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SECTION 1 - WHAT IS THE CURRENT SERVICE?


The Fleet Management service provides for the procurement, allocation, disposal, and maintenance of vehicles.  Although the majority of Fleet Management services are provided by the Fleet Management Section of the Department of Finance and Central Services, area commanders/ heads of department and their support staff also play a role.

The Fleet Management Section carries out the following activities:

· Procurement of vehicles

· Provision of technical services

· Repair and maintenance of vehicles

· Fuel supply

· Accident management

· Movement of vehicles

· Miscellaneous transport services
· National Crime Squad work

All area commands and some departments have at least one driver/ handyperson (DHP) on their establishment and they also play a part in the provision of Fleet Management services, e.g. carrying out vehicle checks, arranging servicing, delivering and collecting vehicles, cleaning vehicles and maintaining vehicle records.

The vehicle hire and fuel budgets are fully devolved to area commands and in addition vehicle selection and vehicle care have an element of devolvement.

SECTION 2 - ARE THESE SERVICES CORE POLICING? 

None of the services under review are core policing.

SECTION 3 - WHAT RESOURCES ARE USED?

Costs 









per annum

Employees 








£ 1,043,000

Premises 








£   310,000 

Specialist Equipment 






£   147,000 

Other Major Cost Items 






per annum

Insurance








£    821,000 

Tyres/ batteries







£    174,000 

Repair and maintenance of vehicles




£    971,000 

Fuel









£ 1,667,000 

Vehicle hire








£      50,000 

Purchase of vehicles






£ 2,350,000  

Total Annual Costs



£ 7,533,000 
Income








per annum
National Crime Squad






£      25,000

Sale of vehicles







£     160,000 

Total Annual Income



£   185,000 

SECTION 4 - HOW ARE THE SERVICES PERFORMING?

Overview

The Fleet Management service appears to be performing well.  Although there are no national standards or performance indicators which cover the work performed by Fleet Management, internal performance measures used by Fleet Management indicate good performance, particularly in respect of vehicle availability.

Consultation confirms the general satisfaction with Fleet Management but also highlights specific areas of dissatisfaction which should be addressed, i.e. the time taken to repair/ service vehicles; delays in repairs and procurement caused by the protective windscreen policy; lack of a replacement vehicle when a vehicle is being repaired; insufficient vehicles; poor communication; no weekend working.

Two of the more significant results of benchmarking exercises indicate that we have a low number of vehicles per officer and a high number of accidents per vehicle in comparison to other forces.

What the statistics tell us

· Vehicle Availability

This is a key indicator as it impinges directly on operational policing.  Fleet Management’s target is 90% vehicle availability, however they regularly achieve in excess of 95%, thereby demonstrating the efficiency and effectiveness of the vehicle maintenance service. 

· Stock Turnover
Stock turnover indicates how long stock is being kept on the shelves.  A reduction in turnover can mean that the business is slowing down and that stocks are piling up and are not being used.  Therefore a high stock turnover ratio is an indicator of efficient performance.  Fleet Management has a stock turnover ratio target of 4.5:1, which is considerably better than the industry standard ratio of 2.5:1 (as quoted by the Home Office).  However they regularly achieve a ratio in excess of 6.0:1, thereby demonstrating the efficiency and effectiveness of the stockholding system.

· Number of Accidents
Although there is no specific target for vehicle accidents, the number of accidents is closely monitored as they can have a considerable impact on both costs and vehicle availability.  Since the introduction of the devolved accident arrangements in April 1998, there has been a year on year reduction in the number of vehicle accidents from 1,467 in 1997/ 98 to 1,219 in 2000/ 01.  The target, therefore, is to continue this improvement. 

· Fleet Standardisation

The Audit Commission has recommended that it is best practice to standardise fleets around two makes on common vehicles such as unit beat and traffic cars, as there are substantial benefits to be achieved, e.g. maintenance familiarity leading to improved servicing and repair performance.

Northumbria Police have standardised their unit beat vehicles to two models: the Ford Fiesta and the Ford Focus.  However, the police authority has agreed to a phased replacement of the Ford Fiesta with the Ford Focus (as it is a larger and superior vehicle) over a four-year period, which commenced in April 2001.  Northumbria Police have standardised their traffic vehicles to one model: the Volvo S70 (or its successor at Volvo -the V70).  There are certain exceptions to the above, however, e.g. the terrain in some rural areas necessitates the use of four-wheel drive vehicles.


Northumbria Police therefore demonstrate best practice in the procurement of vehicles through their standardisation policy.

How do we compare?

District Audit Exercise
A benchmarking exercise was carried out in 2001, by District Audit, comparing Northumbria Police with the following eight police forces: Cheshire, Cleveland, Durham, Humberside, North Yorkshire, South Yorkshire, West Yorkshire and Merseyside.  Some of the key findings are shown in the table below:

Measure
Northumbria Police Data
Quartile Position
Average of forces providing data
Northumbria Police rank position

No of accidents per vehicle
1.9
4
1.2
9

Maintenance costs per vehicle
£1,800
3
£1,700
6

No of vehicles per officer
0.20
4
0.22
8

No of miles travelled per vehicle
22,000
4
19,000
9

Fuel costs per mile travelled
£0.116
3
£0.115
5

Cost of tyres per mile travelled
£0.007
2
£0.009
3

Fleet admin costs per vehicle
£220
2
£320
4

No of vehicles per mile of road
0.11
2
0.137
3

· The survey shows that, even though there has been a considerable reduction in the number of accidents over the last three years, Northumbria Police still has a high number of accidents per vehicle in comparison to other forces.

· Both the number of vehicles per officer and the number of vehicles per mile of road are 20% less than the average of the forces providing data, indicating a shortfall in the number of vehicles allocated.

· The number of miles travelled per vehicle is 15.7% higher than the mean average indicating increased utilisation with a lower number of vehicles.  This has the potential for proportionate increase in maintenance requirements and running costs.

· The survey shows increases in both the cost of maintenance and fuel in comparison to the other forces which may be attributed to the increased vehicle utilisation and mileage.

Survey of Other Forces
As part of this review, all 43 police forces in England and Wales were surveyed and 33 responses (including all metropolitan forces) were received.  The table below shows the results for the measure “Number of vehicles per officer”.

Measure
Northumbria Police Data
Quartile Position
Average of forces providing data
Northumbria Police rank position
No. of forces providing data

No of vehicles per officer
0.20
4
0.23
32
33

The results of the survey show that Northumbria Police’s number of vehicles per officer is 13% below the national average.  Only one other force (Metropolitan Police) had a lower figure.  In order to reach the average figure, Northumbria Police would need to increase the size of the fleet by 116 vehicles.

What do people think of our service?
Service User
Positive
Negative

Area commanders/ heads of dept

· 84% of Area commanders/ heads of dept considered the service provided by Fleet Management to be satisfactory or higher.
· 68% of Area commanders/ heads of dept were not satisfied with the number of vehicles allocated.

· The time taken to repair accident damaged vehicles.

· The time taken to repair/ service vehicles.

· Delays in repairs and procurement caused by the protective windscreen policy.

· A replacement vehicle should be provided when a vehicle is off the road.

Vehicle Users

· 84% of vehicle users considered the service provided by Fleet Management to be satisfactory or higher.
· 68% of vehicle users were not satisfied with the number or types of vehicles allocated to them.

· The time taken to repair accident damaged vehicles.

· The time taken to repair/ service vehicles.

· Delays in repairs and procurement caused by the protective windscreen policy.

· A replacement vehicle should be provided when a vehicle is off the road.

Administrative Service Managers
(ASMs)

· Generally, service is good.

· Reassuring that repairs are carried out in-house.
· Delays in repairs and procurement caused by the protective windscreen policy.

Fleet Management staff


· They consider that they provide a good service.
· The performance of external contractors should be checked better.

· Service intervals are too long.

· A larger stock of parts should be held.

· A replacement vehicle should be provided when a vehicle is off the road.

SECTION 5 - WHAT OTHER FACTORS MAY AFFECT THE FUTURE ROLE OF THE FLEET MANAGEMENT SERVICE?

Developments which may impact on the future of the service include:

· Police Reform - In July 2001, the Home Secretary outlined his reform proposals to create a police service for the 21st century.  The reforms will modernise policing practice and regulations and will result in an increased public reassurance, more uniformed officers on the streets and an increased use of information and communication technology systems.

· A Best Value Review of Patrol and Investigation has commenced and this may have implications on the number of vehicles required.

· The ever-increasing development in technology, e.g. Airwaves, incident data recorders, mobile data terminals etc, may affect the role of Fleet Management.

· EU Type Approval Directives, which mean that once a vehicle is registered it cannot be adapted or fitted with equipment which does not comply with the legislation.  This may restrict the amount and type of equipment fitted to police vehicles.

· EU Special Waste Directives, due to come into effect in 2002, will change the method of vehicle disposal and other salvage issues, e.g. We may have to pay for licensed salvage companies to dispose of our vehicles.

· A consultation document entitled  “End of Life Vehicles Directive” issued by the Department of Trade and Industry suggests that the government is planning to make vehicle manufacturers responsible for the recycling of old cars.  This means that manufacturers may become responsible for scrapping vehicles that are no longer roadworthy.  
· The requirements and workload associated with vehicle maintenance will continue to reduce with extending service intervals, greater reliability and greater reliance on “throw away” parts and components.  However, the ever-increasing demands for greater levels of police equipment will increase the workload demands for commissioning, decommissioning and the specialist conversion of vehicles and will more than offset the potential reduction in vehicle maintenance requirements.

SECTION 6 - HOW CAN WE CREATE A SERVICE FOR THE 21st CENTURY?

Issues which have been raised as the review process has progressed are detailed below:
Issue No.
Issue
Raised by

1
There are insufficient vehicles


Area commanders

Vehicle users

Benchmarking

2
Vehicle allocation tends to be based on historical information rather than on a needs based approach
Area commanders



3
The time taken to repair vehicles
Area commanders
Vehicle users
ASMs

4
Vehicles should be thoroughly checked, not just for reported defects
Vehicle users


5
Vehicles are returned with identified defects uncorrected
Vehicle users

6
Servicing should be more detailed
Vehicle users

7
The effectiveness of contracted out vehicle maintenance should be examined
Fleet Mgmt Staff

8
Vehicles with excessively high mileage are being used
Vehicle users
Fleet Mgmt Staff

9
Vehicles generally are in a poor state of repair


Vehicle users
ASMs

10
Vehicle checks (by police officers and Area Command/ Department Driver/ Handymen) are not being properly carried out
ASMs

Fleet Mgmt Staff

11
The protective windscreen policy can lead to delays in procurement and repair
Area commanders

ASMs

12
The provision of a replacement vehicle whilst a vehicle is being repaired/ serviced, to reduce vehicle downtime


Area commanders

Vehicle users
ASMs

13
Arrangements for collection/delivery of vehicles
Vehicle users

14
The number of accidents involving vehicles


Area commanders

Vehicle User Group

Benchmarking

15
There is need for better communication between Fleet Management and users
Area commanders

Vehicle users
ASMs

16
There appears to be an excessive use of fuel cards instead of using the less expensive Force fuel sites and there is also some evidence of poor control regarding the use of fuel cards
Fleet Management

17
Imprest stock arrangements
Best Value Advisory Group

18
Protection of ARVs
Best Value Review Team

To improve the current service we are proposing the following:

1. Increase the size of the authorised vehicle fleet.

2. Ensure vehicle allocation is based on a formula related to need.

3. Review the vehicle replacement policy.

4. Consider whether Northumbria Police should continue with the current practice of standardising the fleet around the Ford family of vehicles.   

5. Implement weekend working to the Fleet Management workshops.

6. Review the current policy of Area Commands carrying out routine safety and maintenance vehicle checks.

7. Ensure that systems are in place which will make customers aware of the estimated repair time for their vehicle and also which will keep them informed of any delays.

8. Review the current service intervals of fleet vehicles.

9. Review monitoring arrangements for outsourced work.

10. Implement formal arrangements for the maintenance of National Crime Squad vehicles.

11. Abandon the current policy of fitting protective windscreens to liveried vehicles. 

12. Consider the feasibility of providing a replacement vehicle when a vehicle is off the road.

13. Determine and implement the most appropriate method of collecting and/ or returning vehicles which have been serviced or repaired.

