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Purpose

To provide the first annual overview of HR Case Management activity,

including grievance, disciplinary, capability and employment tribunal cases,

and to provide assurance on how organisational learning from case

management is being used to drive improvement, inform workforce decision-

making and mitigate organisational risk.

Recommendation
For Discussion

Strategic Alignment

Strategic SO 4

outcome(s) | people Strategy 2024-27 - SO1, SO2
Strategic Workforce Plan 2024-27 - SO1, SO2

Risk O3E0002
alignment 01C0006

S1C0001 (pending approval)

Prior People Board - 20 August 2026
governance

Stakeholder | N/A

engagement

Implications

Community Data & Privacy Environmental
Equalities & / Financial Health, Safety &
Human Rights Wellbeing

Legal v | Workforce
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Report Detail

Background and Executive Overview

This report provides the first annual overview of HR Case Management
activity, bringing together insight from grievance, disciplinary,
capability and employment tribunal cases. It provides assurance on the
management of casework and demonstrates how organisational
learning is being used to drive improvement, inform workforce
decision-making and support delivery of the People Strategy and
Strategic Workforce Plan.

HR Case Management supports workforce capacity, management
capability and organisational culture by providing insight into how
policies and procedures operate in practice. Organisational learning
indicates that:

e A significant proportion of cases relate to procedural fairness,
management approach, welfare and reasonable adjustments.

e Organisational risk arises less from gaps in policy and more from
variation in the application of policy and process.

e Issues frequently escalate due to communication, decision-making
and delays in progression through workforce processes.

The creation of the Centralised HR Case Team has strengthened the
organisation’s ability to capture learning and translate insight into
targeted improvement activity. This has informed end-to-end
attendance management guidance; improvements to reasonable
adjustments and Access to Work arrangements; leadership and
management development and enhanced governance through
organisational learning and case management forums.

The focus remains on improving consistency in management practice;
strengthening ownership and accountability; embedding organisational
learning and reducing escalation through earlier intervention and more
effective workforce management.

Further Detail — Overview of Case Management Activity and
Assurance

Activity and Demand
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1.7  There were 258 open cases across grievance, disciplinary, capability
and employment tribunal processes at the end of Q1 2026/27. (See
Appendix A)

1.8 Open disciplinary cases reduced from 33 at March 2026 to 27 at June
2026. With 12 disciplinary cases concluded during the quarter, this
suggests case closures exceeded new intake, although timeliness
remains a challenge.

1.9 Open grievance cases increased from 150 to 158 despite 24 grievances
being concluded. This indicates new grievance activity exceeded case
closures and suggests timeliness continues to influence overall
caseload levels.

1.10 Attendance and performance capability activity remains comparatively
low, aligning with wider organisational learning regarding progression
through formal capability pathways. This has informed development of
the end-to-end Attendance Management Guidance and related
improvement activity focused on management capability, case
progression and workforce capacity.

1.11 Employment tribunal activity is managed in partnership with Legal
Services. Organisational learning from tribunal activity is reflected
throughout this report, and work is underway to develop reporting
arrangements that will supportfuture inclusion of newly open and
closed cases.

1.12 A total of 44 new cases were received across grievance, disciplinary
and capability processes during Q1. Whilst lower than Q4 2025/26,
activity remains broadly comparable to the same period last year,
suggesting no significant reduction in underlying demand.

Themes from Grievances Raised

1.13 Since 21 October 2025, 109 grievances have been raised. Grievances
often involve multiple themes. The most common concerns related to
procedural fairness (67), management / psychological safety (59),
welfare / duty of care (56), disability / adjustments (34), and
promotion / career progression (26).

Outcomes and Resolution
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During Q1, 24 grievances and 12 disciplinary cases were concluded.
Informal resolution accounted for 38% of concluded grievances,
compared with 31% during 2025/26. (See Appendix A)

Ten mediation referrals were made during Q1, compared with 25
during the whole of 2025/26, suggesting continued use of early
intervention and informal resolution approaches.

Collectively, these findings indicate increased emphasis on resolving
workplace issues through information mechanisms before they
progress formally.

Timeliness and Case Progression

Grievances

Timeliness continues to be a challenge. Initial analysis suggests delays
in Resolution Manager appointment may be a contributing factor,
alongside case complexity, multi-theme grievances, availability of key
parties and evidence gathering requirements. Further analysis is
underway to inform improvement activity.

Disciplinaries

The average duration of disciplinary cases concluded during Q1 was
187 days. Open disciplinary cases have been active for an average of
172 days.

The data continues to indicate pressure on disciplinary timeliness, with
a significant proportion of cases taking more than six months to
conclude. Some cases are affected by ongoing criminal investigations
or proceedings, which may take precedence over internal processes.
Further analysis is being undertaken to understand the wider drivers of
delay and inform improvement activity.

