College of Policing Defining and Assessing Competence pilot evaluation: 
LOT 2: 
Independent Review of Assessment Evidence: Tender Specification
Introduction 
The College of Policing is the professional body for the police service in England and Wales. The College is looking to appoint an independent external contractor to carry out research activities to support an evaluation of pilot competence assessments for police Officers.
The College of Policing is developing competence assessments for police officers in the Police Constable (PC) rank. The aim of the assessments is to provide a fair and equitable mechanism for an officer to demonstrate how they have enhanced their professionalism and skills. Three tests are to be piloted in eight pilot forces across England and Wales during 2015: 
(1) Foundation assessment for PCs approaching eligibility for the fourth pay point in the pay scale;
(2) Advanced for those approaching the seventh pay point; and 
(3) Reconfirmation of competence for longer serving officers. 

The pilot will be evaluated by the College of Policing, to examine the extent to which the overall aim of the project has been achieved and to inform a decision about the national rollout of the assessments.  
Evidence is being gathered to assess three statements focusing on: 
· the fairness and consistency of the assessments; 
· the process of implementation; and 
· the impact of the assessments on officer behaviours and attitudes towards professional development. 

A range of research methods are to be used: on-line questionnaire surveys; in-depth interviews; analysis of records of activity; and independent reviews of assessment evidence.

The design of the evaluation will be conducted by College of Policing researchers supported by an independent academic advisory group. Some of the data collection and analysis will be contracted out to an independent external contractor. Further analysis and reporting will be carried out by internal College researchers. 

To support this evaluation the College is commissioning an external contractor to:
· carry out observations and analysis of moderation exercises and an independent review of assessment evidence;

This forms Lot 2 of two Lots which each form a different part of this evaluation. Further details about the work required for Lot 2 are set out in the following sections below.

Background
The Winsor Review of police officer and staff remuneration and conditions (2012; https://www.gov.uk/police-pay-winsor-review) recommended the introduction of assessments to ensure that every police officer possesses and maintains the competence appropriate to the rank he/she holds and the work he/she does, or may be required to do. The Home Office, through the Police Negotiating Board (PNB), commissioned the College of Policing to develop an assessment model to address Winsor’s recommendations (numbers 95-99). The College set up a Defining and Assessing Competence project to design and develop the assessments and established a project board in spring 2013. The first stage of the project developed competence assessments for Police Constables approaching eligibility for the fourth and seventh pay point of the rank (Foundation and Advanced Assessments) and a subsequent reconfirmation of competence assessment on a periodic basis. These assessments for Police Constables are to be piloted in eight police forces during 2015. 

Aim of the Defining and Assessing Competence project:
The aim of the Defining and Assessing Competence project, as agreed by the Project Board is to:
‘Provide a mechanism that is fair and equitable in allowing an officer or member of police staff to show how they have, over a defined period enhanced their professionalism and skills in policing.’


The pilot
The set-up of the piloting of these assessments has implications for the evaluation design:

· Pilot forces – eight police forces are participating in the pilot with estimates of numbers of Police Constables eligible for each of the Foundation Assessment, Advanced and Reconfirmation Assessment ranging between 2 and 460 in each force. The overall total number of PCs participating in the pilot across the eight police forces will be up to 2,400. Precise numbers of eligible officers are to be confirmed

· The timescale of the pilot - the pilot is running between January and December 2015. 
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What is being assessed?
Line managers of Police Constables eligible for the assessments are being asked to make a work based assessment of competence using: 
· the Diploma in Policing[footnoteRef:1] units as a framework for the Foundation and Reconfirmation of Competence Assessment and Advanced criteria for the Advanced Assessment  [1:  The Diploma in Policing provides a nationally consistent standard used across the police service in England and Wales, for initial training of police officers] 

· any required core learning linked to the officer’s role 
· the behavioural competencies for a Police Constable based on the Police Professional Framework (competency framework) 
· self-directed Continuing Professional Development (CPD) 

First-line managers/supervisors will be asked to make a holistic assessment decision of competence about the officer concerned ie the officer is either fully competent or not fully competent.

Further details about the Defining and Assessing pilot and the assessment process are available at: 
http://www.college.police.uk/What-we-do/Development/Pages/Defining-and-Assessing-Competence-Pilot.aspx.

The evaluation of the pilot assessments

The evaluation will provide evidence against three statements that have been agreed by the project board and will be used to inform a decision about national roll out of the competence assessments. 

The three evaluation statements are:

1. There is consistent evidence that the assessment model implemented in the pilot forces is perceived / not perceived to be fair, consistent, relevant and to reflect the required level of competence for the target group. This perception is supported / not supported by evidence from independent assessors. Where there are variations in the evidence there are / are not reasonable explanations for the differences.

2. To ensure an effective, consistent and fair competence assessment process that has minimal impact on the business (e.g. in terms of resource costs, appeals and risk of litigation), the model needs to be implemented with the following requirements in place: ……..X, Y and Z (to be determined by the process evaluation).

