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PEEL 2025–27 - Police effectiveness, efficiency and legitimacy
1. Overview
1.1.1. As a result of the PEEL inspection into West Yorkshire Police, a number of changes were made to the way that we hold West Yorkshire Police to account for the efficiency and effectiveness of the force.  This has included a meeting with the Deputy Chief Constable (DCC) and the senior leaders to discuss each Area for Improvement (AFI) and the work taking place alongside attendance at the now fortnightly HMIFRS strategic boards where not only the AFI’s are discussed, but the other things discussed in the main body of the report to ensure that not only were the AFI’s attended to, but also any other areas.
1.1.2. Alongside the areas that West Yorkshire Police were looking at, the Deputy Mayor for Policing and Crime highlighted some areas in the report that were of specific interested to the victims/survivors in West Yorkshire and these actions are also raised by the DCC in each HMICFRS strategic board to ensure that all areas are covered.
1.1.3. The following report looks at the AFI’s in the order given in the PEEL report.
2. Leadership and force management
2.1. AFI 1 - The force needs to make sure that governance arrangements appropriately identify and resolve areas of risk and underperformance 
2.1.1. The force has changed its governance arrangements and now has a monthly performance meeting which the Office of the Police and Crime Commissioner (OPCC) attend.  At these meetings all areas of risk and underperformance are discussed with attendance by all District Commanders as well as those representing areas such as Contact and Safeguarding which deal with everyday risk.  Once a quarter there is a quarterly performance meeting for which all the departments also attend.  This ensures that there are appropriate personnel to resolve all areas of risk and underperformance.
A weekly performance meeting, chaired by the ACCs, provides enhanced oversight of organisational performance and enables emerging issues or areas of concern to be identified and addressed promptly. In addition, WYP have reviewed opportunities to strengthen our audit capability, with a focus on continuous testing, scrutiny and learning to drive ongoing improvement.


The DCC has also set up an Organisational Learning board which looks at identifying areas of risk also.
2.2. AFI – 2 The force needs to demonstrate how it understands and addresses the impact of change on its workforce
2.2.1. As well as a new communication strategy the DCC is holding regular meetings with the Senior Leadership teams across the force to brief on any changes and ensure that all had the information required for their area.
2.2.2. There has been the instigation of workforce feedback groups to ensure that any issues raised by the workforce have the proper progression path to influence change and/or be discussed.
2.2.3. As part of the new Professional Development Reviews the Individual Development Meetings which take place with each member of staff includes a discussion on wellbeing on top of the other areas already discussed.  This ensures that any concerns are properly recorded and addressed in an appropriate fashion. As a very minimum this IDM takes places every 3 months. 
2.2.4. The workforce survey has been repeated in force and this will form part of the understanding of how the workforce wishes to interact with the leaders going forward.
2.3. AFI 3 - The force needs to make sure that its operating model can address current and future demand.
2.3.1. Whilst the HMICFRS inspection team was with West Yorkshire Police, they were looking at a new Crime Allocation Policy which would have addressed this AFI.  When the team came back into the force, they recognised that this was in place but felt that it was too early to judge if it had made the difference required, so continued with this AFI but highlighted that this was a ‘positive’ move.
2.3.2. There was a mention of workloads here – this is dealt with under AFI 4.
3. Attracting, developing and retaining the workforce and creating a diverse and inclusive workplace
3.1. AFI 4 - The force needs to make sure that effective systems are in place to monitor workloads and provide support to officers
3.1.1. With regard to workloads, this is now documented by a PowerBi application which is available to show the numbers.  At each Force Performance Meeting the DCC questions each district commander on those that have a high workload in their district, and this is discussed to ensure that best practice and learning is shared across all areas.  It is agreed that some officers may continue to have high workloads (due to things like linked crimes) but their wellbeing prioritised alongside an understanding of the crimes they are dealing with.
3.2. AFI 5 - The force needs to make sure that it creates an inclusive culture where staff feel a sense of belonging and are able to speak out
3.2.1. The first thing to rectify was the DEI strategy which has been refreshed as part of the People Strategy, and this was mentioned in the PEEL report.
3.2.2. The report mentioned the misogyny, sexism and improper behaviour survey which took place in 2025, this has been repeated and is currently with the Professional Standards Department to look at how the learning can be incorporated into training given in this area.
3.2.3. The processes re: equipment for officers was highlighted and this has been reviewed and changed to streamline the process and to include timescales when a change should be made, to ensure that no-one is waiting an inordinate amount of time before their request is reviewed.  This is all discussed at the People and Culture board meeting.