14. Install incident data recorders in police vehicles.

15. Review the number of internal fuel sites.

16. Introduce internal charging (either partially or entirely) for vehicle maintenance and accident repairs.

17. Review the stock holding arrangements operated by the Fleet Management section.

18. Review the level of protection necessary for Armed Response Vehicles.

19. Review the number and relevance of the performance indicators used by the Fleet Management section.

20. Review the arrangements for the procurement of covert vehicles with a view to determining the most appropriate method(s).

21. Obtain extended warranties on all new vehicles.

SECTION 7 - HOW DO WE INTEND TO MAKE THESE CHANGES?

Options 1 & 2. Develop a formula to determine the optimum fleet size and the subsequent allocation of vehicles within the force

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Identify a suitable resource to conduct analysis of fleet and perform mathematical modelling
1, 2
Central Services Manager
Dec 2002

2
Calculate optimum fleet size and distribution of vehicles within the force
1, 2
Central Services Manager
June 2003

3
Calculate financial implications of changes to fleet size
1, 2
Central Services Manager
July 2003

4
Report through Best Value reporting structure, report to police authority
1, 2
Central Services Manager
July 2003

5
If a shortfall is demonstrated, vehicle purchases to be considered within the medium term financial forecast
1, 2
Central Services Manager
Aug 2003

6
Subject to the outcomes of the previous actions, budget to contain a component relating to extra vehicles
1, 2
Central Services Manager
Dec 2003

7
Order placed for vehicles
1, 2
Central Services Manager
April 2004

8
Receipt of vehicles, to be distributed as per model results
1, 2
Central Services Manager
Nov 2004

Option 5    Provide for the maintenance of vehicles at weekends by:

· Implementing a workshop overtime shift rota arrangement on Saturdays

· Providing emergency roadside assistance arrangements at weekends out of hours

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Develop shift rota arrangements for Saturday mornings
3
Central Services Manager
Nov 2002

2
Set up contractual arrangements with roadside assistance provider
3
Central Services Manager
Nov 2002

3
Set up budgets for roadside assistance arrangements and overtime allocations
3
Central Services Manager
Dec 2002

4
Set up protocols/ guidelines to enable users to access new arrangements
3
Central Services Manager
Dec 2002

5
Inform area commands/ departments of the new arrangements
3
Central Services Manager
Dec 2002

6
Implement new arrangements
3
Central Services Manager
Jan 2003

Option 6   Ensure that the current procedure for carrying out routine safety and maintenance vehicle           checks is rigorously enforced

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Redesign vehicle logbook to make it more conducive to recording and endorsing vehicle checks
10
Central Services Manager
Jan 2003

2
Publicise across force the importance of carrying out vehicle checks
10
Central Services Manager
Jan 2003

3
Fleet Management to deliver any necessary training
10
Central Services Manager
Jan 2003

4
Implement a system for Fleet Management to dip sample logbooks
10
Central Services Manager
Feb 2003

5
Implement arrangements for reporting the results of dip sampling
10
Central Services Manager
Feb 2003

Option 7  Establish a customer contact system and redesign booking form

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Redesign current booking forms
15
Central Services Manager
Dec 2002

2
Inform workshop staff of their responsibilities within the new procedure
15
Central Services Manager
Dec 2002

3
Inform area commands/ departments of the new procedure
15
Central Services Manager
Dec 2002

4
Implement new procedure
15
Central Services Manager
Jan 2003

Option 9  Establish contract monitoring system for outsourced work

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Implement contract monitoring system
7
Central Services Manager
Mar 2003

Option 10 Ensure that the National Crime Squad are charged a rate which ensures that all costs incurred are recovered

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Calculate charges to be applied
2
Central Services Manager
Dec 2002

2
Determine price review mechanism
2
Central Services Manager
Dec 2002

3
Notify NCS of charges
2
Central Services Manager
Dec 2002

4
Implement new charges/ price review mechanism
2
Central Services Manager
Jan 2003

Option 12    Introduce a replacement vehicle scheme using a pool of end of life vehicles

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Inform area command/ departments of the new arrangements
12
Central Services Manager
Apr 2003

2
Set up protocols/ guidelines to enable users to access the new arrangements
12
Central Services Manager
May 2003

3
Inform Fleet Management and workshop staff of their  responsibilities within the new  arrangements
12
Central Services Manager
May 2003

4
Identify and acquire suitable pool   vehicles for allocation
12
Central Services Manager
Aug 2003

5
Implement new arrangements
12
Central Services Manager
Oct 2003

Option 13    Area commands/ departments are to make their own arrangements for the collection and delivery of driveable vehicles and Fleet Management will only collect/ deliver such vehicles in exceptional cases 

Action


Issue 

(see pages 8-9)
Lead Manager
Target

1
Notify area commands/ departments of the new arrangements
13 & 15
Central Services Manager
Jan 2003

2
Draw up protocols regarding circumstances in which Fleet management will collect/ return vehicles
13 & 15
Central Services Manager
Mar 2003

3
Inform Fleet Management staff of the new arrangements   
13 & 15
Central Services Manager
Apr 2003

4
Liaise with PR&I regarding workload implications
13 & 15
Central Services Manager
Apr 2003

5
Implement new arrangements
13 & 15
Central Services Manager
May 2003

Option 14    Incident data recorders are to be fitted to all new liveried patrol vehicles, subject to a successful outcome of trials

Action


Issue 

(see pages 8-9)
Lead Manager
Target

1
Assess the effectiveness of the trials of IDRs
14
Central Services Manager
Dec 2002

2
Consult with Federation and staff associations regarding accident investigation protocols
14
Central Services Manager
Jan 2003

3
Consult with Operational Support regarding accident investigation procedures
14
Central Services Manager
Jan 2003

4
Include the procurement of IDRs in the vehicle replacement budgets and ordering arrangements
14
Central Services Manager
Feb 2003

5
Set up protocols/ guidelines for use of IDRs
14
Central Services Manager
Mar 2003

6
Inform Fleet Management and  workshop staff of their responsibilities with the new      procedures
14


Central Services Manager
Mar 2003

7
Arrange training for Fleet Management staff and accident investigation officers
14


Central Services Manager
Mar 2003

8
Commence fitting IDRs to all liveried patrol vehicles
14


Central Services Manager
Apr 2003

9
Assess effectiveness of IDRs in reducing collision repair costs
14
Central Services Manager
From Apr 2007

Option 15   Close down and decommission the internal fuel sites at Newcastle East and Tynemouth

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Inform area commands regarding the decommissioning of fuel sites and revised fuel arrangements
16
Central Services Manager
Oct 2002

2
Arrange fuel credit cards for area command vehicles and set up new procedures
16
Central Services Manager
Oct 2002

3
Arrange the fuel site  decommissioning with   contractors
16
Central Services Manager
Oct 2002

4
Close down sites and decommission
16
Central Services Manager
Dec 2002

Option 16  Introduce internal charging for vehicle maintenance and accident repairs once systems are in place to facilitate the process

Action


Issue 

(see pages 8-9)
Lead Manager
Target

1
Ensure suitable IT systems and relevant links are in place
3, 10, 14
Central Services Manager
Jun 2003

2
Establish reporting and charging mechanisms
3, 10, 14
Central Services Manager
Jul 2003

3
Set out detailed procedures and protocols
3, 10, 14
Central Services Manager
Jan 2004

4
Develop full management information framework
3, 10, 14
Central Services Manager
Jan 2004

5
Develop budget allocations
3, 10, 14
Central Services Manager
Mar 2004

6
Devolve budget
3, 10, 14
Central Services Manager
Mar 2004

Option 19  Implement a suite of performance indicators

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Implement the national benchmarking performance indicators
3, 14, 15
Central Services Manager
Feb 2003

2
Implement performance indicators for workshop and operator performance
3, 14, 15
Central Services Manager
Feb 2003

3
Implement performance indicators for sustainable development
3, 14, 15
Central Services Manager
Feb 2003

Option 20  Set up arrangements to transfer covert vehicles between forces

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Seek approval from APG to transfer covert vehicles between Forces
1 & 2
Central Services Manager
Dec 2002

2
Seek formal agreement from Durham and Cleveland
1 & 2
Central Services Manager
May 2003

3
Draw up protocols for exchange
1 & 2
Central Services Manager
Aug 2003

4
Implement new arrangements
1 & 2
Central Services Manager
Jun 2004

5
Ensure that covert vehicles purchases are appropriate to needs
1 & 2
Central Services Manager
Mar 2004

Option 21   Obtain manufacturers extended warranties for all new Volvo Motor Patrol, Armed Response and Advanced Driver Training vehicles

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Obtain extended warranties
8 & 9
Central Services Manager
Jan 2003

2
Inform Fleet Management staff of their responsibilities within the new procedure
8 & 9
Central Services Manager
Jan 2003

3
Monitor cost effectiveness of warranties
8 & 9
Central Services Manager
From Jan 2006

SECTION 8 - HOW ARE WE GOING TO MEASURE WHETHER WE ARE IMPROVING?

It has been noted earlier in this report that Fleet Management utilise very few performance indicators and that one of the service improvement options is to review the number and relevance of the performance indicators used by the Fleet Management Section.  However, two measures which are used to assess performance are vehicle availability and the number of accidents involving police vehicles.

In order to measure the impact on the service of the implemented options, targets should be set where possible, for improvements in service delivery.  With regard to the two measures detailed above, a realistic target for service improvement would be:

· Vehicle availability 

The current vehicle availability target is 90%, however, during 2001, the performance level actually achieved tended to vary between 93% and 96%.  It is therefore realistic that this upper level could be maintained on a permanent basis as follows:


Year 1
Year 2
Year 3
Year 4
Year 5

Vehicle availability
93%
94%
95%
96%
97%

· Number of accidents 

Since the implementation of the penalty points scheme four years ago, there has been a 20% reduction in the number of accidents.  It is unlikely that accident reduction measures detailed in this report will result in this level of decrease, however a 12% reduction over five years is realistic.  With the penalty points scheme the largest reduction (12%) came in the first year, therefore based on this, a 5 year improvement target is:


Year 1
Year 2
Year 3
Year 4
Year 5

% reduction in accidents
6
2
2
1
1

SECTION 9 - WHAT IS THE BEST PROCUREMENT ROUTE?

Overview
The service options detailed in section 11 set out the future shape of the service.  The procurement strategy has been applied to determine how that service should be secured.  There are seven procurement options within the strategy.  They are:

· The cessation of the service in whole or part

· The creation of a public/ private partnership through a strategic contract or a joint venture company

· The transfer or externalisation of a service to another provider with no in-house bid

· The market testing of all or part of the service (where the in-house provider bids in open competition against the private or voluntary sector)

· The restructuring or repositioning of the in-house service

· The renegotiation of existing arrangements with current suppliers where this is permissible

· The joint commissioning or delivery of the service 

All of these options were applied to the service areas under review.  From this analysis a recommendation was made as to the best procurement route for each service area.  However, four of the procurement options were not recommended for any of the service areas.  It was felt that these options were inappropriate for the following reasons:

· The cessation of the service in whole or part

It is not possible to cease any part of this service whilst police officers still use vehicles for the delivery of policing services.

· The creation of a public/ private partnership through a strategic contract or a joint venture company

A public/ private partnership is a complex arrangement that is only beneficial under certain circumstances.  It usually involves long term commitments to contracts for capital investment and is therefore inappropriate to the services under review.

· The market testing of all or part of the service (where the in-house provider bids in open competition against the private or voluntary sector)

Application of the procurement strategy identified some service areas where externalisation of the current in-house service was appropriate.  In these cases, it was not deemed suitable to retain these aspects of the service.  Consequently no in-house bid was recommended.

· The joint commissioning or delivery of the service

The procurement option was not appropriate due to difficulties created by the size of the geographic area covered by Northumbria Police and any neighbouring forces.

The outcomes of the application of the procurement strategy are detailed below.  Each section details in each case the scope of the service required, the analysis of the procurement route and a recommendation of the route that represents best value.  The implementation of the procurement options will be through the usual steps.

1. Vehicle Maintenance

Service Required
Northumbria Police require a vehicle maintenance service which will ensure that the fleet of 677 vehicles are maintained efficiently and effectively and are returned to operational duty as quickly as possible.

