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Executive Summary
This report investigates how effective devolved HR is in Dyfed Powys Police (DPP), in reaching its organisational goals, for the benefit of senior HR managers and sergeants in DPP. Specifically, it assesses how equipped they feel in carrying out devolved HR tasks effectively. The method used to analyse this, was a survey which was circulated to various sergeants (line managers) across response in Pembrokeshire division. These line managers were randomly selected. 
Upon carrying out the research, it was clear that different sergeants had varying experiences regarding their training and thus capability in this element of their role. Secondary literature highlights the importance of training from HR to ensure line managers are equipped to perform in the devolved HR aspects of the role.
It appears that the longer the sergeant had been in post, the more confident they felt in carrying out devolved HR. One finding that was evident, was that lack of time and training are the biggest barriers in carrying out effective devolved HR for all sergeants. 
Consequently, the following recommendations are proposed:
· Any officer eligible to act up, should be given this training in good time, in anticipation that they may be required to act up as a sergeant at short notice.
· When HR are made aware of the intention for the officer to act up, they should send across a HR handbook to assist the acting sergeant.
· The sergeant acting up should be given time with an experienced substantive sergeant, either prior to or on the first day of their acting duties.
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1. [bookmark: _Toc78648962]INTRODUCTION

[bookmark: _Toc78648963]1.1 Aims
This report aims look at how successful devolved HR is in DPP by asking the following:
· Do line managers feel they have received adequate training?
· Do line managers feel they have enough time to complete devolved HR?
DPP adopts the business partner model, whereby operational HR is carried out by line managers. For this report, this will include sergeants or acting sergeants in response. (An acting sergeant is a police officer who is aiming to become a sergeant and is temporarily sat in the sergeant role). This is to allow HR the freedom to step into an increasing strategic role. This will benefit the intended stakeholders, as it will allow HR to continue adding value to the organisation (CIPDa, 2020). 

[bookmark: _Toc78648964]1.2 Objectives 
The objectives of the project are as follows:
1. Engage in primary data to gain an understanding as to how equipped line managers feel in carrying out devolved HR.
2. Engage in secondary academic literature to enhance understanding of the topic: devolved HR.
3. To make recommendations to the stakeholder(s)* after engaging in primary and secondary data collection.
*The stakeholders for this report will be the senior Employee Relations Manager and Head of People’s Services, the sergeants surveyed and the HR team.









2. [bookmark: _Toc78648965]LITERATURE REVIEW

[bookmark: _Toc78648966]2.1 The ‘Three-Legged Stool’ Model
The “three-legged stool” model, as devised by Ulrich, is widely adopted by HR teams today (CIPD, 2020). The business partner leg will be looked at here as this is the model DPP is working towards. The aim of this model is to optimise employee and organisational capability. HR aims to add value (Ulrich, 2018), which is linked to talent management and optimising the human capital in the organisation to help it achieve its goals (CIPD,2015). Line managers have an integral role in getting this right.
Making HR systems and resources available for line managers, coupled with the effective training in using such systems, allows more time for HR business partners i.e. HR Advisors/ Managers, to step back into the strategic role (CIPD, 2019).  Increased responsibility has thus been given to line managers and they are now expected to update absence records, deliver training, and carry out recruitment processes, to name but a few of these tasks (CIPDa, 2020).
2.2 [bookmark: _Toc78648967]Equipping Line managers
Jennifer Wrigley, L&D Manager at Discovery (i.e. the Discovery channel), raises the concern that line managers are often so busy in their roles that they view HR as an extra task which is in addition to their ‘real job’. Although line managers are clearly talented individuals, they need to become comfortable with using different skills in the HR elements of their role (CIPD, 2016). In the NHS, it has been observed that an individual may have their own profession but will still need to think of their managerial role as one that runs “alongside the role” they already occupy (CIPD, 2016). Swift adds that HR need to ensure this training is delivered in an successful way (2016, p.16). At Discovery, they include line managers in early L&D discussions to ensure effective training is passed onto their teams, as well as encouraging a culture of constant feedback rather than scheduled performance meetings every few months. In short, Discovery keeps their line managers in the loop with short sharp updates on a regular basis as well as periodic workshops to train in more detail (CIPD, 2016). The research conducted in this report will analyse whether this is the case in a public sector organisation such as DPP, who experience different demands from their service users. 
[bookmark: _Toc78648968]2.3 Relevant Research
In a research project carried out by Sikora et al, they discovered that there was a direct relationship between HR strategy and “high performance work practices”, which hinges upon a line managers’ skill and ability to draw the best from their teams (2015, p.1). In the report, the researchers found that where effective training took place, productivity and quality of work rose (Sikora et al, 2015, p.2).
Research carried out by Bath University suggests that line managers’ invaluable relationship with their teams, enables them to change attitudes and behaviours for the better, contributing to the concept that Sikora et al mention (CIPDa, 2020), whereby effective training from HR to line managers, coupled with that already close relationship between line managers and their teams, makes for high performance working. This is also reflected in the research conducted by Appelbaum and Purcell (Swift, 2016, p.16). 
























