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NPIA would welcome further contributions to supporting Police learning and development.  Ideas for improvement can be mailed to:

jean.garrod@npia.pnn.police.uk
Accessibility Statement

NPIA is committed to providing fair access to learning and development for all its learners and its staff.  To support this commitment, this document can be provided in alternative formats such as audio, clear print, large print or Braille.
Enquiries
01423 876642
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All rights reserved.  No part of this publication may be reproduced, modified, amended, stored in a retrieval system, or transmitted in any form or by any means without the prior written permission of the National Policing Improvement Agency or its representative.
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Chapter 1 - Introduction

This guide is intended for: 

Any police employee (or consultant contracted to undertake such work) who is about to undertake a learning and development project.
Associated documents:
a) Performance Needs Analysis Guide MfL PNA Guide v 1 .doc
b) Learning Needs Analysis Guide MfL LNA Guide v 1a.doc
c) Guide to Evaluation MfL Eval Guide v 1.doc
d) Sponsors’ Guide MfL Sponsors guide v 1.doc
This document is the first step for a force that seeks to establish a common approach to the training cycle.  It sets out three areas common to all stages in the development of projects that are covered by the series “Models for Learning and Development in the Police Service”.  

This guide gives concise guidance to practitioners undertaking a project. They are clear indicators of what is expected for each project.  Where they are supported by the force leadership team they can help to achieving best value. 

Three standards are described in this guide.  They should be used with all the practitioner guides in the “Models for Learning” series.

These standards:

· Mirror guidance given by authoritative sources such as the Home Office, Her Majesty’s Inspector of Constabularies (HMIC), Skills for Justice and adult learning bodies such as the Inspectorate for Adult Learning (ALI)

· Are based on the Core Leadership Development Programme e-learning module on ‘Project Management’ 

· Enable forces to meet the requirements of Quality Assurance Frameworks MfL Model Approach.doc by providing procedures to guide force practice and build an audit trail

· Help to ensure that any resulting training will meet the needs of the Service, the trainers delivering it, the learners and, most importantly, the organisation.

The Sponsor leads for the (internal) client in specifying what is required, while the Project Manager leads for the (internal) contractor undertaking the work to produce the required outcome.   

There may be pressing business reasons why, exceptionally, some standards cannot be met.  In such cases there will be an increased risk that any proposed solution may not meet its objectives.  The Project Manager should present a clear summary of the risks to the Sponsor MfL Sponsors guide v 1.doc before seeking authority to continue the project on that basis.  

Failed training can have a serious impact on the Force in terms of wasted resources and reduced performance.  The Project Manager is not authorised to accept such risks on behalf of the Force and the Sponsor must authorise the decision.  
There are three aspects to these overarching standards.  These are dealt with briefly in this guide to ensure that there is integration between the component parts.  Further reading is given at the end of this guide.

1. Project planning
This sets out the parameters of the project, establishes the key roles and responsibilities of the project team and secures the formal agreement of the client and sponsor.  The QA protocols in Standard 2 of this document must be integrated into the project planning.

2. Apply QA protocols

Consistent with the systematic approach to training, these validate the learning programme to ensure it accomplishes all the learning outcomes.  The QA protocols will ensure that any organisational changes required to reinforce or embed the learning in the workplace (such as changes in procedures or in Personal Development Review) are planned and implemented.  This standard applies throughout the whole process and should be integrated with Standard 1 – Project planning.  This integration requires continuous informal reviews by the Project and QA Managers, as well as more formal checks at stages previously agreed in the project plan.  The QA protocols will include verifying that the documentary control protocols (Standard 3 below) are applied. 

3. Apply document control protocols 

This standard sets out the minimum documentation required and its control from the start of the project until its closure.   It includes protocols relating to version control, protective marking, intellectual property rights, Freedom of Information and document retention.  This responsibility may be allocated either to the Project Manager or be part of the QA protocols or be completely separate.  In any case, professional advice is required to minimise exposure to risk.

Activity: The sponsor appoints a Project Manager and agrees a project plan. 

Output: Formally signed-off project plan
Standard 1a - Clarify who is sponsoring the project 

· The design project must be sponsored by:

· A Training Board (ACPO or equivalent) for development needs that are driven by a business group or that have force wide implications

· The BCU Commander or BCU Business Manager for local issues.

· The sponsor is the person who is driving the training request, usually the person who ‘owns’ the performance that the training will impact.  S/he should be at a level sufficient to secure resources, implement the recommendations and secure the co-operation of other groups where necessary.
Standard 1b - Agree the role of the Project Manager with the sponsor

· The Project Manager is the person responsible for delivering the project and needs to:

· Agree with the sponsor what needs to be done

· Establish with the sponsor all existing constraints

· Identify the resources needed and negotiate their acquisition through the sponsor

· Prepare a project plan (timeline) in consultation with the QA team

· Allocate tasks to project members  

· Monitor and chase progress

· Document all the above.

· It is the Project Manager’s role to ensure that all tasks are completed on time to the right standards. It is not the role of the Project Manager to undertake all project tasks personally.
 

Standard 1c - Identify the standards necessary to deliver the project
· The Project Manager should hold discussions with all stakeholders to establish:

· That all standards within the project phase have been met 

· What needs to be done, in what order, when and by whom 

· An effective communication protocol 

· Quality control procedures and schedules.

· Establish an effective and efficient system for record keeping that captures all relevant decisions, the dates they were made and clear authorisation for actions.


Standard 1d - Construct a detailed project plan (timeline)

· The plan shows who is responsible for delivering each task within the programme and by when – taking account of staff leave or other commitments (this will be dynamic, requiring regular review and amendment).