Analysis

There are already vehicle maintenance contracts with three private sector firms and an assessment of the market indicates that there are other potential service providers available.  However, it is not proposed that the entire service should be externalised as it is considered essential that a core of work should be provided in-house, for the following reasons:

· It allows us to dictate relative repair priorities as and when necessary e.g. in response to an emergency situation or a mobilisation exercise.

· For reasons of security, e.g. the maintenance of covert vehicles and National Crime Squad vehicles should be carried out in a secure environment and by appropriately vetted staff.

· Fleet Management hourly rates are similar to external contractors, therefore unlikely to make significant savings.

However an area of non-core vehicle maintenance which would be suitable for externalisation is the maintenance of motorcycles, for the following reasons:

· It is a specialist area of work with only one mechanic at Fleet Management qualified to carry out this work.  When this mechanic is absent, alternative arrangements have to be made and downtime may increase.

· Motor cycle repair work occupies one repair bay within Killingworth workshop and also takes up additional space for the storage of cycles, parts and equipment.  There are only 23 motor cycles within the vehicle fleet and this space would be better utilised in the maintenance of cars and vans.

· Market testing has indicated that there are at least 2 local firms willing to carry out this specialist work.

In addition, the vehicle maintenance service will be restructured and repositioned by the implementation of the following service options:

· Implementing weekend working arrangements.

· Ensuring area commands carry out routine safety and maintenance checks to vehicles.

· Improving communications with service users.

· Implementing a suite of performance indicators to monitor and improve performance.

The contracts with the private sector firms have expired during the course of this review and are now due to be renegotiated.

Procurement recommendations 

The following procurement options are recommended as providing Best Value:

· The externalisation of the maintenance of motorcycles, with no in-house bid.

· The restructuring and repositioning of the in-house service.

· Renegotiation of the existing vehicle maintenance arrangements.

2. Accident Repairs
Service Required
In 2001/2002 Northumbria Police vehicles were involved in 1,100 accidents ranging from minor bodywork damage to write-offs.  Northumbria Police require an accident repair service which will ensure that accident damaged vehicles are efficiently and effectively repaired in a manner which ensures that vehicle downtime is minimised.

Analysis

This is a fully developed area of the market with many potential service providers and there are currently informal arrangements with five private sector firms to repair all Northumbria Police accident damaged vehicles.  However, there has been no competitive tendering exercise carried out.  Renegotiating the existing arrangements is precluded by EU Procurement Regulations and there is currently no in-house provision as there are neither appropriate facilities nor expertise.

It is therefore proposed the service be fully externalised through a competitive tendering exercise for the following reasons:

· Compliance with EU Procurement Regulations.

· Competition should drive down prices.

· It may be possible to include other requirements in the tender, e.g. provision of a replacement vehicle.

Procurement recommendation
The following procurement option is recommended as providing Best Value:

· The externalisation of the accident repairs service, with no in-house bid.

3. Vehicle Recovery

Service Required
Each year there are approximately 1,500 occasions when a Northumbria Police vehicle breaks down or is involved in an accident necessitating the services of a recovery vehicle.  A vehicle recovery service is, therefore, required  which will collect broken down or accident damaged vehicles as efficiently and effectively as possible and deliver them to a designated location.  The service is required to be provided 24 hours per day, 7 days per week.

Analysis
The analysis undertaken for the application of the procurement strategy has been extensive.  The data collected shows that the costs of the current in-house service are favourable for periods of peak demand, i.e. during weekdays and evenings.  At times of low demand, over night and at weekends, the costs are not competitive with the private sector.  A breakdown of costs is shown in the table below:

Period
Cost

Average
£77

Night shift (11pm to 7am)
£94

Day shift (7am to 3pm)
£73

Evening shift (3pm to 11pm)
£73

Weekday
£68

Weekend
£199

The police authority currently has a contract (the Northumbria Police Vehicle Recovery Scheme or NPVRS) with several private sector vehicle recovery operators for the recovery of stolen vehicles and broken down vehicles belonging to the general public.  The cost of a recovery using the NPVRS is £45 per recovery within a 15 mile radius with an excess mileage charge of £0.80 per mile.  For example:

· recovering a vehicle 40 miles away would cost £85 

· recovering a vehicle 15 miles away would cost £45

It is likely that the majority of recoveries would be within a 15 mile radius, therefore the excess mileage charge would not be incurred in most cases.  

Consequently, the vehicle recovery service, at periods of low demand, is suitable for externalisation.

In addition, the vehicle recovery service will be restructured and repositioned by the implementation of the following service options:

· Reviewing shift patterns and rotas.

· Reviewing whether recovery drivers can carry out other work when not engaged in recovery, e.g. changing tyres, cleaning workshop.

· Implementing new arrangements for the delivery/ collection of driveable vehicles.

· Implementing a suite of performance indicators to monitor and improve performance.

Procurement recommendation
The following procurement options are recommended as providing Best Value:

· The externalisation of the vehicle recovery service at periods of low demand, with no in-house bid.

· The restructuring and repositioning of the in-house service.

4. Technical Services

Service Required
Northumbria Police require the provision of a technical service which will ensure that specialist equipment e.g. radios, speed detection devices, on board computer systems, roof bars etc is installed to vehicles, and subsequently maintained, in an efficient and effective manner.

Analysis
An assessment of the market has indicated that there are several potential service providers available.  It is considered essential that a core of work should be provided in-house, for the following reasons:

· For reasons of security, e.g. the fitting of equipment to covert vehicles and National Crime Squad vehicles should be carried out in a secure environment and by appropriately vetted staff.

· To retain an element of in-house expertise in order to provide advice to the force and to provide an emergency service.


However an area of non-core technical services which would be suitable for externalisation is the removal of vehicle livery and the preparation of a vehicle for sale.  This is suitable for externalisation because:

· Although Fleet Management currently removes the vehicle livery, they do not remove the residual adhesive as the solvents required are considered harmful and special equipment, training and facilities are required. 

· Market research has indicated that there are local firms willing and able to carry out this specialist work.

In addition, technical services will be restructured and repositioned by the implementation of the following service options:

· Improving communications with service users.

· Implementing a suite of performance indicators to monitor and improve performance.

Procurement recommendation
The following procurement options are recommended as providing Best Value:

· The externalisation of the removal of vehicle livery and the preparation of a vehicle for sale, with no in-house bid.

· The restructuring and repositioning of the in-house service.

5. Accident Claims Management

Service Required
Northumbria Police require an accident management service which will administer insurance arrangements, accurately collect and collate all information relating to vehicle accidents and which will pursue claims for the recovery of losses incurred.

Analysis
An assessment of the market indicates that there are other potential service providers available.

It is considered essential that a core of work should be provided in-house, in order to liaise with Area Commands/ Departments, claimants and insurance companies in the collection and collating of information regarding accident claims and in the production of management information and statistics relating to accidents.

However an area of accident claims management which would be suitable for externalisation is the recovery of uninsured losses, for the following reasons:

· Fleet Management only tends to pursue uninsured loss claims when there is a very good chance of success.  Other claims are deemed not to be viable and are written off.

· Market research has indicated that there many private sector firms who specialise in uninsured loss recovery, some of whom operate on a no win no fee basis. 

· Out of 32 forces surveyed, 18 had outsourced their uninsured loss recovery arrangements.

Although this option would result in the saving of approximately 0.25 of a full time equivalent post, it is anticipated that this will be offset by the increased administration requirements necessary should incident data recorders be introduced to all liveried vehicles.

In addition, the accident management service will be restructured and repositioned by the implementation of the following service options:

· Improving communications with service users.

· Implementing a suite of performance indicators to monitor and improve performance.

· Installing Incident Data Recorders in police vehicles.

Procurement recommendation
The following procurement options are recommended as providing Best Value:

· The externalisation of the process for recovering uninsured losses, with no in-house bid.

· The restructuring and repositioning of the in-house service.

SECTION 10 - WHAT ARE THE FINANCIAL IMPLICATIONS?

No
Option
Details
Cost/Saving

1
Increase the size of the authorised vehicle fleet
Possible additional vehicle costs
Not yet quantified

2
Ensure vehicle allocation is based on a formula related to need
Possible additional vehicle costs
Not yet quantified

3
Review the vehicle replacement policy
No change
Nil

4
Consider whether Northumbria Police should continue with the current practice  of standardising the fleet around the Ford family of vehicles
No change
Nil

5
Implement weekend working to the Fleet Management workshops
Saturday overtime

Breakdown cover
£15,000 p.a.

£23,000 p.a.

6
Review the current policy of Area Commands carrying out routine safety and maintenance vehicle checks

Nil

7
Ensure that systems are in place which will make customers aware of the estimated repair time for their vehicle and also which will keep them informed of any delays

Nil

8
Review the current service intervals of fleet vehicles
No change
Nil

9
Review monitoring arrangements for outsourced work

Nil

10
Implement formal arrangements for the maintenance of National Crime Squad vehicles.
No change
Nil

11
Abandon the current policy of fitting protective windscreens to liveried vehicles
No change
Nil

12
Consider the feasibility of providing a replacement vehicle when a vehicle is off the road
Airwave radios

Use end-of-life vehicles
£27,000 one-off cost

Cost of £54,000 p.a.

13
Determine and implement the most appropriate method of collecting and/ or returning vehicles that have been serviced or repaired

Nil

14
Install incident data recorders in police vehicles
Installation costs

Reduction in accidents
£550 per vehicle

Unquantified

15
Review the number of internal fuel sites
Close 2 sites
Saving of £700

16
Introduce internal charging (either partially or entirely) for vehicle maintenance and accident repairs
Increased staff costs
Unquantified

17
Review the stock holding arrangements operated by the Fleet Management section
No change
Nil

18
Review the level of protection necessary for Armed Response Vehicles.
No change
Nil

19
Review the number and relevance of the performance indicators used by the  Fleet Management section

Nil

20
Review the arrangements for the procurement of covert vehicles with a view to determining the most appropriate method(s)

Nil

21
Obtain extended warranties on all new vehicles

Saving of £9,000 pa.

SECTION 11 - INVESTIGATION OF THE OPTIONS

Investigations

Members of the Review Team have investigated the range of options that have been described above. This report summarises the result of the investigations as follows:

· The Options

· Recommendations

· Improvement plan

· Detailed Assessment of Options

Improvement Plans
At the conclusion of each of the investigation sections of this report are action plans. These identify in broad detail the steps to be taken to progress the options.

Once appointed, the Implementation Manager will produce quarterly reports, detailing the project’s progress.  Progress will be considered quarterly at the Joint Policy Planning Officer Group and will also be reported to members as part of the quarterly performance monitoring arrangements.

Supporting Information
Additional supporting information can be found in the Baseline Assessment and Option Development Report.

1. Increase the size of the authorised vehicle fleet

2. Ensure vehicle allocation is based on a formula related to need.
The Options

The present allocation framework is based on an approach determined by a vehicle fleet action plan developed in 1995.  Vehicle totals allocated to area commands have remained constant with any increases in establishment being supported by “business case” applications.  During the appraisal of these options it became apparent that option 1 could not be developed without option 2, therefore both are dealt with together in this report.

Consultation with vehicle users revealed the desire to increase the size of the fleet establishment.  The research undertaken showed that to provide equity and balance in relation to procurement and allocation of vehicles a formula should be developed.  Once a formula is developed then any increase in the overall fleet would become apparent, as would the number of vehicles allocated to each area command.

Analysis
In order to appraise this option, responses were sought from all other forces in England and Wales, with 33 responses received.  Analysis has demonstrated that no force is using a needs based approach to vehicle allocation.  Consequently, there is no best practice model to follow.  However, it is apparent that, even taking into account anomalies in the data provided, Northumbria Police show a shortfall.  

The allocation of vehicles, if it is to be robust, needs to take into account a number of factors and needs to be flexible and responsive to local needs, whilst maintaining corporate standards.  Therefore, a formula is needed to ensure that vehicle allocation is systematic and scientific.

Recommendation
It is recommended that a formula for determining the optimum size of the vehicle fleet and the subsequent allocation of vehicles to area commands be developed.

Reasons:
1. The current vehicle allocation framework has led to inequalities in vehicle distribution.