3. [bookmark: _Toc78648969]METHODOLOGY

The cross-sectional design was used here to take a snapshot (Perkins and Woodhams, 2016, p.96). This design was adopted to identify a pattern, as Perkins and Woodhams suggest (2016, p.96), that pattern being, did line managers understand why some HR elements fell to them? And how equipped did they feel in carrying that out? A survey was used to do this as it is a quick method of gathering data (Perkins and Woodhams, 2016, p.99), and complied with coronavirus guidelines as it could be carried out electronically. This method appeared reliable because the survey was sent via email which is password protected. It was quick and effective; therefore the 8 participants were more likely to engage in the primary research. 
The interpretative approach was used in the project as the topic in question was broad in that it wanted to gain a feeling as to how satisfied line managers were. This could not have been achieved in taking a positivist approach (Anderson, 2009, p.134). The sample of response sergeants was selected randomly via a name generator. Ethics were considered and every effort was made to keep the answers confidential. Individuals were given information on the process and were encouraged to reach out if they had any questions or concerns about the project. 
The response rate was 100% as the sample group was small. The respondents made up of just over half of the sergeant pool, hence it is likely that this survey reflects the feeling of many of the other sergeants. The data was analysed via various charts.












4. [bookmark: _Toc78648970]FINDINGS

The respondents were asked, “From a scale of 1 -10 (1 being extremely unsatisfied, 10 being extremely satisfied), how satisfied were you with the training you received with the HR aspects of your role?” The average score here was 4, which would indicate that the line managers are, overall, unsatisfied. In DPP specifically, lack of training appears to be a big obstacle, with 75% of respondents mentioning it when asked, “What improvements could DPP make, to better equip you for carrying out devolved HR?” 5 commented that they had to learn on the job as certain scenarios arose. Swift mentions that line managers now carry increased responsibility, and consequently, HR need to step up and support them with effective training and guidance to maximise employee engagement and efficiency (2016, p.16). The research conducted by Appelbaum and Purcell highlights the positive link between training passed from line manager to employee, and overall performance. Supported, confident and satisfied teams put in more effort and take more pride in their performance (Swift, 2016, p.16).
The following chart specifies which areas of devolved HR, line managers were least confident in carrying out:










Performance stood out as an area which line managers felt they needed the most support, with 7 respondents indicating that this was a task they were not comfortable in dealing with. This is unsurprising as trends in secondary literature suggest that many managers find having these honest conversations with their teams uncomfortable and difficult (Clutterbuck, 2014). Issues of objectivity and preconceived opinions of their team/ the role they are carrying out could cause further barriers here too (Taylor, 2016, p.212). 
The table below, further emphasises the extent of which line managers do not feel satisfied with their training on performance plans. The table summarises the responses when asked how satisfied how satisfied they were with the training they received on performance plans:

	Level of Satisfaction of Training
	Number

	Extremely satisfied
	0

	Satisfied
	0

	Neither satisfied nor unsatisfied
	1

	Unsatisfied
	4

	Extremely unsatisfied
	3

	Not sure
	0



On average, “unsatisfied” was the most commonly selected answer when respondents were asked “Please indicate how satisfied you were with your training on each of the following areas.” (Areas are seen in the bar chart above).










The pie chart above indicates that most of the respondents did feel that operational line managers, should be carrying out the devolved HR tasks. The comments made by those who answered HR officers, felt the role of a sergeant was extremely busy and that HR’s assistance was necessary to carry out these tasks to the expected standard. Time appears to be one of the biggest obstacles in line managers carrying out devolved HR, with increasing pressures from the coronavirus pandemic. This is reflected in the comments made by Wrigley at Discovery who found this to be the case in that organisation also. The HR jobs risk appearing like ‘nice to do’s’ rather than ‘must do’s’, and fall down the priority list (CIPD, 2016). This links back to the research Bath University carried out, suggesting that line managers’ job in being a “HR agent” (Swift, 2016, p.15), is essential in shaping employee attitude, behaviour, and commitment. This is a vital part of utilizing the workforce and aids HR in the adding value process (CIPDa, 2020). This is reflected in the primary research, as when asked: “what benefits do you think devolved HR (carried out by supervisors) brings to DPP?” 100% of respondents referred to the close relationships they had with their team as Appelbaum and Purcell’s research suggests (Swift, 2016, p.16). 
There was a direct relationship between confidence and length of time in the sergeant role. Those sergeants who had been in the seat longer, selected less options when asked which roles they were not confident in carrying out, and were, overall, more satisfied (although not totally satisfied), with their training as opposed to acting sergeants, or those younger in post. This would suggest that training has become less effective over the years and requires improvement and/or those longer in post have gained confidence, not through training from HR necessarily, but through dealing with situations as they happened. This was mentioned by 63% of respondents. 














