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REPORT OF THE CLERK AND CHIEF CONSTABLE 

1.
PURPOSE OF THE REPORT


To provide Members with an overview of the ‘Invest to Save’ Community Engagement Project in Northumbria and the subsequent findings by the Authority.

2. BACKGROUND TO THE PROJECT

2.1 In January 2004 Northumbria, Cheshire, and Merseyside Police Authorities were successful in their bids, to the Home Office, for funding to develop eighteen-month ‘Citizen Focused ‘ Community Engagement Projects. These Demonstration Projects were funded through the Home Office ‘Invest to Save’ initiative that sought to develop and promote citizen focus in authorities and forces across the country.

2.2 Each of the authorities had a different community engagement focus. In Northumbria, the focus was to develop community engagement practice with an identified ‘hard to reach’ community - Merseyside developed practice in relation to multi agency working and Cheshire developed a marketing and performance management approach.

2.3 In addition to the three demonstration sites, the Home Office constituted a Practitioner Panel to draw together and promote effective practice in community engagement.

2.4 The Home Office will complete a final evaluation of the project, and the results of this will be made available to Members in due course.

3
EQUAL OPPORTUNITIES IMPLICATIONS

3.1
There are no equal opportunity implications directly arising from this report.

4
HUMAN RIGHTS IMPLICATIONS

4.1
There are no human rights implications directly arising from this report.

5
FINANCIAL IMPLICATIONS

5.1
There are no financial implications directly arising from this report.

6
RECOMMENDATIONS

6.1
Members are asked to note the content of this report.

THE NORTHUMBRIA PROJECT

1
Background
Building Communities; Beating Crime outlined the requirement for policing services to meet the needs of local people.  This pilot project looked at how local level community engagement could be used to identify priorities for local policing and lead to service improvements.  Its findings will be useful to other forces and authorities that wish to develop similar models.

This paper provides an initial evaluation of the Home Office Invest to Save community engagement project developed within Northumbria Police Authority.  The Home Office will make an evaluation of the project available in January 2006.  This will provide an independent evaluation of the project that will incorporate consultation responses from local people who were engaged within the project.

2
Key Project Aims

Key project aims, developed with the Home Office the Association of Police Authorities and Northumbria Police Authority were to:

· improve the quality and usefulness of community engagement with an identified ‘hard to engage’ community;

· drive a more effective contribution from local communities in identifying local problems;

· actively involve communities in providing solutions to these problems;

· better articulate the outcomes of these processes; and

· implement a more strategic framework to secure community involvement.

3
Community Audit

The project began in May 2004 with an audit of cross-authority engagement practice and an audit of hard to reach communities in Northumbria.  The audits highlighted the difficulties associated with the local engagement of Northumbria’s rural communities.  This, together with support from the Home Office for development of the project in a rural environment, and discussions with Northumberland Area Command, led to the selection of two rural demonstration sites (beat areas):

· Chevington – Hadston, Togston and Red Row in South East Northumberland; and

· Wooler –12 parishes and Wooler town, in North Northumberland. 

Engagement projects in both ‘beat areas’ began in October 2004.

4
Outcomes

To address the aims of the project in each of the areas, the Authority aimed to develop a local neighbourhood or beat engagement approach that:

· focused on the local Community Police Beat Team;

· increased community involvement in developing joint solutions to local policing issues;

· developed local service improvements through action plans in response to community priorities identified through local consultation; 

· increased public satisfaction with and awareness of Police Authority and policing services; and

· identified workable and transferable models of engagement that involve rural communities in finding solutions to local policing issues.

A web based toolkit is currently being developed that will enable beat teams to replicate the models in their own beat areas or to extract elements that may be of value to them.

5 The Wooler Model

In Wooler the engagement focused on the existing neighbourhood community network.  An integrated Engagement Cycle was established (figure 1) - linked to a representative Neighbourhood Forum. This Forum meets quarterly, is open to the public and consists of parish representatives, local councillors, police authority members, local organisations and stakeholders. 