2. Once a formula is developed the optimum number of vehicles required by the force can be calculated.

3. The formula should also ensure that area commands and departments are allocated the number of vehicles they need.

Improvement Plan
1. Develop a formula to determine the optimum fleet size and the subsequent allocation of vehicles within the force

Action


Issue 

(see pages 8-9)
Lead Manager
Target

1
Identify a suitable resource to conduct analysis of fleet and perform mathematical modelling
1, 2
Central Services Manager
Dec 2002

2
Calculate optimum fleet size and distribution of vehicles within the force
1, 2
Central Services Manager
June 2003

3
Calculate financial implications of changes to fleet size
1, 2
Central Services Manager
July 2003

4
Report through Best Value reporting structure, report to police authority
1, 2
Central Services Manager
July 2003

5
If a shortfall is demonstrated, vehicle purchases to be considered within the medium term financial forecast
1, 2
Central Services Manager
Aug 2003

6
Subject to the outcomes of the previous actions, budget to contain a component relating to extra vehicles
1, 2
Central Services Manager
Dec 2003

7
Order placed for vehicles
1, 2
Central Services Manager
April 2004

8
Receipt of vehicles, to be distributed as per model results
1, 2
Central Services Manager
Nov 2004

Detailed Assessment of Options
Cost
1
If fleet is to increase as a result of the development of a formula there would be additional staffing, workshop space, mileage and fuel costs.

Quality
1

2
A specific formula would provide a sound basis for procurement and allocation. 

More vehicles would lead to improvement in response times and provide additional visible reassurance to the public.

Staffing
1

2
More vehicles will lead to more maintenance work therefore will have staffing implications for workshops.

Functions may have to be outsourced in the rural area commands.

Performance
1
Our performance has been applauded by HMIC with the fleet at current levels.  More vehicles will lead to improved performance in a number of areas.

Equity of Service
1
May lead to extended working hours for workshops.

Sustainable Development
1

2
Research is ongoing for a robust scientific formula.  This development will as part of the process identify sustainability and evaluation of the formula.

The proposals will help develop a clear workable system for vehicle procurement and allocation.

3. Review the vehicle replacement policy
The Option
The current minimum replacement criteria for unit beat vehicles  is that they should be replaced after 90,000 miles or 4 years.  At present the Fleet Manager uses his professional judgement to ensure that the best use is made of all vehicles, based on a balance between the cost of maintenance and repair and the cost of replacing vehicles.  This option will consider whether these vehicles should be retained for longer periods.  

Analysis
A benchmarking exercise showed that the average minimum replacement mileage for unit beat cars was 100,000.  However, unlike most other forces, Northumbria Police does not operate diesel unit beat cars and this would explain why our replacement criteria is less than that of other forces, i.e. diesel engines have a longer life than petrol engines.

On occasions vehicles are retained longer than the current criteria, for example, to replace written off vehicles or when additional vehicles are needed for operational reasons.  When vehicles are approaching their replacement period, they are visibly inferior to other vehicles and such defects as scratched or missing wheel trims, minor scratches and damaged interiors are not repaired as it is not economically viable.  During a consultation exercise with vehicle users, the second biggest concern was related to the high mileage and appearance of vehicles. 

Keeping the vehicles for a longer period would reduce the annual capital expenditure on procuring new vehicles, but this would be offset by the increase in repair and maintenance costs as an older vehicle is less reliable and more prone to breakdown than a newer one.  It follows, therefore, that vehicle availability would also decrease with an older fleet.

Recommendation
It is recommended that the current vehicle replacement policy remain unchanged.

Reasons:
1. High mileage vehicles present a poor image of the force to the public.

2. Vehicle availability would suffer if the replacement criteria were extended.


3. Repair and maintenance costs would increase if the replacement criteria were extended.


4. Vehicle users do not want high mileage vehicles.

Improvement Plan
As this option maintains the status quo, there is no improvement plan.

Detailed Assessment of Option
Cost


1


Keeping the vehicles for a longer period would reduce the annual capital expenditure on procuring new vehicles but this would be offset by the increase in repair and maintenance costs.

Quality


1


Increasing replacement criteria may lead to a decrease in vehicle availability and therefore reduced operational effectiveness to vehicle users.

Staffing


1
There are no staffing implications associated with this option

Performance
1
Increasing replacement criteria may lead to a decrease in vehicle availability.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development
1


As a vehicle gets older it is probable that its exhaust emissions and fuel consumption will increase.

4. Consider whether Northumbria Police should continue with the current 
 practice of standardising the fleet around the Ford family of vehicles
The Option
Northumbria Police’s fleet is standardised around the Ford family of vehicles (i.e. Ford, Volvo, Landrover or Jaguar), specifically the Ford Focus for unit beat vehicles and the Volvo V70 and S60 for motor patrol vehicles.  We have a “solus” agreement with the Ford Motor Company whereby, in return for purchasing 95% of our marked fleet from the Ford family, we receive an additional 5% discount on any Ford product.  This option will consider whether this practice of standardisation of the fleet around the Ford family of vehicles should continue.

Analysis
Audit Commission best practice recommends standardisation of the vehicle fleet.  A benchmarking survey, in which 33 forces participated, showed that standardisation is widespread with 31 forces standardising around either Ford, Vauxhall or Peugeot.  Ford is the most common family representing 42% of all police vehicles, followed by Vauxhall with 26% and Peugeot with 13%.  

Northumbria Police use the Ford Focus primarily as unit beat vehicles.  Under the Home Office framework contract, the only other non-Ford unit beat vehicles available are the Vauxhall Astra 1.4 and the Peugeot 306 1.4. 

Summary of Comparison
· The Ford Focus has the lowest purchase cost of the vehicles in this comparison exercise.

· The Ford Focus has the lowest operating costs. 

· No other vehicle has a lower insurance group than the Ford Focus (although the Peugeot 306 has the same group) and therefore the accident repair costs of the Ford Focus are likely to be lower than those with a higher insurance group.

· The Ford Focus is more environmentally friendly than the other vehicles, having better fuel consumption and better CO2 emissions (CO2 emissions are simply a factor of the fuel consumption - if it uses less fuel it produces less CO2).

For motor patrols, the Volvo V70 and the Volvo S60 are the primary vehicles used by Northumbria Police.  Under the Home Office framework contract, the other non-Ford motor patrol vehicles available are the Jaguar X, BMW 530I, Mercedes C320, Vauxhall Omega and Peugeot 607.

Summary of Comparison
· The Volvo S60 has the lowest purchase cost and the Volvo V70 has the third lowest purchase cost of the vehicles in this comparison exercise.

· The Volvo S60 has the lowest operating costs and the Volvo V70 has the second lowest operating costs.  The Volvo S60s running costs are 7.1 pence per mile lower than those of the Mercedes. 

· No other vehicle has a lower insurance group than the Volvo and therefore the accident repair costs of the Volvo are likely to be lower than those with a higher insurance group.

· The Volvos perform better than the other vehicles, in terms of both top speed and acceleration.

· The Volvos are more environmentally friendly than the other vehicles, having better fuel consumption and better CO2 emissions.

Recommendation
It is recommended that Northumbria Police should continue with the current practice of standardising the fleet around the Ford family of vehicles. 

Reasons:
1. Both the Ford Focus and the Volvo V70 and S60 have lower costs and are more environmentally friendly than comparable vehicles.

2. Both the Ford Focus and the Volvo V70 and S60 are in a relatively low insurance 
group which will result in lower accident repair costs.

3. The Volvo V70 and S60 have better performance than comparable vehicles.

4. Protective windscreens are currently available for both the Ford Focus and the 
Volvo V70 and S60.

5. Both the Ford Focus and the Volvo V70 and S60 have proved reliable to date.

6. Northumbria Police have a very competitive solus agreement with Ford, although it is possible that a similar agreement could be negotiated with another manufacturer.

7. To standardise around non-Ford vehicles would result in an initial increase in vehicle down time due to unfamiliarity of servicing/ repair; there would be an increase in training requirements; new diagnostic equipment would have to be purchased.

8. The Ford family of vehicles is the most common in use in the police forces of 

England and Wales.

Improvement Plan
As this option maintains the status quo, there is no improvement plan.

Detailed Assessment of Option
Cost


1

2

3


To standardise around a non-Ford family of vehicles would increase both the purchase cost and operating costs of fleet vehicles.

It may not be possible to negotiate a comparable “solus” arrangement with another manufacturer.

New diagnostic equipment would have to be purchased if non-Ford vehicles were used.

Quality


1

2

3
Non-Ford traffic vehicles are perform less well in terms of both top speed and acceleration and operational effectiveness may be affected.

There may be an initial increase in vehicle downtime as workshop staff attempt to become familiar with the maintenance requirements of the new vehicles.

It is difficult to obtain protective windscreens for non-Ford unit beat vehicles.

Staffing


1
Workshop staff would require training regarding maintenance requirements of the new vehicles.

Performance
1
Moving to non-Ford vehicles may lead to a decrease in vehicle availability.

Equity of Service
1
There are no equity of service implications.

Sustainable Development
1


The Ford family of vehicles are more environmentally friendly than other comparable vehicles, having better fuel consumption and thus better CO2 emissions.

5. Implement weekend working to the Fleet Management workshops

The Option
The Fleet Management headquarters, and also the main workshop, is based at Killingworth.  A further workshop is located at Gillbridge Avenue police station in Sunderland.  The section, including both workshops, is staffed from Monday to Thursday from 0800 to 1600 and on a Friday from 0800 to 1530.  Vehicles that break down on a Friday can remain that way until Monday.  This option will consider whether weekend working should be implemented within Fleet Management workshops.

Analysis
When vehicles breakdown or become defective at weekends they are recovered to workshops and wait until workshops open on Monday morning for repairs to be initiated.  The local franchised dealers are not available to assist in these repairs at weekends and the outsourced vehicle maintenance arrangements do not provide for this situation.  This can lead to some vehicles waiting up to 4 days for repair on some bank holiday weekends.

An analysis of workshop jobs presented for repair on Monday throughout February 2002 has been undertaken.  On average 8 of the 28 jobs presented could have been repaired if the workshops were open and the parts were in stock.  A breakdown of the costs involved indicates that it would not be cost effective to open the workshop on a Sunday.  The best model would be to open the workshop for 4 hours on a Saturday morning, on an overtime basis.  To improve service outside of these times, it would be feasible to extend the roadside breakdown assistance package currently provided by manufacturers for the first year’s life of new vehicles.

The annual cost of this model would be:


Saturday working overtime costs:
£ 23,000


Roadside breakdown assistance:
£ 15,000


Total cost of option

£38,000

Recommendation
1. It is recommended to implement a workshop overtime shift rota arrangement on Saturdays between 0800 - 1200.

2. It is recommended to provide roadside breakdown assistance arrangements to repair vehicles which breakdown at weekends out of hours.

3. It is NOT recommended to implement a workshop overtime shift rota arrangement on Sundays due to high costs of overtime compared to a low operational need.

Reasons:
1. An overtime rota arrangement on Saturday mornings provides a weekend vehicle repair service without increasing staffing levels.  The overtime option also allows a variable staffing level to accommodate predicted changes in demand in a reasonably cost efficient way.

2. The provision of roadside breakdown assistance could provide a cost efficient method of reducing vehicle downtime and increasing operational effectiveness.

3. A Sunday overtime rota arrangement is an expensive option due to the high 

premium overtime rates compared to the advantages of returning 4 vehicles 

back to operational duty for 1 day particularly on a Sunday when vehicle 

utilisation is low.

Improvement Plan
 Implementation of the recommended option would be achieved as follows:

5    Provide for the maintenance of vehicles at weekends by:

 Implementing a workshop overtime shift rota arrangement on Saturdays.

 Providing emergency roadside assistance arrangements at weekends out of hours.