3. Within the pilot period, in X participating pilot force, the evidence suggests that undergoing a competence assessment had no / a positive / a negative impact on PCs’ perceptions about: their own professionalism and skills; the support they received from their supervisor around professional development; and their attitudes and behaviours relating to professional development.  

Independent review of assessment evidence

Lot 3 of the invitation to tender relates to is an independent review of assessment evidence. The aim of the independent reviews is to gather objective evidence against the evaluation statement 1 (above) through an examination of assessment decisions on assessees’ competence. Another element of the evaluation that will gather evidence against statement 1 is a survey of pilot participants’ perceptions about the assessments. However, it is essential that the evidence gathered about validity, consistency and fairness of the assessments is not just based on perceptions but is supported by an objective review of both assessment evidence and decisions. It is for this reason this independent review of assessment evidence is to be carried out. Further background details of this independent review are set out below, the scope of work for the contractor is set out in the following sections.

Precise plans for the review of assessment evidence are being developed by the College of Policing. There will be two elements of a process to support and assess the consistency of competence assessment decisions (fully competent/not fully competent) for individual officers. Firstly the pilot police forces are developing moderation exercises internally within their force. Secondly the College will assess the evidence of a sample of the assessments via a panel external to all the pilot police forces.  These two elements are explained in more detail below:

1. Force (internal) moderation exercises.

Some of the pilot police forces are developing plans for internal moderation exercises for the assessments. An example approach might be a moderation panel comprising line managers who will meet to discuss the performance of their direct reports. These panels could be chaired by someone of a more senior grade than the panel members, such as their line manager. The purpose of such an internal moderation exercise would be to:
 
• ensure force assessors/line managers have a shared and consistent understanding of competence
• engage line managers in peer challenge and discussion on competence
• ensure there is a high degree of consistency across the organisation
• overcome subjectivity and other sources of bias.

2. Independent Review Panel

The College of Policing will set-up an independent review panel which will be external to all the police forces participating in the pilot. The panel will examine the consistency of assessment decisions across pilot police forces. The Panel will be appointed by the College of Policing and will comprise up to three independent assessors with previous experience of monitoring the work of assessors involved in a police assessment process[footnoteRef:2].  The independent panel will examine assessment evidence used by the supervisors to inform their assessment decisions. The assessment evidence that the panel will review will be based on assessment recording sheets which are available with the Assessor Documents at: http://www.college.police.uk/What-we-do/Development/Pages/Defining-and-Assessing-Competence-Pilot.aspx. [2:  The appointment of this panel is not part of this invitation to tender.] 


The assessment evidence of up to ten per cent of all assessees will be reviewed, which could be evidence for up to 150 assessees. The sample of assessment evidence to be reviewed will be randomly selected from assessees who reached the assessment criteria and those who did not. Additional sampling will be carried out to ensure representation of cases with characteristics of particular interest; such as assessees with disputed or borderline results and assessees with protected characteristics, as identified in the relevant Equality Impact Assessment.

The College will brief panel members, and provide them with guidance about the process they need to follow. Panel members will also be provided with all relevant material about assessment classification and levels, for example descriptions of standards for a ‘fully competent’ assessment decision. The panel will use a process as follows:

1) 	Each of the independent assessors on the panel will separately assess the evidence for each Police Constable concerned. 
2) 	After having made an independent assessment, the panel members will proffer judgement on the supervisor’s assessment using a short tick box form containing the independent assessment criteria. This will be designed to provide an indication of validity, fairness and consistency. 

The completed forms will then be analysed for the purposes of the evaluation.

To support this evaluation the College is commissioning an external independent contractor to 

· Carry out observations of both the force internal moderation exercises and the external independent review panel meetings and to carry out analysis of data recorded on the forms submitted by the independent review panel.

Scope of work to be included in the external contract 

This invitation to tender sets out the scope of the work to be conducted by an independent external contractor. The following refers to Lot 2:

1. The contractor will be expected to develop research materials in consultation with the College. Specifically they will be required to develop the data collection templates to be used during the observations. The contractor will contribute to the design of the forms for the external independent panel to complete and the briefing of the panel. 

2. The contractors will be required to spend one day each in four of the police forces participating in the pilot in order to carry out observations of the internal moderation meeting, take detailed notes of their observations and examine minutes of these meetings where available. Forces will be identified and access arranged by the College.

3. The contractors will be required to carry out analysis of the data recorded on the electronic forms by the independent review panel members and will also be required to observe at least two external independent review panel meetings.    

Further details of these elements are outlined below:

1) Development of research processes and materials

Observations
The contractor will create a data collection template to be used during the observations of internal force moderation exercises and examination of minutes of meetings. This will include a list of topic areas which cover aspects of the following areas: 

· Consistency of assessments and reasons for any inconsistency between line managers and supervisors.
· Any agreement or disagreement between line managers and supervisors
· Interpretation of assessment criteria between line managers and supervisors in force
· How the moderation exercises work.

This will be created in collaboration with the College and will also be used to develop the coding framework to analyse the data gathered during observations.