The ‘Beat’ Action Plan is the central element in the Engagement Cycle and is based on community priorities, which were identified through a written consultation - distributed by Beat Managers to the community, through local schools, parishes, voluntary organisations and businesses. The Action Plan focuses on manageable and sustainable outcomes, which are delivered through existing beat and Community Forum resources.  The Sector Inspector has put a significant number of these outcomes in place by effective use of police resources.  

The Action Plan has allowed existing beat resources to be targeted to meet agreed priorities. It is also a mechanism for the local community and stakeholders to develop joint solutions to identified priorities and lever additional resources to agreed priorities.

6
What has been achieved at Wooler?

During the project the following outcomes were achieved:

· publicity about the beats of Community Beat Managers;

· structured engagement, with key organisations and individuals in a sub-area of the larger beat;

· improved marketing of the Community Beat Team via Community Beat Marketing posters;

· delivery of a non-emergency voicemail service at Wooler Police Station;

· Wooler Police Station being more accessible to local people by opening when two officers are on duty, subject to operational demands;

· placing ‘Post Boxes’ in rural post offices enabling direct confidential access to local police officers; 

· joint working with local parish councils - initially around traffic and youth issues; and

· target speeding enforcement by the Beat Team.

7 Roll out to Rothbury & Seahouses 

The Wooler Model proved to be successful in engaging with communities across a large rural area, with interest from parishes and local organisations being sustained throughout the duration of the project.  Both the Sector Inspector and Beat Team agreed that the model and action plan outcomes worked well and, consequently, the Team and Area Command have extended the model to the neighbouring rural beats of Rothbury and Seahouses while continuing to deliver the model in Wooler.

The roll out of the project required a simplification of the consultation, and action planning stages, to enable the Beat Team to undertake the process with reduced input from the Police Authority. Subsequently, local representative forums were established, local consultation was undertaken and Action Plans were prepared.  The extension of the project to these neighbouring beats is at an initial stage and has been welcomed by the community and beat teams. 

8 The Chevington Model

In Chevington the Engagement Model (figure 2) focused on residents and ‘householders’ in the villages of Hadston, Red Row and Togston.  An integrated cycle of engagement was developed, linked to a monthly public ‘beat’ meeting.  At these meetings local issues are discussed and prioritised and actions or solutions identified.  A monthly newsletter updates local people on the outcomes of the meeting or any subsequent action taken. 

The Chevington Engagement Model

















Initial beat meetings were attended by a small number of local residents - not necessarily representative of the wider Chevington community. Policing issues raised were of a ‘low level’ policing nature linked to youth disorder, speeding, vandalism and graffiti. Similar problems re-occurred at each meeting and, to address these issues, the consultation action planning and partnership approach (used in Wooler) was used to take a more strategic and representative look at community policing concerns.

Local residents, who attended the beat meetings, were trained as community interviewers to undertake consultation on the ‘low-level’ issues. The consultation response was very successful and enabled the development of an Action Plan.  The Plan drew together a range of local stakeholders to address priorities related to the local shopping centre, graffiti and vandalism, youth disorder, and police visibility and contact.

Significant extra community resource, beyond that of the Beat Team and Authority, were sourced to address Chevington’s community priorities. Key contributors were the Grainger Trust, The Co-op and other local shopkeepers, Castle Morpeth Community Wardens, Hadston House and Parish Council, Positive Futures, the local First and Middle schools pupils and staff, and Hadston Residents Association. 

The local Beat Team and Parish Council will sustain the Chevington Beat Model, in modified form. The ‘beat’ meeting will occur each month one hour prior to the Parish Council meeting and the beat newsletter will continue as a full-page article in a new quarterly Parish newsletter - produced by members of the Parish Council in conjunction with the Beat Manager.