Key Observations

Grievances remain the largest area of formal casework demand.
Demand levels are broadly stable, while capability activity remains
comparatively low. Increased use of informal resolution and mediation
suggests greater use of early intervention approaches. Timeliness
remains the most significant issue within grievance and disciplinary
processes, and workforce concerns continue to centre on procedural
fairness, management practice, welfare and workplace adjustments.

Organisational Learning and Strategic Intent
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Organisational learning from HR Case Management continues to
identify a small number of recurring themes which drive escalation and
organisational risk. These are highlighted at Appendix A.

Collectively, these themes demonstrate that the drivers of casework
are consistent and well understood. Organisational risk arises less from
gaps in policy and more from variation in management practice,
application of process and communication.

Strategic Response and System Improvement

Organisational learning is informing a focused programme of
improvement activity in the priority areas captured at Appendix B.

Progress has been made across all priority areas, including end-to-end
attendance management guidance, establishment of Attendance and
Health Oversight Meetings, stabilisation of reasonable adjustment
arrangements and case allocation improvements.

Detailed delivery plans, progress and ownership are set out in
Appendix B.

Workforce Risk and Organisational Impact

The themes identified through HR Case Management align closely with
a number of the organisation's established workforce risks (see
Appendix A) and provide insight into the effectiveness of workforce
policies, processes and management practice.

Improvement activity is therefore focused on strengthening
management practice, supporting progression through workforce
pathways and addressing issues with the greatest impact on workforce
capacity, deployability and organisational resilience.

Alignment to Audit and Inspections

Recent audit and inspection activity provides assurance therisks and
themes identified through HR Case Management areconsistent with
wider organisational findings, particularly in relation to management
capability, application of process, decision-making and timeliness. (See
Appendix A)

Alignment to Improvement Programme
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Audit and inspection findings consistently highlight management
capability; application of process; decision-making;timeliness and
organisational learning. These priorities are reflected within the HR
Case Management Improvement Programme (Appendix B) and
overseen through the Workplace Relations Organisational Learning
Review Group.

Overall Assessment of Impact and Direction of Travel

Demand has remained broadly stable, with grievances continuing to
represent the largest source of formal casework activity. Increased use
of informal resolution and mediation suggests greater emphasis on
early intervention before issues progress to formal processes
outcomes, with 38% of grievances concluded during Q1 resolved
informally, building on the position during 2025/26. Alongside an
increase in mediation referrals, this suggests greater use of early
intervention and informal resolution before issues progress to formal
processes.

Organisational learning indicates that the main drivers of casework and
organisational risk are becoming increasingly well understood.
Targeted improvement activity is underway across attendance
management, reasonable adjustments, management capability, case
progression and decision-making.

Overall, the direction of travel is positive. Improved governance,
stronger organisational learning and targeted improvement activity
have strengthened understanding of the issues impacting workforce
capacity and organisational effectiveness. The key challenge remains
translating this insight into measurable improvements in timeliness,
management practice and progression through workforce pathways.
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2 Strategic alignment detail

2.1 Strategic alignment to strategic police plan and other key
enabling strategies

Strategic
outcome(s)

Strategic Police Plan Qutcome 4

Our people are supported through a positive working
environment, enabling them to serve the public.

People Strategy 2024-27

SO 1: We prioritise wellbeing and keep our people
safe, protected and well equipped

S02 : We support our people to be confident leaders,
innovative active contributors and influencers

Strateqgic Workforce Plan 2024-27

SO 1: We structure and organise our workforce to
create capacity and efficiency

SO 2: We are clear on the skills, capabilities and
experiences we need.

2.2 The activity outlined in this report supports delivery of the above
strategic plan and enabler strategy outcomes through organisational
learning, workforce insight and targeted improvement activity.

2.3 Alignment to risk register and risk appetite

Risk
alignment

O3E0002 - Longstanding Increase in Number of
Officers with Duty Modifications - currently above
appetite

01C0006 - Impact of the Failing of Partner Agency on
Police Scotland's Ability to Manage Provision and
Funding of Reasonable Adjustments - currently above
appetite and tolerance

S1C0001 (pending approval) — Strategic Workforce
Planning to Deliver a Sustainable Policing Service -
currently above appetite

2.4 The activity outlined in this report and appendices support mitigation of
the above identified organisational and strategic risks.
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2.5 Prior governance

Prior People Board - 20 August 2026
governance

2.6 At the People Board on 20 August 2026, members approved this paper
to progress to the SPA People Committee for discussion.