Action

Issue

(see pages 8-9)
Lead Manager
Target

1
Develop shift rota arrangements for Saturday mornings.
3
Central Services Manager
Nov 2002

2
Set up contractual arrangements with roadside assistance provider.
3
Central Services Manager
Nov 2002

3
Set up budgets for roadside assistance arrangements and overtime allocations.
3
Central Services Manager
Dec 2002

4
Set up protocols/guidelines to enable users to access new arrangements.
3
Central Services Manager
Dec 2002

5
Inform Area Commands/ Departments of the new arrangements.
3
Central Services Manager
Dec 2002

6
Implement new arrangements.
3
Central Services Manager
Jan 2003

Detailed Assessment of Option
Cost


1

2
To provide roadside breakdown assistance arrangement would cost £15,000 p.a.

To implement Saturday workshops overtime shirt arrangement would cost £23,000 p.a.

Quality


1

2
There would be an increase in vehicle availability and therefore increased operational effectiveness to vehicle users.

The satisfaction levels of vehicle users should increase.

Staffing


1


There are no staffing implications in this option that cannot be met from existing resources.

Performance
1
There would be an increase in vehicle availability.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development
1


There are no sustainable development implications associated with this option.

6
Review the current policy of area commands carrying out routine safety and 
maintenance vehicle checks
The Option
There is currently an official Northumbria Police instruction which gives details of the procedure to be followed in carrying out safety and maintenance checks on police vehicles.  It is important that these checks are carried out, as a failure to do so can result in major damage to the vehicle (e.g. in the case of defective tyres or low engine oil) resulting in unnecessary vehicle downtime.  This option will review the procedure to ensure that the detail and frequency of the checks is sufficient, that the most appropriate person carries out the checks and that a system is implemented to ensure that the checks are carried out.

Analysis
In order to appraise this option, the vehicle check procedure has been examined and the fleet manager has confirmed that the current procedure for carrying out safety and maintenance checks on police vehicles would be sufficient to minimise downtime and promote vehicle care, if it was properly carried out.
However, an examination of vehicle logbooks shows that if vehicle checks are being carried out, they are not evidenced in the logbook and are not being endorsed by supervision.  There is no system of routinely dip sampling logbooks to ensure compliance with the instruction.

The problem, therefore, is not whether the detail and frequency of the checks is sufficient or whether the most appropriate person carries out the checks, rather it is in ensuring that such checks are carried out.  In addition, the design of the vehicle logbook does not easily lend itself to the carrying out, recording and endorsement of vehicle checks and it should therefore be redesigned.  Also, a system of dip sampling should be introduced and the results reported to ACC (Management Services).

Recommendation
It is recommended that the current procedure for carrying out routine safety and maintenance vehicle checks be rigorously enforced and that a system of dip sampling should be implemented.

Reasons:  

1. To prevent unnecessary damage to vehicles.

2. To reduce vehicle downtime.

3. To improve the safety of police officers and the general public.

Improvement Plan
Implementation of the recommended option would be achieved as follows:

6. Ensure that the current procedure for carrying out routine safety and maintenance vehicle checks is rigorously enforced.

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Redesign vehicle logbook to make it more conducive to recording and endorsing vehicle checks.
10
Central Services Manager
Jan 2003

2
Publicise across Force the importance of carrying out vehicle checks.
10
Central Services Manager
Jan 2003

3
Fleet Management to deliver any necessary training.
10
Central Services Manager
Jan 2003

4
Implement a system for Fleet Management to dip sample logbooks.
10
Central Services Manager
Feb 2003

5
Implement arrangements for reporting the results of dip sampling.
10
Central Services Manager
Feb 2003

Detailed Assessment of Option
Cost


1


If vehicle checks are not properly carried out maintenance costs will increase.

Quality


1


Failure to carry out vehicle checks will result in a decrease in vehicle availability and decreased operational effectiveness to vehicle users.

Staffing
1
There are no staffing implications associated with this option.

Performance
1
Failure to carry out vehicle checks will result in a decrease in vehicle availability.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development


1


Vehicles which are properly maintained are more likely to have a longer life, have lower exhaust emissions and lower fuel consumption than those which are not. 

6. Ensure that systems are in place which will make customers aware of the estimated repair time for their vehicle and also which will keep them informed of any delays 

The Option
Consultation with users revealed their concerns that there should be a greater emphasis on the Fleet Management section keeping customers informed of delays when a vehicle is being serviced or repaired.  It is not normally current procedure to give customers an estimated time for the completion of a repair to their vehicle.  It is also not normal procedure to contact a customer when their vehicle is ready for collection or if there have been unforeseen delays.  This option will ensure that service users are made aware, in advance, of the estimated time their vehicle will be off the road and also kept updated as to any changes to this estimate.

Analysis
One of the reasons for this lack of communication is that there is no specified liaison officer within an area command/ department with whom to communicate on vehicle related matters.  There is usually no single “owner” of a vehicle and frequently several police officers and driver/ handypersons will all have access to the same vehicle and attempts by Fleet Management to get in touch with any of these officers will be difficult.

It is possible to set up a system within Fleet Management so that customers are informed of the estimated repair time for their vehicle and if there are any delays.  In order to facilitate this, the current booking form needs to be revised to ensure a specific name and contact number are given.  If this is not completed, all subsequent progress reports will be directed to the appropriate area command/ department office.

Recommendation
It is recommended that a customer contact system is established and the booking form is redesigned.

Reasons:
1. Police officers will be aware of the time they will be without a vehicle, thereby enabling better workload planning and improving efficiency.

2. Improved relations between the Fleet Management section and service users.

Improvement Plan
Implementation of the recommended option would be achieved as follows:

7. Establish a customer contact system and redesign booking form

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Redesign current booking forms.
15
Central Services Manager
Dec 2002

2
Inform workshop staff of their responsibilities within the new procedure.
15
Central Services Manager
Dec 2002

3
Inform area commands/ departments of the new procedure.
15
Central Services Manager
Dec 2002

4
Implement new procedure.
15
Central Services Manager
Jan 2003

Detailed Assessment of Option
Cost
1
There have been no extra costs identified by this option as all requirements can be met from existing resources.

Quality


1

2
This option will lead to improved communications between Fleet Management and vehicle users. 

The satisfaction levels of vehicle users should increase.

Staffing


1
There are no staffing implications in this option that cannot be met from existing resources.

Performance
1
There are no performance measures available for this option.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development


1
There are no sustainable development implications associated with this option.

7. Review the current service intervals of fleet vehicles

The Option
Consultation with Fleet Management staff revealed concerns that the service intervals currently used were too long and may adversely impinge on the safety of the user.  The current procedure relating to the servicing intervals for vehicles is to carry out services in accordance with the vehicle manufacturers recommendations for mileage intervals.  However, the time-related intervals are carried out at a maximum of 6-month intervals against a manufacturer’s recommendation of 12 months.  The typical service mileage intervals for car and van range between 10,000 - 12,500 miles depending on manufacturer and motorcycles range between 3,000 - 4,000 miles.

In addition to the manufacturer’s service content, a supplementary check list is carried out covering additional police equipment and safety such as tyres, blue lights etc.  On marked vehicles which are subject to arduous driving, interim safety inspections are carried out between service intervals.  This option will review the current service intervals to ensure that they are efficient, effective and economic.

Analysis
Marked response vehicles receive either an interim safety check or a service every 5,000 miles approximately.  They receive a full service at least every six months.  If the service interval were to be reduced, vehicle downtime for servicing would increase by around 20% and costs would increase by approximately £67,000.  In addition to the service arrangements, vehicles should be checked twice a week and vehicles can be reported defective at any time.

Consequently, the current servicing arrangements offer the most operationally effective balance by maximising the safety checks on vehicles with high mileage or arduous use, whilst minimising the vehicle downtime on general purpose or low utilisation vehicles.

Recommendation
It is recommended that the current service intervals for fleet vehicles remains unchanged. 

Reasons:
1. Reducing service intervals increases the cost of maintenance and vehicle downtime resulting in reduced vehicle availability and operational effectiveness.

Improvement Plan
As this option maintains the status quo, there is no improvement plan.

Detailed Assessment of Option
Cost


1
Any reduction in service intervals would increase staffing costs and parts cost.

Quality


1

2
Any reduction in service intervals would lead to reduced vehicle availability and reduced operational effectiveness to vehicle users.

Any reduction in service intervals would result in a reduction in the satisfaction levels of vehicle users.

Staffing


1


Any reduction in service intervals would result in a requirement for additional mechanics.

Performance
1
Any reduction in service intervals would lead to reduced vehicle availability.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development


1


There are no sustainable development implications associated with this option.

8. Review monitoring arrangements for outsourced work

The Option
The maintenance of unit beat vehicles in North Northumberland and South West Northumberland Area Commands and the maintenance of heavy goods vehicles is outsourced.  Consultation with Fleet Management staff revealed concerns regarding the quality of the work of these contractors.  This option will review monitoring arrangements for these contracts to ensure that quality standards and value for money are being achieved.

Analysis
There is no formal procedure for monitoring the performance of contractors who carry out maintenance of Northumbria Police vehicles.  It is assumed that performance is satisfactory unless there are complaints from service users.  In these instances Fleet Management will investigate the problem and take remedial action if necessary.

Although it would be impractical and expensive to have a Fleet Management employee physically check the work carried out by contractors, there should nevertheless be some procedure for monitoring their performance.

In order to assess the performance of contractors, Fleet Management should implement a system of monitoring based on surveying the opinions of service users. Then, if the surveys reveal dissatisfaction or a particular problem, a physical check should be carried out by Fleet Management workshops.  The results of the monitoring should be reported formally twice per year to an appropriate forum.

Recommendation
It is recommended that a system of contract monitoring be established within Fleet Management.

Reasons:
1. Ensures quality standards are being achieved.

2. Ensures value for money is provided.

3. Ensures safety standards are maintained.

Improvement Plan
Implementation of the recommended option would be achieved as follows:

9.  Implement contract monitoring system for outsourced work

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Implement contract-monitoring system.
7
Central Services Manager
Mar 2003

Detailed Assessment of Option
Cost


1
There have been no extra costs identified by this option as all requirements can be met from existing resources.

Quality


1

2
This option may lead to an improvement in the quality of service from contractors and may increase vehicle availability.

The satisfaction levels of vehicle users may increase.

Staffing
1
There are no staffing implications in this option that cannot be met from existing resources.

Performance
1
There may be an increase in vehicle availability.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development
1
There are no sustainable development implications associated with this option.

9. Implement formal arrangements for the maintenance of National Crime Squad vehicles

The Option
Northumbria Police, in line with most other forces, currently maintain vehicles on behalf of the National Crime Squad (NCS).  However, no formal contract or service level agreement exists and the charges have not been reviewed for some time.  This option will consider whether there should be formal arrangements for the maintenance of National Crime Squad vehicles and will ensure that the rate charged recovers all costs incurred.
Analysis
Northumbria Police’s Fleet Management Section repair and maintain approximately 38 NCS vehicles, usually at the Sunderland Workshop.  Fleet Management also arrange for accident damaged NCS vehicles to be repaired.  NCS collect and deliver their vehicles unless the vehicle is undriveable, in which case Fleet Management will collect it.

NCS are charged a historic labour rate of £25 per hour, plus the trade price of parts.  Fleet Management’s current hourly rate is £27.50 and as NCS work is often carried out on an overtime basis, the true labour rate is likely to be greater than this.

A formal contract would not lead to any increase in performance, but would commit us to delivering a service which we may not always wish to, or be capable of providing.  If the number of vehicles in the fleet increases in the future, it may be that we would want to reduce our commitment to NCS in order to accommodate our own vehicles.  This would be difficult to achieve if we were contractually committed to maintain NCS vehicles.

A formal contract with NCS therefore offers no benefits to Northumbria Police, however, this does not preclude calculating the true cost of maintaining NCS vehicles and ensuring that this cost is then charged and is subsequently amended on an annual basis in line with current costs.

Recommendation
It is recommended that the NCS be charged a rate which ensures that all costs incurred are recovered.

Reasons:
1. A formal contract would be too restrictive and may jeopardise future flexibility.

2. All costs incurred would be recovered.

Improvement Plan
Implementation of the recommended option would be achieved as follows:

9
Ensure that the National Crime Squad are charged a rate which ensures that all costs incurred are 
recovered

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Calculate charges to be applied.
2
Central Services Manager
Dec 2002

2
Determine price review mechanism.
2
Central Services Manager
Dec 2002

3
Notify NCS of charges.
2
Central Services Manager
Dec 2002

4
Implement new charges/ price review mechanism.
2
Central Services Manager
Jan 2003

Detailed Assessment of Option
Cost
1
No anticipated impact on costs.