3.3. AFI 6 - The force needs to improve the training and support it provides for trainee investigators
3.3.1. There is a detective gap which has been recognised across the whole of England and Wales, and previously WYP have relied on direct entry detectives to fill this gap as they had high numbers of young in-service workforce who did not have the experience to become detectives.  This has now changed with a more experienced workforce, and the force is encouraging officers to become trainee investigators.
3.3.2. West Yorkshire has looked at some of the processes that were causing problems for the trainees.  One of these was the scenarios that were required for them to sign off their portfolio and obtain accreditation.  Sometimes officers were having to wait ages for the right crimes to take place to be signed off, so the force has staged scenarios at training school to mimic those required in order for the trainee to sign off that competency.
3.3.3. Also, it was found that although the force was providing protected learning time, this was either not used or deleted – this is now mandatory with officers supported through all parts of their accreditation. 
3.4. AFI 7 - The force should review the processes and procedures in place in relation to officers in high-risk roles who are identified as requiring additional support to make sure that appropriate action and support is in place
3.4.1. The force has previously been praised for its wellbeing support, but the DMPC reported that the amount could be confusing for those in crisis.  This offer has now been condensed into a booklet and makes the offer as clear as possible. 
3.4.2. For those in high-risk roles, the priority has been to gather data for those who opt-out with supervisory checks about the reasons for this to ensure all who need it are captured.
3.4.3. The force is a pathfinder force with regard to the holistic service that it gives – which has changed the link to Occupational Health – see AFI 8
3.4.4. The internal audit team are undertaking a check to ensure that the process and procedures are robust and providing the appropriate support.
3.4.5. WYP have aligned their approach with the nationally mandated list of roles eligible for a mandatory offer of psychological assessment. Previously, additional roles had been included to extend support to a wider range of staff; however, this approach was not considered practical.
3.5. AFI 8 - The force should make sure that it has an effective occupational health unit with suitably trained staff, and reduce the time from referral to appointment
3.5.1. The force ensures that the finding of the review into the occupational health unit are implemented and this has been instrumental in West Yorkshire being a Pathfinder for this area.  The waiting times continue to reduce.

4. Using powers fairly, appropriately and with justification
4.1. AFI 9 - The force needs to make sure all officers have up-to-date public and personal safety training (PPST) and that it has consistent processes in place to identify officers whose training has expired
4.1.1. The force is now tracking the numbers whose PPST has expired and this is discussed at every Force Performance Meeting.  The detail behind this is also discussed as it was found that many were cancelling at the last moment, which means that some courses are happening without a full cohort.  Making sure everyone has up-to-date PPST training is now a priority and the force has taken on the recommendations of the College of Policing for this training which now takes longer to do, but the accreditation lasts for 2 years rather than 1 so helps with the numbers that expire on an ongoing basis.  This means that the force can concentrate on those that seem to be avoiding the training.
4.2. AFI 10 - The force should provide training for officers on how to safeguard children involved in stop and search or use of force incidents
4.2.1. The Early Action Teams in the districts are now reviewing the Stop Searches of children and when a Public Protection Notice is required – the current compliance is at 98%.  
4.2.2. PPN’s are the subject of other AFI’s but it was recognised that they are not the easiest of forms to fill in for officers, so the Digital Policing Unit is looking at whether parts of the form can be auto populated from other places rather than having to duplicate the same information.  This will encourage officers to fill them in more frequently.
4.2.3. The subject of children in custody and the filling in of PPN’s was also mentioned and this has been a priority for this area.  Previously the compliance for this was as low as 30% but is now at 90%.

5. Preventing and deterring crime and antisocial behaviour, and reducing vulnerability
5.1. AFI 11 - The force should make sure its leadership and governance processes support a consistent approach to prevention activity
5.1.1. Although there were processes and governance in place, it was found that this was not being consistently applied in all 5 districts.  The meeting schedules were being reviewed alongside a way of tracking these meetings, particularly for the content of these meetings.  
5.1.2. There have a been a number of Power Bi products produced so that areas could have a consistent approach to activity, but it was found that many were not / did not know how to use them.  The Force Performance Team has been to each district and all shifts to give training on the use of the Power Bi products and what is available.  They are then checking the usage to ensure that they are being used appropriately.
5.2. AFI 12 - The force should do more to develop, quality assure and evaluate its problem-solving activity
5.2.1. There was some question as to how many of the problem-solving occurrences is the right number for West Yorkshire, so the decision was to look at the quality of these rather than the quantity. When these were audited, most looked like a checklist of what the police were doing, rather than looking at holistic problem solving.  The force has produced a ‘what works’ library which is being referenced in each PSO with a link to what is being done.  