2.7 Stakeholder engagement

Stakeholder | N/A
engagement
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3 Implications detail

Community Data & Privacy Environmental
Equalities & / Financial v Health, Safety & v
Human Rights Wellbeing

Legal v | Workforce v

3.1 Equalities & Human Rights - The report considers issues relating to
reasonable adjustments and disability-related concerns. Ongoing
analysis supports understanding of employee experience and
compliance with equality obligations.

3.2 Financial - Workforce capacity, attendance management, duty
modifications, capability processes and reasonable adjustments may
have associated financial implications. Improvement activity seeks to
support more effective and efficient workforce management.

3.3 Health, Safety & Wellbeing - Themes relating to welfare, attendance
management, workplace support, communication and reasonable
adjustments are reflected throughout the report and form part of
ongoing improvement activity.

3.4 Legal - The report includes consideration of grievance, disciplinary and
Employment Tribunal activity and supports organisational learning
relating to procedural fairness, decision-making and compliance with
legal obligations.

3.5 Workforce - The report is focused on workforce capacity, management

capability, employee experience, organisational culture and
progression through workforce processes. It directly supports
workforce planning and organisational improvement activity.
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Appendix A — HR Case Management — Key Data

CASES RECIEVED BY QUARTER

TOTAL OPEN CASES 80
No. of live cases at quarter end 28
200 50
40
30
150 20 I I
18 lIII- _EmE_ -l-l-
100 N & & &
@\. .Q:\’b Q2 {\b'b
‘ Q@ N {\o* &
50 ~\Q\\<\ ,QQ’ &v.
& N N
0 I . | I . . I I (?Q,b*o &
Disciplinary  Grievance  Capability-  Capability- Employment
(Staff) Performance Attendance Tribunals [} Q]_ 25/26 [ Q2 25/26 [} Q3 25/26
mQ425/26 mQl26/27 W Q4 25/262 m Q1 26/272

OFFICIAL



OFFICIAL

GRIEVANCE OUTCOMES DISCIPLINARY OUTCOMES
CLOSED GRIEVANCES Q1 CLOSED DISCIPLINARIES Q1
14 2.5
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Qi1

Ml In progress

B No longer required

OFFICIAL



OFFICIAL

Recurring Themes from Organisational Learning (see section 1.21 of Report)

Theme

Key Learning

Management Practice and Policy
Application

Organisational risk arises less from policy gaps and more
from variation in management practice, communication
and application of process.

Communication, Clarity and Early
Intervention

Issues frequently escalate due to how they are managed
and communicated. Early intervention supports more
proportionate outcomes and reduces escalation.

Decision-Making and Process Integrity

Outcomes are generally upheld where decisions are clear,
evidenced and supported by robust process.

Reasonable Adjustments

Delays and inconsistent decision-making can reduce
deployability and contribute to escalation and inefficiency.

Attendance and Performance
Management

Delayed progression through informal and formal
processes can increase complexity and impact workforce
capacity. Limited use of formal performance capability
processes may reflect wider challenges in management
confidence and application of process.
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Alignment of HR Case Management Themes to Workforce Risk (see section 1.28 of Report)

Risk Relationship to HR Case Management

O3E0002 - Longstanding | Organisational learning highlights the importance of progression

Increase in Number of through Occupational Health, Capability and Ill Health Retirement
Officers with Duty pathways for arrangements with the greatest impact on deployability
Modifications and operational resilience.

01C0006 - Impact of the
Failing of Partner Agency | Organisational learning highlights the importance of timely

on Police Scotland's implementation, clear ownership and effective governance of
Ability to Manage reasonable adjustments.

Provision and Funding of
Reasonable Adjustments

S1C0001 - Strategic HR Case Management provides insight into workforce capacity,
Workforce Planning to deployability, capability and management practice, supporting
Deliver a Sustainable understanding of workforce pressures and organisational
Policing Service sustainability.
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Alignment of HR Case Management Themes to Audit and Inspections (see section 1.31 of Report)
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Process (May
2024)

Assurance Summary of Position

Activity

Internal Audit | All recommendations have been delivered. The audit identified issues relating to
- Grievance governance, consistency and organisational learning. Action taken has

strengthened governance, organisational learning, case management and
management capability.

Audit Scotland
/ HMICS -
Best Value
Audit (January
2026)

The Best Value audit highlighted the need to strengthen workforce capability,
capacity and use of organisational insight. Improvement activity outlined in this
report directly supports these objectives, particularly in relation to attendance
management, duty modifications and management capability.

HMICS
Assurance
Review -
Conduct and
Discipline
(May 2026)

The HMICS review identified issues relating to timeliness, consistency and
process integrity. These themes align closely with organisational learning and
are being addressed through the existing improvement programme.

Internal Audit

An internal audit of attendance management is planned for Quarter 4 and will

- Attendance provide independent assurance on the effectiveness of current improvement
Management activity, while informing future development.

(Planned Q4

2026/27)
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