Quality
1
Quality of service will be maintained at the current level.

Staffing
1
There are no staffing implications in this option that cannot be met from existing resources.

Performance
1
No anticipated impact on performance.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development
1
There are no sustainable development implications associated with this option.

10. Abandon the current policy of fitting protective windscreens to liveried vehicles
The Option
Northumbria Police are the only force to routinely fit protective windscreens to marked vehicles and, consequently, these windscreens are difficult and costly to obtain thus increasing vehicle downtime.  This option will consider whether we should abandon the current policy by not protecting unit beat and motor patrol vehicles.

Analysis
Following an incident in 1993 when an officer in this force was injured by a brick penetrating the windscreen in a criminal attack, the development of protective windscreens was discussed and a recommendation was accepted to develop and fit protective windows to all liveried vehicles where possible.  

The average annual cost of providing protective windscreens to unit beat and motor patrol vehicles is £116,000.  There have been numerous production, quality control and delivery problems creating excessive vehicle downtime.  Continuous technological developments have resulted in the availability of two new protective windscreen types:

1. A revised interlayer is now available from Isoclima in Italy.  This eliminates approximately 80% of the optical distortions and quality problems previously experienced and the windscreens are now available as an option in new Ford Focus models, which considerably reduces the vehicle downtime in the installation process to new replacement vehicles.

2. Further technological developments by Pilkington Aerospace have allowed the increase in protection levels available to high performance motor patrol cars.  This protection level is used for new Volvo motor patrol cars and is based on the ballistic windscreen used in armed response vehicles.

A benchmarking exercise was carried out to determine the number of forces using protective windscreens in various types of marked vehicles.  All forces in England, Scotland and Wales were circulated and returns were received from 43 forces representing a return rate of 86%.

An analysis of the returns shows that Northumbria Police are the only force using protective windscreens on unit beat vehicles.  The only force other than Northumbria to use protective windscreens for traffic vehicles is Durham, on a trial basis only.

Litigation resulted from the incident in 1993.  The judicial decision, upheld on appeal, was that Northumbria Police should have been aware of the risks of projectiles penetrating windscreens and should have taken steps to minimise the risk.  This risk has not diminished over the years.  The accident rate has reduced but the incidents of criminal damage are continuing to increase year on year.  In addition, the introduction of the Human Rights Act 1998, in particular Article 2 - “The Right To Life”, places a strengthened duty to minimise risks.

The Health and Safety Advisor of Northumbria Police Authority and the Northumbria Police Federation do not support reduction in levels of protective measures. 

Recommendation
It is NOT recommended to abandon the current policy of fitting protective windscreens to liveried vehicles.

Reasons:
1. To comply with legal obligations and duty of care by providing the most effective methods of providing officer safety and confidence.

2. To acknowledge our obligations under the Human Rights Act 1998, specifically Article 2 - The Right To Life.  The installation of protective windscreens reduces the direct risk of injury or death to police officers and the indirect risk of injuries to the general public.

Improvement Plan
As this option maintains the status quo, there is no improvement plan.

Detailed Assessment of Option
Cost


1


The potential annual savings in abandoning the current policy of fitting protective windscreens to liveried unit beat and motor patrol vehicles is £116,000.  However, the potential financial savings could be offset by any future civil claims and legal costs.

Quality


1

2
Abandoning the current policy of fitting protective windscreens would increase vehicle availability, as there are frequently delays in procuring protective windscreens.

The satisfaction levels of vehicle users will be reduced and will cause safety concerns for officers if the current policy of fitting protective windscreens was abandoned.

Staffing
1
There are no staffing implications associated with this option.

Performance
1
There are no performance implications associated with this option.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development
1


There are no sustainable development implications associated with this option.



11. Consider the feasibility of providing a replacement vehicle when a vehicle 
is off the road
The Option
There is currently no facility for providing a replacement vehicle.  Consultation with vehicle users shows this to be an issue of major concern as when a vehicle breaks down or becomes defective at a weekend, they may be without it for a number of days if parts are not available.  This option will consider the feasibility of providing a replacement vehicle when a vehicle is off the road.
Analysis
Prior to a fleet review in 1995, a pool of 17 replacement vehicles were centrally to supplement any shortfall in vehicles.  As a result of the review devolved vehicle hire budgets were introduced to allow local control over additional vehicle priorities and the vehicles were allocated to area commands.  However, the additional vehicles and hire budgets are no longer used as replacement vehicles.

An analysis of vehicle downtime for accident repairs and maintenance during 2001/ 02, where vehicle downtime exceeded 48 hours, equates to an average of 17 vehicles unavailable at anytime.

In order provide a replacement vehicle when a vehicle is off the road for more than two working days and meet the peaks in demand, a total pool of 27 marked vehicles would be required, consisting of motor patrol, unit beat and containment vehicles.  Specialist vehicles are excluded from the above calculation due to low utilisation and excessively high vehicle cost.  

This pool could be generated by drawing from end of life vehicles prior to decommissioning and resale.  This minimises the reluctance of users to return loaned vehicles when repaired vehicles are completed.  It also maximises the use of older vehicles and offers the most cost-effective solution.
The annual cost of providing a pool of replacement vehicles is £54,000.  There is an additional one-off cost for communications equipment within the first year of £27,000. 
Recommendation
It is recommended that a replacement vehicle scheme is introduced using a pool of end of life vehicles.

Reasons:
1. To limit the maximum downtime to two working days for all maintenance and accident repair jobs.

2. If the pool vehicles are drawn from end of life vehicles prior to decommissioning and resale it will minimise the reluctance of users to return the loaned vehicles when repaired vehicles are completed and it will also maximise the use of older vehicles and will offer the most cost effective arrangement.

Improvement Plan
Implementation of the recommended option would be achieved as follows:

12
Introduce a replacement vehicle scheme using a pool of end of life vehicles

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Inform area command/ departments of the new arrangements.
12
Central Services Manager
Apr 2003

2
Set up protocols/guidelines to enable users to access the new arrangements.
12
Central Services Manager
May 2003

3
Inform Fleet Management and workshop staff of their responsibilities within the new arrangements.
12
Central Services Manager
May 2003

4
Identify and acquire suitable pool vehicles for allocation.
12
Central Services Manager
Aug 2003

5
Implement new arrangements.
12
Central Services Manager
Oct 2003

Detailed Assessment of Option
Cost


1

2


To provide a pool of 27 “end of life” liveried vehicles including additional annual depreciation and maintenance costs, would be £54,000 p.a.

To provide 27 additional airwaves vehicle radio installations =  £27,000 one off payment.

Quality


1

2
This option will lead to increased vehicle availability and increased operational effectiveness to vehicle users.

The satisfaction levels of vehicle users should increase.



Staffing


1
There are staffing implications in this option with an increased workload within Fleet Management administration.

Performance
1
This option will lead to increased vehicle availability.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development
1


There are no sustainable development implications associated with this option.

12. Determine and implement the most appropriate method of collecting and/or returning vehicles which have been serviced or repaired 
The Option

There are two methods used to send vehicles for repair or service and subsequently return them to area commands - either by Fleet Management’s recovery service or by area command staff.  Vehicles whose maintenance is contracted out are delivered and collected by area command staff.  This option will consider the most appropriate method, in terms of economy, efficiency and effectiveness.

Analysis

If area command/ department staff (usually a driver/handyperson - DHP) deliver vehicles to the workshop, they need to have arranged return transport with colleagues, tying up two vehicles and staff.  This situation remains the same for the collection of vehicles.  This does, however, enable a vehicle to be collected as soon as the users are notified of its availability.

Most area commands use their own staff to deliver and collect vehicles.  Five area commands use Fleet Management’s recovery service for either before or after repair. However, if all area commands wished to do so, the service would not have the capacity to cope.  Surveys carried out with both area commanders and vehicle users showed a high level of satisfaction with the current arrangements. 

All area commands/ departments (who have vehicles) have at least one DHP on their establishment and several have more than one.  The principal purpose of a DHP is to provide a driving and vehicle maintenance service to an area command in order to maximise the availability of vehicles.  The delivery and collection of vehicles is therefore clearly within the remit of their role.  All area commands are within a 15-mile radius of a vehicle workshop and therefore for a DHP to collect/ return a vehicle should take no more than an hour, and usually less, in most cases.  

There is little cost differential between the two methods of vehicle transfer, although the costs can vary depending on the particulars of how the methods are used.  A survey of 30 police forces revealed that 77% of forces use support staff and/ or police officers to collect/ deliver driveable vehicles to/ from workshops.

Consequently, it is more a question of which is the most effective method of transferring vehicles for and after repair.  It would seem appropriate for DHPs to carry out this function as it is part of their role and they would be able to collect the vehicle when it is ready rather than waiting for the recovery service to deliver it.  However, this may have implications on the number of vehicle recovery drivers required by Fleet Management.

Recommendation
It is recommended that area commands/ departments make their own arrangements for the collection and delivery of driveable vehicles and that Fleet Management only collect/ deliver such vehicles in exceptional cases.

Reasons:
1. It would ensure equity of service across the force.

2. All area commands/ departments (who have vehicles) have at least one DHP and a key responsibility of a DHP is to provide a driving and delivery service. 

3. It enables a vehicle to be returned to service as soon as an area command/ department are notified of its availability, as Fleet Management can not always return a vehicle immediately.

Improvement Plan
Implementation of the recommended option would be achieved as follows:

13.
Area Commands/Departments are to make their own arrangements for the collection and delivery 
of driveable vehicles and Fleet Management will only collect/deliver such vehicles in exceptional 
cases. 

Action


Issue 

(see pages 8-9)
Lead Manager
Target

1
Notify area commands/departments of the new arrangements.
13 & 15
Central Services Manager
Jan 2003

2
Draw up protocols regarding circumstances in which Fleet management will collect/return vehicles.
13 & 15
Central Services Manager
Mar 2003

3
Inform Fleet Management staff of the new arrangements.     
13 & 15
Central Services Manager
Apr 2003

4
Liaise with PR&I regarding workload implications.
13 & 15
Central Services Manager
Apr 2003

5
Implement new arrangements.
13 & 15
Central Services Manager
May 2003

Detailed Assessment of Option
Cost


1

2
There may be a reduction in the number of recovery drivers required.

There may be a reduction in the number of recovery vehicles required.

Quality


1

2
This option may lead to increased vehicle availability and increased operational effectiveness to vehicle users.

The satisfaction levels of vehicle users should increase.

Staffing


1


There are staffing implications in this option with a decreased workload within Fleet Management Recovery Drivers.

Performance
1
This option will lead to increased vehicle availability.

Equity of Service
1


This option will improve the equity of service across the Force by ensuring all Area Commands/Departments have access to the same level of service. 

Sustainable Development
1


There are no sustainable development implications associated with this option.

13. Install incident data recorders in police vehicles
The Option
Although there has been a year on year reduction in the number of vehicle accidents within Northumbria Police over the last 3 years, a benchmarking survey has shown that we still have a high number of accidents per vehicle, compared to other forces.  This option will result in the installation in police vehicles of incident data recorders which will give details regarding driver performance and may result in a reduction in the number of accidents.

Analysis
Following the introduction in 1998 of a penalty points system, the number of accidents has reduced by 20%.  It is unlikely that further significant decreases in the number of accidents will be achieved with this system.

A recent technological development in the accident management field is the incident data recorder (IDR), sometimes referred to as the “black box”.  This is a permanently installed electronic device which records and stores selected driving data, such as speed, operation of the brakes, forwards and sideways acceleration, operating of lights and emergency warning instruments.  The stored data can be downloaded and analysed to a number of levels, depending on the seriousness and circumstances of the incident.

The benefits of the device are twofold: firstly, it moderates driver behaviour thereby reducing the likelihood of a collision; secondly, it provides high quality, reliable and 
independent data as to how the vehicle was being driven at the time of the collision.

The devices have been used for a number of years by the Berlin Police Service and there has been a 21% reduction in police collisions.  The Metropolitan Police commenced the installation of IDRs to their fleet in 2000 and have reported a reduction in collisions of 25% in the first quarter 2001.

