BEST VALUE REVIEW OF TRAINING 2002

OPTION DEVELOPMENT REPORT

ABOUT THIS BEST VALUE REVIEW

The purpose of this review is to achieve Best Value in the management and provision of training within Northumbria Police. To ensure all staff have the necessary skills with any training provided at the right time and to the correct standard enabling them to fulfil their duties and responsibilities efficiently and effectively.  

The review will ensure that  proper and appropriate opportunities are provided to support the personal development of all staff. Furthermore that opportunities for the improvements in the management and provision of training are identified and exploited. 

The review will also explore all opportunities for collaboration within the police service and with external providers.

Northumbria Police are carrying out this Best Value Review along with every other force in England and Wales. An ACPO/APA national project board has been established to oversee, guide and co-ordinate the work. An initial service wide assessment (SWA), carried out during 2001, produced 23 separate recommendations for action to improve the current service. These 23 proposals are all at various stages of progression having been allocated to specific groups for action, e.g., the Police Skills and Standards Organisation, CENTREX, and the project team itself. The recommendations cover the whole range of training need identification, design, delivery and evaluation, they include: 

1. Development of a Training Plan template for all forces.

2. Development of the dynamic mechanism for monitoring staff attendance at training events.

3. A comprehensive set of performance indicators for the whole of the training enterprise.  

4. A national model is being developed for use when designing police training.  

5. A national directory of training courses is being complied.

6. A national model is being developed for the use by all forces when conducting evaluations.

The project team set a work plan identifying a number of key dates for completion of the various stages of the review:

June 2002




· Submission of National Costing Model information.

September 2002



· Submission of interim Best Value Reviews by forces.

September 2002 - March 2003


· Consultation phase

March 2003


· Project team to present further options for change.

March 2003 - September 2003

· Partnership work to develop a framework for the delivery of Best Value

September 2003




· Project team to provide guidance to forces on the core concepts of Best Value in police training.

The project team require information to be submitted in a standard format using the EFQM model whilst still expecting forces to use the 4 Cs of challenge, compare, consult and compete as the basis for the review. This approach means that the information gleaned and options identified can also be used to inform the local Best Value Review of suitable improvements.

As expected a number of gaps in provision have been identified locally which mirror the national picture. Where these form part of the project team’s ongoing work it would be unnecessary duplication for Northumbria Police to progress those matters ahead of any national guidance. That said, a number of more local issues have been identified which can be examined independently of the national scene. 

An earlier Best Value Review of the Central Support Unit (CSU) recommended further exploration of several  issues flowing from the firearms training element of the CSU function. These were deferred pending this wider Best Value Review of Training. The two major recommendations concern the transfer of CSU Firearms Training to the force Training Unit and assessing the option for civilian firearms instructors.

WHAT IS THE CURRENT SERVICE?
Responsibility for the component parts of ‘training’ are distributed throughout various departments. 

Training Needs Analysis, Validation and Evaluation

The training needs analysis, validation and subsequent evaluation of training provision is the responsibility of the Performance Development Unit (PDU), Personnel Services. 

The training needs process prioritises the delivery of training to meet the needs of the individual, team and organisation. This process, linked to Performance Development Reviews (PDR), prioritises training needs at a local level on a quarterly basis through Local Training Priorities Groups (LTPG) and then at force level through the Training Priorities Group (TPG).

The force has no evaluation strategy, however there are a number of staff who have received training as evaluators and some training has been evaluated by the PDU following authorisation by Training Priorities Group.

Training Design

The design of training is the responsibility of the Training Unit as well as other specialist training providers i.e. Firearms (Central Support Unit), Dog Section Training and Marine Section Training. Much training design is provided nationally through Centrex. Although all qualified trainers understand the principles of individual lesson preparation based on aims and objectives this falls short of actual ‘course design’ training. There are currently no staff employed by Northumbria Police who have received such training. 

Training Delivery

The subsequent delivery of training is spread throughout the force. The greatest bulk is provided by the Training Unit based at Headquarters but in addition, the Central Support Unit, Dog Section and Marine Section deliver specialist training within their field of expertise.  Training is also delivered by Area Training Officers in Area Commands and Departmental Training Co-ordinators within various departments. 

During the course of the review it became evident that capturing the total number of people attending a variety of in-house courses was not possible with complete accuracy. There were discrepancies between those notified to attend by Area Training Officers and the actual attendees on the course. The responsibility to record course attendance on an individual’s personnel record was blurred. 

As part of the costing model exercise each course has a minimum number of students required for viability. Using those minimum figures the following is evident:

Number of Different Courses

CSU 


14

Marine

22

Training 

66

Total


102

Total Number of Courses Delivered

CSU 


82

Marine

26

Training 

579

Total


687

Total Number of Students

CSU 


514

Marine

156

Training 

6890 

Total


7560 (min. nos)

Whilst it is not possible to identify all training delivered through the Area Training Officers and Departmental Training Co-ordinators, that provided by the other four main deliverers total over 100 different courses. The range of courses provided is extensive. They include all Probationer Training other than Stage 2 (delivered at district training centre), Investigative Skills, Driving and Communication Training as well as Surveillance, Public Order, Firearms, Diving, Marine and Dog Handling.

