which may themselves, paradoxically, be the product of power imbalances arising from factors such as social class, ethnicity and gender. 
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