The cost of installing IDRs in new marked patrol vehicles is £550 per vehicle.  The equipment can be refitted to subsequent vehicles for a cost of £200 per vehicle, extending the life of the equipment to 5/ 6 years.  The costs of fitting IDRs to 100 new vehicles on a three year replacement cycle are shown in the table below:


Initial Fit
Training Costs
Diagnostic Costs
Total

Year 1
£55,000
£5,000
£2,000
£62,000

Year 2
£55,000
£2,000
£2,000
£59,000

Year 3
£55,000
£0
£0
£55,000

It is difficult to predict the level of reduction in collisions, but a 15% reduction in collision costs would, based on 2000/ 01, be £48,000.  Therefore, it is predicted that initial costs would not be recovered until years 4 and 5.

To fit the IDR equipment retrospectively would be prohibitively expensive and have a detrimental impact on vehicle availability.  However, Northumbria Police’s ACPO Policy Group have recently agreed to carry out a trial of IDRs in order to assess their potential to reduce accidents by fitting them to 16 new area command Ford Focus unit beat vehicles.

Recommendation
It is recommended that, subject to a successful outcome of the trial, incident data recorders are fitted to all new marked patrol vehicles based on a three-year implementation programme. 

It is NOT recommended to fit incident data recorders to unmarked vehicles or to retrospectively fit them to existing vehicles.

Reasons:
1. To promote further reductions in accidents by installing IDRs to moderate 
drivers behaviour thereby reducing the likelihood of a collision.

2. To provide high quality, reliable and independent data as to how the vehicle was 
being driven at the time of a collision to assist in the investigation of police collisions.

3. To improve the confidence of the general public in police driving particularly in 
response or pursuit situations.

4. To answer our legal obligations and health and safety responsibilities by providing the most effective methods of providing officer safety and confidence.

5. To address our obligations under the Human Rights Act 1998, specifically 
article 2 - The Right To Life.  A reduction in vehicle collisions reduces the risk of injury to police officers and to the general public.

Improvement Plan
Implementation of the recommended option would be achieved as follows:

14.  Incident data recorders are to be fitted to all new liveried patrol vehicles, subject to a successful outcome of trials.  

Action


Issue 

(see pages 8-9)
Lead Manager
Target

1
Assess the effectiveness of the trials of IDRs
14
Central Services Manager
Dec 2002

2
Consult with Federation and staff associations regarding accident investigation protocols.
14
Central Services Manager
Jan 2003

3
Consult with Operational Support regarding accident investigation procedures.
14
Central Services Manager
Jan 2003

4
Include the procurement of IDRs in the vehicle replacement budgets and ordering arrangements.
14
Central Services Manager
Feb 2003

5
Set up protocols/guidelines for use of IDRs.
14
Central Services Manager
Mar 2003

6
Inform Fleet Management and workshop staff of their responsibilities with the new procedures.
14


Central Services Manager
Mar 2003

7
Arrange training for Fleet Management staff and accident investigation officers.
14


Central Services Manager
Mar 2003

8
Commence fitting IDRs to all liveried patrol vehicles.
14


Central Services Manager
Apr 2003

9
Assess effectiveness of IDRs in reducing collision repair costs
14
Central Services Manager
From Apr 2007

Detailed Assessment of Option
Cost


1


To install IDRs to all liveried patrol/ response vehicles  based on a 3 year implementation programme annual would ,

                     Year 1        £62,000

                     Year 2       £59,000

                     Year 3       £55,000

The potential annual reduction in direct accident damage repair costs based on 15% reduction would be £48,000.

N.B.  There would be additional potential savings in third party and personal injury claims.

Quality


1

2

3

4
This option may lead to a reduction in accidents and increase vehicle availability.

Health and safety of officers and general public enhanced.

Reassurance of general public improved.

Easier and more precise investigation of accidents.

Staffing


1
There are staffing implications associated with this option with increased workload and responsibilities for Workshop Supervisors, Fleet Management Administration and Training for Accident Investigation Officers.

Performance
1

2
Reduction in accidents.

Increase vehicle availability.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development
1


This option may lead to a reduction in accidents which will result in less vehicles being scrapped.

14. Review the number of internal fuel sites

The Option
Northumbria Police has nine locations within the force area which have their own fuel site.  As it is not practical for all force vehicles to use internal fuel sites, arrangements have been set up to purchase fuel via credit cards.  Approximately 50% of Northumbria Police’s fuel is supplied via the internal sites.  Although internal fuel sites provide a strategic reserve of fuel which has proved important in the past, consideration should be given to examining the necessity of all these sites with a view to reducing the number and increasing the use of fuel cards, if necessary.

Analysis
Northumbria Police has rationalised the number of fuel sites from 19 to nine.  As stated above, the fuel sites supply approximately half of the fuel required, both petrol and diesel.  They also provide a strategic reserve of fuel, which proved invaluable on the two occasions it was needed in the past 15 years; for the millennium business continuity plan and for the fuel dispute in 2001.  

Due to the nature of the stored liquid, fuel sites are covered by a variety of health and safety and environmental regulations.  One aspect of this is the control of harmful emissions expelled during refilling.  There is a legal requirement to fit vapour recovery systems where the annual throughput is over 500,000 litres.  Two sites are approaching this level and the capital cost of installing to existing fuel sites is prohibitive.  Thus we cannot increase our throughput at these sites.  It is possible that this limit will be lowered in future placing the long-term future of internal sites in jeopardy.  However, sites must be fully decommissioned, entailing further costs, and not left unused due to the build up of emissions and the possibility of explosion.

A further pressure on the use of internal sites is the current uncertainty over what fuel will be used in future.  It is likely that within 10 years technology will have advanced, giving different fuelling options which are unlikely to be supplied internally.  

The average costs of operating a fuel site is £4,240.  This excludes the cost of stock, staff and capital charges.  Consequently, a site needs to generate enough throughput to ensure that fixed costs are covered before a saving can be made.  Three of the nine sites struggle to achieve this break-even point.  One of them however, is a new police station installation and has not yet met its full potential.  The two other sites, Newcastle East and Tynemouth, are not essential to the strategic fuel reserve and they cause congestion in police station yards.  Decommissioning these sites would produce a small one-off saving and on-going annual savings with little impact on operational effectiveness.  Officers at these area commands would then solely use fuel credit cards to purchase fuel from local filling stations.  In order to retain an effective strategic reserve, the remaining seven fuel sites provide two weeks cover for petrol vehicles and over three weeks for diesel.

Recommendation
It is recommended that:

· the internal fuel sites at Newcastle East and Tynemouth are closed down and decommissioned.

· the remaining seven internal fuel sites are retained to ensure operational effectiveness by providing arrangements to support a strategic reserve of fuel.

· a further review of the internal fuel sites is conducted in 3 - 5 years to include environmental and legislative changes.

Reasons:
1. The sites at Newcastle East and Tynemouth are not cost effective, not essential to the strategic fuel reserve and cause congestion.

2. The seven remaining fuel sites are essential if an effective strategic reserve is to be maintained

3. Current fuels are not sustainable.  Fuel storage requirements will undoubtedly change over the next 10-year period. 

4. Legislative and regulatory changes are likely to increase the costs of maintaining fuel sites in the foreseeable future.  

Improvement Plan
Implementation of the recommended option would be achieved as follows:

15.   Close down and decommission the internal fuel sites at Newcastle East and Tynemouth.

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Inform area commands regarding the decommissioning of fuel sites and revised fuel arrangements.
16
Central Services Manager
Oct 2002

2
Arrange fuel credit cards for area command vehicles and set up new procedures.
16
Central Services Manager
Oct 2002

3
Arrange the fuel site decommissioning with contractors.
16
Central Services Manager
Oct 2002

4
Close down sites and decommission.
16
Central Services Manager
Dec 2002

Detailed Assessment of Option
Cost


1
There will be a small annual saving in the fuel supply arrangements of around £700.

Quality


1

2
This option will reduce the congestion in police station yards and increase operational effectiveness. 

Also an effective strategic reserve of fuel will be maintained.

Staffing
1
There are no staffing implications associated with this option.

Performance
1
There are no performance implications associated with this option.  Except in the extremes of public order and fuel dispute situations.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development
1
A reduction in fuel sites will eliminate the emissions of harmful substances from those sites which have been closed.

15. Introduce internal charging (either partially or entirely) for vehicle maintenance and accident repairs

The Option
Other than the devolved accident penalty points system, there is currently no internal charging for vehicle maintenance, with all costs being met by Fleet Management.  However, the majority of other police forces surveyed operate some form of internal charging.  Consideration should therefore be given to introducing internal charging, either partially or entirely, for vehicle maintenance and accident repairs.

Analysis
The current system of the costs of repairs and maintenance being borne centrally provides no clear financial incentive for users to exercise sound vehicle care.  Whilst systems are in place to penalise users for accident damage, this does not reflect the cost of repairs.  Public sector reporting requirements place an increasing emphasis on disclosing the full cost of services, including the cost of support services and overheads attributable to that service.

The current management information systems would not be able to support full recharging.  An upgrade of the Tranman system in Fleet Management is anticipated shortly, however, significant development work would be necessary to allow links to be made with the recently introduced corporate financial system, which is, in itself, still being finalised.

Consultation has shown that other forces recharge the cost of repairs and maintenance to service users, either by reporting mechanisms or through devolved financial management.  However, there is no evidence that this has improved vehicle care or has reduced accident costs.  There is also no evidence to suggest that the performance of the Fleet Management section has improved through greater scrutiny, although in general, savings and efficiency improvements have been made through devolvement in Northumbria Police.

Recommendation
It is recommended that a system of recharging full costing to users be introduced once systems are in place to facilitate the process.

Reasons:
1. It places a responsibility on the user to exercise greater care in the use of vehicles.

2. It will assist the force in meeting future reporting requirements and will enable  effective benchmarking to be carried out

Improvement Plan
Implementation of the recommended option would be achieved as follows:

16.
Introduce internal charging for vehicle maintenance and accident repairs once systems are in        
place to facilitate the process.

Action


Issue 

(see pages 8-9)
Lead Manager
Target

1
Ensure suitable IT systems and relevant links are in place.
3, 10, 14
Central Services Manager
Jun 2003

2
Establish reporting and charging mechanisms.
3, 10, 14
Central Services Manager
Jul 2003

3
Set out detailed procedures and protocols.
3, 10, 14
Central Services Manager
Jan 2004

4
Develop full management information framework.
3, 10, 14
Central Services Manager
Jan 2004

5
Develop budget allocations.
3, 10, 14
Central Services Manager
Mar 2004

6
Devolve budget.
3, 10, 14
Central Services Manager
Mar 2004

Detailed Assessment of Option
Cost


1

2
There may be a reduction in the cost of accidents and maintenance.

There may be some IT development costs.

Quality
1
This option will lead to clearer, better quality reporting arrangements

Staffing


1
This option may lead to increased staffing requirements at Fleet Management.

Performance
1
There are no performance implications arising from this option 

Equity of Service
1
There are no equity of service implications arising from this option

Sustainable Development


1


This option may encourage a more careful use of vehicles which could lead to a reduction in the number of accidents and a reduction in the number of written off vehicles.

16. Review the stock holding arrangements operated by the Fleet 
Management section
The Option
The Fleet Management section operate an imprest stock system for tyres and Ford parts accounting for 28% of stock by value.  Imprest is where parts are held on site but only paid for at the time of use rather than at the time of acquisition.  Consideration should be given to reviewing the entire stock holding system operated by the Fleet Management section to ensure that it is secure, economic, efficient and effective.

Analysis
There is a stores section, with responsibility for issuing stock to staff, within both Fleet Management workshops.  At Killingworth it is staffed by a senior storekeeper and two storekeepers, whilst at Sunderland (due to its small size) stock issue is carried out by the chargehand.  Stock is issued on presentation of a requisition which has been issued by the chargehand. 

Stock checks are carried out twice a year and Internal Audit carries out an audit every two years.  The Internal Audit Report of April 2001, which appraised the extent to which the authority’s assets were properly accounted for and safeguarded from losses, concluded that the systems and procedures were operating effectively and were well administered.

The current value of stock is £95,000 and turnover is high, indicating that it is used efficiently.  Negotiations are currently taking place to obtain imprest Volvo parts, but there would be very little benefit in having imprest arrangements for other stock due to the small quantities involved and a reluctance from manufacturers.