· The plan shows which tasks are dependent on others and which can be undertaken at the same time as others.

· The project plan is cross-referenced to the Risk Register to maintain consistency throughout.
· Secure the sponsor’s formal agreement to this project plan.

Standard 1e – Plan quality control measures for the project

· Standard 2 has detailed guidance regarding quality control measures.  Standard 1e is included to ensure that this guidance is considered at the planning stage. 

· It is particularly important to schedule regular quality control checks to address:

· Internal and external (to the project team) communication arrangements

· Monitoring, progress checks, review dates

· Consultation and feedback.

Standard 1f – Compile and maintain the Project Risk Register MfL glossary v 1.doc, listing any assumptions made, any project risks and suggestions for how these might be managed 

· At the start of the project, the Project Manager is responsible for creating a Risk Register in which details of all threats to the successful achievement of project objectives are recorded.

· This Risk Register must be maintained throughout the programme with regular activity to scan for and identify emerging risks .

· Ensure this is understood and agreed by the QA team and that the agreement and its implications for both parties are recorded.

· For every identified risk the appropriate control measures and owners should be noted.

· Where risk cannot be adequately controlled within the project parameters the sponsor must be informed.

· The sponsor is responsible for deciding whether to accept the risk or to take action that will allow an effective control measure to be implemented – this decision must be recorded.

· With all projects there is a balance to be struck between cost, time and quality of outcomes.  The sponsor should be given information to help make an informed judgement.  For example, where the sponsor specifies short timescales, the project report must highlight the impact that this will have on the quality of design, and therefore learning and performance outcomes.  Options for the sponsor could include increasing the project timescale, the size of the project team or accepting the risk of poor outcomes.  The sponsor’s chosen option must be recorded.

Standard 1g - Confirm that the sponsor has formally agreed all of the above


· Write a brief report to record the outputs from the research prior to engaging in project planning.  Ensure that your findings are agreed with the sponsor prior to planning out the project.   If not, open further negotiations.


Activity: Develop and apply strategies to ensure that the quality of the final product meets the sponsor’s specification and organisational standards.

Output: Documented QA procedures and schedule for each project agreed with the Project Manager. 






Standard 2a – Establish working protocols for the project

· Use the NPIA Model Approach to Managing the Quality of Learning and Development MfL Model Approach.doc to guide procedure, practice and documentation.

· Ensure the Project Manager understands and agrees with the protocols and that the agreement and its implications for both parties are recorded.
Standard 2b – Help to maintain a Risk Register MfL glossary v 1.doc
· At the start of the project, the Project Manager is responsible for creating a Risk Register in which details of all threats to the successful achievement of project objectives are recorded.

· The QA team share the responsibility for ensuring the Risk Register is well maintained.

· This Risk Register must be maintained throughout the programme with regular activity to scan for and identify emerging risks.  QA activities will feed into this, and all project meetings will have this as a standing agenda item. 

· For every identified risk the appropriate control measures and owners should be noted.

· Where risk cannot be adequately controlled within the project parameters the sponsor must be informed. 

· The sponsor is responsible for deciding whether to accept the risk or to take action that will allow an effective control measure to be implemented – this decision must be noted.

Standard 2c – Carry out regular reviews of the project with the Project Manager and the sponsor as scheduled to ensure that:

· Outputs are on track (Project Manager) and following the agreed QA and documentary control protocols (Standard 3) (QA team).  
· Live and historic documentation required by the Standards and protocols is reviewed, with due regard for relevance and proportionality.
· Practice is audited against Project Management Standards, QA and document control protocols.
· Variations in the above are recorded, risk assessed and remedial action agreed and taken.

· Subject Matter Experts are registered, consulted and their views recorded .

· The advisory panel is registered, consulted and their views recorded.

· The sponsor’s authority has been granted before moving to the next stage of the project .

· Risks are recorded and managed.

Activity: Establish a system to capture and record all decisions and other significant data.

Output: The Document Control Policy is implemented for each project and monitored by the Project Manager through QA protocols.
Standard 3a – Create appropriate project documentation

· Project documentation should contain the following:

· Project agreement

· Project brief

· Project diary (a chronological record of all significant occurrences, decisions and milestones throughout the life of the project)

· Contact list for all contributors to the project

· Consultation framework, diary and analysis of responses

· Timeline or other project plan  

· Research materials including:
· Source documents e.g. relevant legislation, policy, existing training materials

· Survey questionnaires

· Interview/focus group notes

· Master copy of all learning materials produced, including support materials

· Pilot report and where appropriate, amendments undertaken.

Standard 3b – Freedom of Information Act (FoIA), protective marking  and version control

· All documents must contain an FoIA certificate.

· All documents must show the protective marking under the Protective Marking Scheme MfL glossary v 1.doc Protective marking 1.pdf.

· As materials are produced, adequate safeguards are in place to identify which is the latest version of each document.  

· Documents that are maintained electronically e.g. via the Intranet should signify that when printed off they may not be the current version.

· Where documents are released by the project team, for example to the validation panel or for pilot, that version must be saved so that it can be produced at a later date if required.
· Issuing of restricted documents must be controlled by numbering the document, recording the person to whom it is allocated and exchanging the old version for the new one when required. 

Standard 3c - Retention of records

· When the project is complete the following records must be retained according to local directions:

· PNA report

· Project diary

· Master copy of all training products

· Copyright agreements.

· Additional project documentation should be retained where a risk assessment or other factors suggest that there is specific justification.
Standard 3d – Intellectual property rights

· All material for publication must be marked with the owner of the copyright and a statement of intellectual property rights to be exercised over the material.

· Specialist advice is required to distinguish and appropriately signify trademarks, copyright and any patents.
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