5.2.2. The supervisors are looking at the occurrences as part of the performance review for the neighbourhood officer, and at the local performance meetings, a dip sample is being looked at by senior leaders to check compliance and links. 
6. Responding to the public
6.1. AFI 13 - The force needs to attend calls for service in line with its published attendance times, update callers about delays and effectively supervise deployment decisions.
6.1.1. A root cause analysis has taken place and this has led to a revised grading structure for calls.  Op Rapid looked at attendance in 1 hr, but this proved unsustainable, but the next grading was standard – which could take 2-3 days and unsuitable for some calls.  The force has added a grade which ensures the calls are dealt with in 24hrs and an admin grade for calls that needed to be recorded but did not require a deployment.  This helps with the prioritising of calls and ensures that all are equally visible.
6.1.2. There was a problem with victims ringing a number of times when officers were delayed from attending a call, so a system has been employed which sends a text message to the victim to give an update on the probable attendance time when an officer is delayed.
6.1.3. HMICFRS also picked up that calls were being regraded without any reasoning being documented.  This has been changed so only a manager can now regrade a call.
6.2. AFI 14 - The force needs to make sure that there is consistent and effective management of risk within its RE-THRIVE process.
6.2.1. This has been the subject of prioritisation by the force with a formal thrive and re-thrive policy written and applied.
6.2.2. One change is that the Safeguarding Department is alerted to all re-thrives and receives updates on the information and reasoning.
7. Investigating crime
7.1. AFI 15 – The force doesn’t consistently achieve appropriate outcomes for victims
7.1.1. We have seen that outcomes for crimes have been rising in West Yorkshire, the Police and Crime Plan looks at positive outcomes for many offences including Sexual offences and Domestic Abuse, and we have seen the increases here.
7.1.2. As part of the consistency, the force has been looking at the processes put in place and ensuring that they are the same across the force area.  This has entailed a new system for checking those that are flagged as No further action to make sure that there were not any further lines of enquiry that could be looked at and currently there is work looking at those where the victim does not want to proceed.
7.1.3. This has also included a look at whether there has been over recording, and this has resulted in a decrease in some offence types, particularly Harassment.
7.2. AFI 16 - The force should make sure that crimes are allocated to appropriately skilled officers to achieve the outcomes victims deserve
7.2.1. The report mentioned the new crime allocation policy – this is now fully embedded (see AFI 3 where it is also mentioned) this policy is kept under review and will be subject of an audit over the next few months.
7.2.2. There has been a review of crimes across the force, and it was found that there were some local changes (due to demand) which means that officers were allocated crimes which should not have happened.  This policy should ensure that this does not happen.
7.2.3. The report talks about backlogs and crimes which are open in the queues – the backlog has reduced dramatically since HMICFRS did their field work and is the subject of regular checking at the force performance meeting.

7.3. AFI 17 - The force should make sure there is supervisory oversight of investigations and that officers pursue all investigative opportunities
7.3.1. When this was looked at by the force, they found that there was high compliance with supervisory oversight prompts and the victims needs assessments being attached to investigations, but a deeper dive found that the quality of these were patchy.
7.3.2. In response, the force has increased its audit team to regularly check on these documents to make sure that they are driving the investigations.  It is recognised that reductions made to the central audit team were counter productive as checking this type of compliance relies heavily on audit.
7.3.3. Training for supervisors has also been included in this mix with the requirement for audits of investigations to be included in the PDR meetings 
7.4. AFI 18 - The force needs to make sure that it complies with the requirements of the Code of Practice for Victims of Crime
7.4.1. This is an area that the force had already looked at and has ensured that the process complies with the College of Policing Approved Professional Practise.  A prompt has been added to the computer system to ensure that timeliness for this is flagged to meet compliance, but the quality of these interactions is also in scope.  These are also tested by supervisors and raised in the local performance meetings to ensure that focus continues in this area.
8. Safeguarding children and adults at risk of harm
8.1. AFI 19 - The force should make sure that it complies with statutory safeguarding processes to improve its response to children and adults at risk of harm
8.1.1. Three things are being looked at under this heading
8.1.2. Firstly, organisation learning – which is via the new organisational learning board which has completed a high-level review alongside the victim's journey.  There are now dedicated training officers to work alongside front-line officers to ensure statutory processes are understood alongside training for the auditors to flag this area.