9 What has been achieved at Chevington

During the initial stages of the project the following outcomes were achieved:

· improved accessibility of the Beat Team through a non-emergency voicemail service;

· establishment of a Neighbourhood Watch Scheme;

· fireworks awareness and enforcement campaign;

· local speeding enforcement campaigns – 36 convictions;

· local Christmas crime prevention work; and

· work with the local school around bullying and youth disorder.

10 Learning from the Project

This section identifies some of the learning from the projects, which can be seen as good practice and areas for consideration when developing or delivering an engagement project along these, or similar lines.  

Administration 

A part-time Administrator from Alnwick Police Station supports Wooler and Rothbury.  In Seahouses a Volunteer Community Administrator has been nominated from the Forum.  This was a valuable resource and identified the benefit of this when delivering community engagement.

Sustaining Consultation and Action Planning
The Engagement Model has been simplified to allow Beat Teams to replicate the model independent of Police Authority support. The Sector Inspector and Team have been instrumental in implementing the process.

Neighbourhood Watch

There has been considerable interest and demand, through the engagement process, for neighbourhood watch schemes and the Beat Team and local community are interested to develop such schemes. Where a dedicated neighbourhood watch scheme/co-ordinator are in place, this would provide invaluable support in terms of delivery and sustainability of a project.

Monthly Beat Newsletter

The newsletter is a useful tool, and in the Wooler area this is being sustained in quarterly form as a beat page in a new parish newsletter.  Regular updates and feedback form an integral part of a community engagement project.

Monthly Beat Meetings
These meeting provide local people with the opportunity to pass on concerns and intelligence to the Beat Manager and Sergeant.  Meetings will continue in their current form with residents being provided. Beat officers are keen to maintain the meetings.  With regard to sustainability in value of these meetings it is important to have a proactive approach to concerns raised and effective management of expectations.

Localised Partnership Working

Chevington has demonstrated successful localised neighbourhood partnership working around identified community priorities. The Beat Team has improved working relations with a range of local stakeholders, community organisations and individuals through the project. Maintaining these relationships will be important in continuing to address local priorities.  

Parish councils are key partners in rural communities and should be key constituents of any rural community engagement framework. Parish networks have been a principle mechanism through which the Beat projects have engaged with dispersed rural communities
Resources

Additional financial resources have been required to deliver a number of service improvement outcomes related to contact and visibility of the police.  These include:

· Producing marketing materials for local beat teams has required a significant amount of resource, including posters with named Beats and contact numbers;

· Voicemail service for local rural stations; and

· E-mail addresses for all local stations/Beat teams.

Identifying Local Priorities

Consultation across the demonstration sites has identified that local rural community police service priorities relate to visibility, knowledge of the local police officer, and contact with local officers and the station. The crime and disorder priorities relate to speeding, vandalism and graffiti and youth disorder. These community concerns contrast with volume crime targets and emphasis given to them in national performance frameworks. 

Addressing local community priorities, which differ from national/command priorities, can require existing resources to be targeted beyond command priorities.  This has been evidenced for example by the need for local Beat teams to procure additional speed enforcement equipment in the Beat areas to undertake targeted speeding work.
Skills 

The project benefited from an experienced Community Engagement Officer, from the Authority, and local communities welcomed the independence in the process. Sustaining Police Authority staff input with the ‘Beats’ locally would be impractical and involve the Authority to closely in local operational issues. However, the role of independent support in establishing successful engagement frameworks with communities has been demonstrated.

Officers across the beat area have been integral in developing the ‘Beat’ Model. This has identified the need for community beat officers and managers to have skills in the following areas: 

· community profiling – knowledge of ‘hard to reach’ issues and inclusion;

· consultation;

· meeting facilitation;

· action planning;

· feedback; 

· working in partnership; and

· using local press and media.

6
NEXT STEPS

Continuation of the projects

Officers in Northumberland Area Command are committed to continuing the projects in all three areas.

Further evaluation

The Home Office and the Association of Police Authorities will provide a further evaluation of the project

Toolkit

A web-based toolkit will be made available to the Practitioner panel and on the Authority’s website, enabling access for beat officers across the country.
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