5. [bookmark: _Toc78648971]CONCLUSIONS

The aim of this report was to answer the following questions:
· Do line managers feel they have received adequate training?
· Do line managers feel they have enough time to complete devolved HR?
Upon looking at the primary research carried out, line managers do not seem satisfied with the training (if any), they received in carrying out devolved HR. With many commenting they had no official training at all. 
Furthermore, the primary research has indicated that they do not feel that they have time to complete devolved HR. Though the research indicates line managers agree they should have responsibility for these tasks (with 88% answering in favour), it does suggest that similarly to Discovery, line managers do not tend to prioritise devolved HR due to the comments made regarding time (CIPD, 2016). 
DPP does not require a complete culture change. Rather, a need to improve in the timeliness of delivering HR management training, anticipating the gaps which may crop up and who is likely to step in to assist, i.e. those looking to be promoted to sergeant in the next cyclical period. 
Clearly the acting sergeants and those young in role were least confident in carrying out devolved HR. Again, this echoes the notion that sergeants act on experience rather than tailored training from HR. This could result in an inconsistent approach across the force, and hence an inconsistent service delivery.











6. [bookmark: _Toc78648972]RECOMMENDATIONS

Based off the information obtained from this project, the following recommendations have been proposed:
Training to be delivered in good time, in anticipation that an officer may be required to act up. Divisional SLT have a good idea, due to DPP’s promotion process, as to which officers are likely to be promoted to a sergeant role. It may be beneficial for these individuals should be put on a central course in HQ, which would give that training, prior to them acting up. The training in HQ should also emphasise the value behind devolved HR and the benefits it brings to DPP. 
A HR handbook should be given to sergeants to solidify their knowledge. This also reinforces who their divisional HR Officer is, whom they may approach with these HR queries. 
An effective handover should be prioritised between an experienced and new sergeant. SLT could look to ensure this is done in anticipation of an inevitable acting up period in the coming months. Confidentiality would have to be considered here, but a general overview of the systems and practicalities of the sergeant role could be discussed. 
Sergeants should also be granted authorised time to carry out devolved HR, in a similar way to response admin work. This could be recorded as business absence on the rotas to ensure they are allocated this time. 











[bookmark: _Toc78648973]LIMITATIONS

The greatest limitation on this research project was the word count. Consequently, the project had to be narrowed to looking at how equipped line managers were in carrying out devolved HR tasks. This could have been widened to look at how successful the business partner model is, in DPP. Devolved HR would have been one branch in that project. 
DPP is made up of HQ plus four extra divisions. Data was only extracted from one division. We cannot automatically assume these results would be the same across the rest of the force. 
The survey was sent to the randomly selected line managers. The sample size was small but was over half of the response officers in Pembrokeshire. Ideally, the sample would have been larger and taken from across the entire force. Time did not allow for this to happen. 
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[bookmark: _Toc78648977]Appendix A – Blank DPP Devolved HR Survey

DPP Devolved HR Survey
The survey should take no longer than 10 minutes to complete. All answers will be handled in line with data protection guidelines and will remain anonymous. If you have any questions or concerns about the research project, please email Laura.Walters@dyfed-powys.pnn.police.uk. Thank you in advance for participating.
Please indicate your answer by putting an x in the applicable box.

Are you an acting or substantive sergeant?
	Acting
	
	Substantive
	



How long have you been a sergeant (involves any acting periods)?
……………………
From a scale of 1 -10 (1 being extremely unsatisfied, 10 being extremely satisfied), how satisfied were you with the training you received with the HR aspects of your role?
…………………..
Please indicate which HR tasks you are NOT confident carrying out, by ticking any of the boxes applicable (if any).
	Flexible working applications
	
	Attendance supportive plans
	

	Performance plans
	
	Officer wellbeing and general support
	

	Rotas and resourcing
	
	Other
	



If you have selected other, please explain below.


Please indicate how satisfied you were with your training on each of the following areas.
	
	Extremely satisfied
	Satisfied
	Neither satisfied nor unsatisfied
	Unsatisfied
	Extremely unsatisfied
	Not sure

	Flexible working applications
	
	
	
	
	
	

	Attendance supportive plans
	
	
	
	
	
	

	Performance plans
	
	
	
	
	
	

	Officer wellbeing and general support
	
	
	
	
	
	

	Rotas and resourcing
	
	
	
	
	
	



Do you think these operational HR tasks should be carried out by line managers or divisional HR Officers?
	Line Managers i.e. Sergeants and Inspectors
	

	Divisional HR Officers
	

	Not sure
	

	Other
	



If you have selected other, please explain below.


What benefits do you think devolved HR (carried out by supervisors) brings to DPP?


What improvements could DPP make, to better equip you for carrying out devolved HR?




Which HR tasks are you not confident carrying out?

Flexible working applications	Attendance supportive plans	Performance plans	Officer wellbeing and general support	Rotas and resourcing	Other	3	4	7	1	2	0	


Who should carry out operational HR tasks?

Line managers	HR Officers	7	1	

2