8.1.3. The second part looked at Operation Encompass and how those children who were in households where domestic abuse was taking place were flagged to local authorities.  With the introduction of the new Domestic Abuse Risk Assessment, the children's school is noted so these notifications can go straight to the schools.
8.1.4. Thirdly the force has committed to training for the Senior Leadership Teams via the national Public Protection Leaders Course with secondary support in force for those who have attended the training to ensure this is applied in their everyday world.
8.2. AFI 20 - The force should make sure supervisors comply with its missing from home policy to make sure that missing people are identified and safeguarded
8.2.1. As part of their learning from the review of missing that the force completed (that HMICFRS commented on) it was recognised that the missing policy needed to be slightly changed to record those most at risk immediately on STORM rather than wait for the normal checks and balances to take place.  This has resulted in those children at risk being recorded on a Child protection concern occurrence which means they are included in the re-thrive process as stated in the missing from home policy.
8.2.2. All children who are missing at night now form part of the 22:30 district meetings to ensure the focus is kept on those most vulnerable.
8.3. AFI 20 - The force should apply consistent secondary risk assessment processes across all districts and provide a full picture, including cumulative risk, when sharing information about vulnerable children with children’s social care.
8.3.1. The force recognised that there was a backlog of Public Protection Notices in the Safeguarding departments which was previously unseen.  This now forms part of the performance measures used in the district performance meetings and the numbers in this backlog have reduced to manageable levels with data sharing as part of the Multi Agency Safeguarding Hubs in all districts looking at the cumulative risk.
8.3.2. As mentioned in AFI 10, the PPN is being looked at to see what can be auto populated from the information already available and this includes looking at the packages to MASH to ensure the backlogs do not happen again, and that information is shared in a timely fashion.
8.4. AFI 21 - The force needs to make sure that it has sufficient staffing, processes and governance for the Domestic Violence Disclosure Scheme and the Child Sex Offence Disclosure Scheme to ensure compliance with legislative process and required timescales
8.4.1. The force has recognised that it was concentrating on numbers for these types of orders rather than how they were delivered.  This has now changed with a performance product that shows compliance to timescales but also how this was delivered.  This is raised regularly in performance meetings and is a key item on the strategic Protecting Vulnerable People’s board.  
8.4.2. There has also been a look at who is best placed to deliver the information required and whether there are some easier methods – rather than having to be a face-to-face meeting.  This means that there has been a change to how some of the notifications are delivered – whether that be by different teams, or by electronic means, but ensures proper compliance.

9. Managing fraud
9.1. AFI 22 - The force needs to make sure it reviews fraud crimes so it allocates the most complex to experienced investigators and that investigators use the fraud investigation model
9.1.1. A new allocation policy has been compiled by West Yorkshire police with a matrix to look at all the factors in the crimes, not just value, and then this highlights where the crime should be allocated.
9.1.2. Crime allocation is linked to the Fraud investigation plan.  Other areas have a central fraud team, so this is being looked at as part of the overall Victims Journey work (mentioned in AFI 19).
9.2. AFI 23 - The force needs to adequately train investigators and call handlers
9.2.1. There is now new fraud training for new recruits but also products to help all officers including a video for what to look for in the contact arena and e learning packages. 
9.2.2. On a yearly basis they are looking at having a mandatory Sergeants investigation week on Fraud.
9.3. AFI 24 - The force needs to identify and respond to vulnerable victims of fraud
9.3.1. Vulnerability is to be picked up at the allocation level with 2 protect officers already sitting in the Economic Crime Unit and they will ensure that vulnerability is flagged at an early stage.
9.3.2. This is all to be subject of an audit to take place in January/February to ensure that those measures above are embedded and to flag areas of vulnerability.  There is now a fraud lead for the force, and they will ensure that learning is shared across and promote initiatives that are already in place such as the PCSO fraud ambassadors.

10. Conclusion
10.1.1. The force has taken seriously the recommendations from HMICFRS and is hard at work to ensure the force changes to meet the challenges raised.  On 21st September the DMPC met with all the senior leaders in the force to discuss each of the AFI’s and received reassurance that this was a priority to all the leaders and each was thoroughly committed to ensuring their area was changing in the way required.
10.1.2. These leaders have also been candid as to where some of the challenges lie with these AFI’s – mostly in trying to get the conformity that HMICFRS require across the whole of West Yorkshire when dealing with 5 different local authorities.  This is an area that the Mayor/DMPC is helping with and has held a number of meetings with local authority colleagues to work together on these points.
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