 
Independent review panel forms and briefing
The contractor will be required to contribute to the development of the form the independent review panel will be asked to complete, in consultation with the College of Policing. The assessment criteria to be covered in the forms are as follows: 

a) 	Validity of the assessment:
- Does the supervisor’s statement of competence (fully competent or not fully competent) reflect the evidence gathered for the assessment?
b) 	Fairness of the outcome
- Is the statement of competence based on all the information and evidence gathered?
- Is there sufficient information provided to make a sound assessment?
c) 	Consistency (within-assessor)
- Have individual supervisors applied a consistent standard across candidates (where applicable)?
d) 	Independent assessment of evidence
- On the basis of the evidence recorded would you agree with the supervisor’s decision?
e) 	A box for further comments.

The contractor will also be asked to contribute to the preparation of guidance for the panel in relation to completion of the forms and attend a briefing session with the panel members.  

2) Observations of internal moderation processes: 

The internal force moderation panels will meet to discuss assessees’ performance in order to agree assessment decisions.  The contractor will be required to spend one day in each of the four[footnoteRef:3] forces on a day when at least one moderation panel meeting is being held. These forces will be spread across England and Wales. During this time the contractor will be required to  [3:  Four of the pilot police forces will be selected by the College of Policing. It is unclear as yet how many of the forces will develop moderation processes but it is expected that at least four forces will have these types of processes in place.] 

· observe the panel meeting and take notes using the data gathering tool described above  and 
· examine minutes of panel meetings and record relevant information using the data gathering tool. 


3) Analysis of forms completed by the independent review panel and observations of independent review panel meetings 

The independent review panel will review a sample of the assessees’ written evidence following the process described above. The contractor will be required to carry out analysis of all the data recorded on the electronic forms completed by the independent review panel members.  The forms are likely to comprise four tick box questions and one comment box.   The contractors will be analysing up to 150 forms submitted by each of the three panel members. This number will be clarified once it has been agreed how many assessees’ evidence the panel will review and how many panel members are appointed.

Plans for any panel meetings are still in development. Some independent review meetings could be held within the pilot police forces to enable some supervisors and/or assessees to present and discuss the evidence with the panel. The advantage of this would be that the written evidence from the assessments is expected to be minimised and there is also a formative as well as summative element to the assessment process. Therefore the written evidence provided to the panel would not provide a full representation of the assessment process. However, it is likely that presenting evidence in person in this way would only be feasible in a small number of cases due to resource requirements and burden on the forces. The contractor will be expected to contribute to plans for these independent review panel meetings and to observe a minimum of two panel meetings and record information from them in a similar way to the internal force meetings. 

Analysis
The College regards data analysis as one of the most important stages in the research process and tenderers should allocate sufficient time to it. The College requires all analysis to be rigorous, transparent and in line with accepted academic standards. In submitting a proposal, tenderers must explain how they plan to analyse the data. Bids for this element of the work will be specifically assessed in terms of the level of analytical rigour proposed. However the College expects this to include:
1) The degree of consistency of assessment decision (fully competent/not fully competent) will be examined across supervisors and independent panel members. The degree of consistency will be examined for the whole sample and consistency examined for particular groups of interest such as:
· Police force
· Groups of officers with protected characteristics
· Cases identified as borderline by the supervisor and non-borderline cases
If there are any potential inconsistencies that are identified that are affecting particular groups of officers or police forces, this will be explored in the analysis.
2) Additional data collected through the form completed by the external independent panel on fairness, consistency and validity: 
· Descriptive statistics: independent assessor responses on each review criterion per form; per reviewer; per protected characteristics groups, per force, per borderline/non borderline.
· Qualitative analysis of comment box responses

3) Analysis of observations and examinations of minutes from meetings.
The contractor will be expected to propose a method for analysing the data carried out during observations. This analysis should focus on the following key points: 
· Consistency of assessments and reasons for any inconsistency between line managers and supervisors.
· Any agreement or disagreement between line managers and supervisors
· Interpretation of assessment criteria between line managers and supervisors in force
· How the moderation exercises work.

The contractor is expected to provide full written notes from each observation and a summary of the analysis of these observations. 

Reporting:

The contractors will be expected to provide their observation notes and their analysis of the assessment scores, as well as a report summarising the findings. The structure and plans for the content and length of this summary report is to be agreed with the College prior to drafting.

Outputs and timescales
The timeline for this work is as follows;

	Initial meeting of supplier with College research and policy
	End of May 2015

	Observations of internal moderation panel
	June - September

	Observations of independent review panel 
	September- October

	Analysis of observations and forms and summary report
	
13th November 



Outputs will include:

· Notes taken during observations.
· Analysis of assessment scores.
· Report summarising findings from observations and analysis.


Meetings
The contractor will be expected to attend meetings with the College in London, the first should be shortly after the contract has been awarded in order to discuss the set-up of the project. Further meetings will follow at key stages of the project.  Outside of these meetings the College will appoint a point of contact for the contractor and regular communication between these parties will be expected.
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