Recommendation
It is recommended the stock holding arrangements operated by the Fleet Management section remain unchanged.

Reasons:
1. Imprest stock arrangements are in place for the most commonly used parts.

2. Further extension of the imprest system is not practical.

3. Stock turnover is high, indicating an efficient use of stock.

4. Internal Audit has noted that systems and procedures operate effectively and 
are well administered.

Improvement Plan
As this option maintains the status quo, there is no improvement plan.

Detailed Assessment of Option
Cost
1
There are no cost implications associated with this option.

Quality
1
There are no quality implications associated with this option.

Staffing
1
There are no staffing implications in this option that cannot be met from existing resources.

Performance
1
There are no performance implications associated with this option.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development
1
There are no sustainable development implications associated with this option.

18. Review the level of protection necessary for Armed Response Vehicles

The Option
There are eight Armed Response Vehicles (ARVs) in the fleet.  These vehicles have ballistically protected windscreens and doors and, as a consequence, can not be resold at the end of their working life and are instead crushed and sold as scrap.  The level of protection increases the weight of the vehicle, leading to higher commissioning, maintenance and running costs.  This option will consider the level of protection necessary for these vehicles and is closely linked to Option 11.

Analysis
Extensive consultation was undertaken to appraise this option with the following groups:

· National Operations Faculty

· Other forces

· Legal department

· Health and safety advisor, Northumbria Police Authority

· Police Federation

· Force psychologist

· Senior officers within Operational Support department

All of those who were consulted did not support the removal of ballistic protection from ARVs.  

The decision to ballistically protect ARVs is an operational one and therefore falls under the Chief Constable’s remit.  Accordingly, Northumbria Police Legal Department have commenced enquiries with the force insurers.  Those enquiries are likely to be time consuming and not completed before submission of this report. 

Obviously, firearms incidents are, by their nature, high risk.  Training and tactics used by authorised firearms officers (AFOs) include how the vehicle is used.  The level of ballistic protection has implications for both of these.  Although risk is reduced by taking into consideration the positioning of vehicles and the provision of personal protective equipment, due to the imprecise nature of many ARV deployments, it cannot be eliminated completely.  Ballistic shields are available to AFOs to provide cover, however, these do not allow the flexibility supplied by an ARV.

Currently, it is uneconomical to resell ARVs as the ballistic protection would need to be removed.  If ARVs were not ballistically protected to the same level there may be some resale value available.  However, an analysis of the full costs involved in reducing protection levels shows that there would not be a significant saving.

Recommendation
It is NOT recommended to remove or reduce the level of ballistic protection to Armed Response Vehicles.

Reasons:

1. To comply with legal obligations and duty of care by providing the most effective methods of providing officer safety and confidence.

2. To acknowledge our obligations under the Human Rights Act 1998, specifically Article 2 - The Right To Life.  The current level of protection for ARVs reduces the direct risk of injury or death to police officers.

3. There is no compelling evidence that a reduction in the level of ballistic protection would benefit operational effectiveness in relation to response times, tactics and vehicle handling.

4. There is no compelling evidence that the ballistic protection has a detrimental effect on officer protection in the event of a collision.

5. The financial savings from reducing protection levels are minimal.

Improvement Plan
As this option maintains the status quo, there is no improvement plan.

Detailed Assessment of Option
Cost
1
The financial savings from reducing protection levels are minimal.

Quality
1
There are no quality implications associated with this option.

Staffing
1
There are no staffing implications associated with this option.

Performance
1
There are no performance implications associated with this option.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development


1


The current level of protection for ARVs means that it is not possible to sell them at the end of their working life and they are therefore crushed and sold.

19. Review the number and relevance of the performance indicators used by 
the Fleet Management section

The Option
The Fleet Management section currently use two main performance indicators - vehicle availability and stock turnover.  However, neither of these indicators is particularly meaningful to vehicle users.  Consideration should therefore be given to reviewing the number and relevance of the performance indicators used by the Fleet Management section with a view to developing a suite of indicators which will be meaningful both to the Fleet Management section and to service users.

Analysis
There should be a suite of indicators which show not only the performance of the Fleet Management section but also the performance of the fleet as a whole and the results should be publicised across the force.  The indicators should also be designed to enable benchmarking with other forces to be carried out.

A recent national workshop on benchmarking for police vehicle fleets consisted of the following fourteen measures some, or all, of which may prove suitable for use by Northumbria Police:

1. Total number of vehicles per 100 officers.

2. Average age of vehicles.

3. Average mileage per vehicle.

4. Annual mileage per vehicle.

5. Whole life cost of most commonly used type of vehicle.

6. Total number of vehicles in the fleet.

7. Ratio of vehicles in the fleet to number of employees in fleet management.

8. Cost of maintenance per vehicle.

9. Average hours off the road per vehicle.

10. Average number of repair visits per vehicle,

11. Average annual fuel cost per vehicle.

12. Average cost of accident repair per vehicle.

13. Vehicle mileage per police vehicle collision.

14. Percentage downtime in workshop.



Consideration should be given to the above measures (as well as others, e.g. workshop performance, sustainable development etc) in order to develop a suite of performance indicators which are relevant, easy to measure and easily understood.

Recommendation
It is recommended that a suite of performance indicators be developed which will be meaningful both to the Fleet Management section and to service users.

Reasons:
1. Both service users and Fleet Management staff will be made aware of how the 
service is performing.

2. It will enable targets to be set with a view to improving performance.

3. It will enable benchmarking with other forces.

Improvement Plan
Implementation of the recommended option would be achieved as follows:

19. Implement a suite of performance indicators.

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Implement the national benchmarking performance indicators.
3, 14, 15
Central Services Manager
Feb 2003

2
Implement performance indicators for workshop and operator performance.
3, 14, 15
Central Services Manager
Feb 2003

3
Implement performance indicators for sustainable development.
3, 14, 15
Central Services Manager
Feb 2003

Detailed Assessment of Option
Cost
1
There have been no extra costs identified by this option as all requirements can be met from existing resources.

Quality
1

2
The setting of targets may lead to an improvement in the level and quality of service and hence to increased vehicle availability.

The satisfaction levels of vehicle users may increase.

Staffing


1


There are no staffing implications in this option that cannot be met from existing resources.

Performance
1
There may be an increase in vehicle availability.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development
1
A performance indicator relating to sustainable development will be developed.

20. Review the arrangements for the procurement of covert vehicles with a view to determining the most appropriate method(s).

The Option
Covert vehicles are subject to special constrictions due to the nature of how they are used.  It is vital they cannot be identified as police vehicles and once they are revealed as such they are of little operational use.  This creates extra difficulties in managing the fleet.  Currently covert vehicles are usually provided via the Home Office Framework Arrangement for new vehicles or, if second-hand vehicles are required, via an auction. This option will consider other methods of procurement to ensure that the most appropriate methods are used. 

Analysis
There are five methods of procuring covert vehicles:

· Purchase new through the Home Office Framework Arrangement 

· Purchase new from manufacturer or dealer

· Buying second hand from auction

· Leasing

· Transferring vehicles between neighbouring forces

The benefits of buying through the Home Office framework are the discounts that are available and that all of the models available are suitable for police specifications.  However, it reduces flexibility in choice of vehicle.  All of the forces consulted use this method.  Buying outside the framework is costly, time consuming and EU procurement regulations apply, compromising the covert nature of the vehicle.  Only four of the 14 forces consulted procure cars in this way.  

Buying second hand cars from auction increases the choice of vehicles and are less likely to be identified as police vehicles.  However, it is time consuming, there are a limited number of auctions in the area and there are a limited number of acceptable vehicles.  Leasing has been found, in the experience of other forces, to be costly and extremely restrictive due to the requirements of the leasing company.

One of the most effective ways of extending the life of covert vehicles is to transfer them between neighbouring forces.  There are already informal arrangements with Durham Constabulary and other forces have shown a willingness to participate in protocols to share vehicles.  This is particularly useful in cases where vehicles have been compromised but are, in all other respects, still viable fleet vehicles.  No other forces consulted have these types of protocols.

Recommendations
It is recommended:

1. To continue to purchase new covert vehicles from the Home Office list and from other manufacturers.

2. To ensure that the most appropriate and cost effective vehicles are purchased.

3. Not to lease vehicles for surveillance purposes.

4. Not to purchase second hand, other than in exceptional circumstances.

5. To introduce protocols for the transference of covert vehicles between other forces.

Reasons:
1. To ensure that covert vehicles are not compromised.

2. To ensure that procurement costs are minimised and that vehicles are not over specified.

3. To increase joint working and collaboration with other forces.

Improvement Plan
Implementation of the recommended option would be achieved as follows:

20. Set up arrangements to transfer covert vehicles between forces.

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Seek approval from APG to transfer covert vehicles between forces.
1 & 2
Central Services Manager
Dec 2002

2
Seek formal agreement from Durham and Cleveland.
1 & 2
Central Services Manager
May 2003

3
Draw up protocols for exchange.
1 & 2
Central Services Manager
Aug 2003

4
Implement new arrangements.
1 & 2
Central Services Manager
Jun 2004

5
Ensure that covert vehicles purchases are appropriate to needs
1 & 2
Central Services Manager
Mar 2004

Detailed Assessment of Option
Cost


1
There have been no extra costs identified by this option.  All requirements can be met from existing resources.

Quality


1

2
This option will lead to greater flexibility of covert vehicles available to three forces.

The satisfaction levels of covert vehicle users should increase.

Staffing
1
There are no staffing implications associated with this option.

Performance
1
There are no performance measures available for this option.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development
1


There are no sustainable development implications associated with this option.

21. Obtain extended warranties on all new vehicles

The Option
Vehicle manufacturers have traditionally restricted new vehicle warranty to a one year period.  However, most manufacturers have now moved to primary warranty cover of three years or 60,000 miles.  Some manufacturers, including Volvo, are now offering the facility to extend the mileage criteria of the warranty further, in some cases up to 150,000 miles.  Ford are not offering this facility.  However, these extended warranties are at an additional cost.  This option will consider the feasibility of obtaining extended warranties on all new vehicles.

Analysis
Obviously, the additional cost of purchasing extended warranties only becomes cost effective if vehicles exceed the primary warranty cover and that the warranties cover likely defects.  Most types of vehicle within the fleet will not exceed these limits and are, therefore, covered under the existing warranties.  Extended warranties are not available for unit beat vehicles which would exceed these limits.

The only other vehicles which will exceed these limits are armed response, motor patrol and advanced driver training vehicles.  Extended warranties, therefore, offer a potential reduction in maintenance costs.  However, although the cost is paid at time of purchase, the potential savings are not realised until the third year towards the end of the vehicles’ life.  When vehicles are written off, the potential savings are lost and the warranty premium is not refundable.

The initial costs of providing extended warranties is £650 per vehicle, equating to £12,000 per year.  The forecast annual savings from the third year are £21,000, giving a forecast net annual saving of £9,000.

Recommendation
It is recommended that manufacturers’ extended warranties are obtained for all new Volvo motor patrol, armed response and advanced driver training vehicles.

Reasons:
1. To enable savings to be made in maintenance costs of the above types of vehicle.

Improvement Plan
Implementation of the recommended option would be achieved as follows:

21. Obtain manufacturers extended warranties for all new Volvo motor patrol, armed response and advanced driver training vehicles.

Action

Issue 

(see pages 8-9)
Lead Manager
Target

1
Obtain extended warranties.
8 & 9
Central Services Manager
Jan 2003

2
Inform Fleet Management staff of their responsibilities within the new procedure.
8 & 9
Central Services Manager
Jan 2003

3
Monitor cost effectiveness of warranties
8 & 9
Central Services Manager
From Jan 2006

Detailed Assessment of Option
Cost
1
The estimated annual net savings including the additional cost of warranties and the potential savings in maintenance are £9,000.

The Savings are not realised until the third year towards the end of the vehicles life.

Quality
1
There are no quality implications associated with this option,

Staffing
1
There are no staffing implications associated with this option.

Performance
1
There are no performance implications associated with this option.

Equity of Service
1
There are no equity of service implications associated with this option.

Sustainable Development
1


There are no sustainable development implications associated with this option.
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