WHY ARE THESE SERVICES PROVIDED?
Training is fundamental in Northumbria Police meeting its objectives and performance targets. Effective management of learning is essential for the organisation and its entire staff.

Whilst it is difficult to predict the effect of not providing effective training, experience would point to the following: lack of motivation resulting in a high turnover of staff and subsequent loss of the skills base leading to a reduction in the quality of service, an increase in complaints and cases lost at court.

Although the services provided by the Training Unit and other training providers are not core policing functions they underpin every policy area and force objective. In many areas the training delivered ensures the force’s adherence to Health and Safety legislation in that we properly train staff in the use of equipment and procedures to effectively carry out their function, e.g., use of firearms, batons, driving motor vehicles at speed and underwater search training.

WHAT RESOURCES DOES THIS SERVICE USE?
For the purpose of this section figures will be broken down in each discrete area of service provision.

EMPLOYEES

Performance Development Unit
Employees


Full time Equivalent
Cost (£)

Chief Inspector
1


Inspector
1


Sergeant
3


Support Staff
1


Total
6
239,000

Training Unit

Employees


Full time Equivalent
Cost (£)

Superintendent
1


Chief Inspector
1


Inspector
3


Sergeant
10


Constable
26


Support Staff
42


Total
83
2,458,000

Central Support Unit

Employees


Full time Equivalent
Cost (£)

Chief Inspector
0.1


Inspector
1


Sergeant
1


Constable
10


Support Staff
0.5


Total
12.6
443,000

Dog Section Training 
Employees


Full time Equivalent
Cost (£)

Constable
3


Support Staff
0.5


Total
3.5
109,000

Marine and Diving Unit

The section comprises of 1 Inspector, 2 Sergeants and 14 Constables all of whom are qualified to provide specialist training. It is estimated that 14% of their time is allocated to the provision of training. 14% of the employee costs amount to £99,000.

Area Training Officers and Departmental Training Co-ordinators
Every territorial Area Command and three headquarters support departments have staff identified in the role of either Training Officer or Training Co-ordinator. Some Area Commands and one Headquarters department have more than person identified within that role. Fifteen Area Commands have a total of twenty three Training Officers all of whom are of Constable rank. Operational Support, Criminal Justice and Crime Management have a total of four Training Co-ordinators who are all support staff.

In all cases the staff fulfilling these roles perform a greater range of duties than simply training delivery.  They all play a part in the PDR process and Local Training Priorities Group. Within Area Command they are also a vital link in the Probationer Constable process. Total employee costs amount to £861,000.
Holmes Training
Holmes Training, the IT support for major incidents, is managed by police officers within Crime Management Department. These officers are Holmes Trained  who as well as their normal duties provide training to ensure sufficient operators are available to staff major incident rooms.  At present, due to the number of live incident rooms, Holmes training has been suspended.

The specific costs have not been identified however, a Detective Inspector within Crime Management has been tasked to conduct a review of Holmes Training and provide an options paper for consideration by the force.  Total staffing costs are £4,214,000.


PREMISES

Training Unit

The Training Unit is situated at Headquarters site, Ponteland, comprising of blocks 28, 29, 35, 36 and the Public Order Training area.  Six classrooms in block 29 together with several offices are utilised as a satellite training centre operated by Centrex (district training centre.)

Other Specialist Training provision is located mainly on headquarters site but some at venues throughout the force area, e.g. Firearms range, Kirkwhelpington.

Performance Development Unit

Cost (£)

Offices at Headquarters Site
7,000

Total
7,000

Training Unit Offices

Cost (£)

Offices, classrooms and residential accommodation at Headquarters Site
833,000

Total
833,000

CSU Training


Cost (£)

Classrooms at HQ site, indoor and outdoor range facilities.
51,000

Total
51,000

Dog Section Training

Training is conducted on open land there are no premises costs involved.

Marine and Diving Unit

They utilise facilities provided for the operation of the section, therefore on a basis of 14% of their time being devoted to training, we have estimated premises costs to be 14% of that allocated for the section itself. Costs are £14,000.

Area Training Officers and Departmental Training Co-ordinators
The accommodation used by ATO’s and DTC’s varies considerably throughout the force. Newer Area Command Headquarters have a  dedicated office and training room facilities whereas in some Area Commands, training officers share accommodation with other staff and use conference rooms/meeting rooms on an adhoc basis to deliver training. At present not all costs have been calculated. Once all accommodation utilised fully, or in part, for training purposes have been identified the true cost will be known.

OTHER MAJOR COST ITEMS

As well as the accepted costs involved in training such as the provision of laptop computers, overhead projectors and other training delivery aids much of the specialist training involves the use of motor vehicles, marine craft etc.

Not all training is conducted and delivered by Northumbria Police Staff. There is a budget for the provision of external training identified through the training needs process.

Performance Development Unit


Cost (£)

External Training
250,000

Total
250,000

Training Unit


Cost (£)

Transport and Plant
99,000

Supplies and Services - Equipment
72,000

Catering Costs
130,000

Total
301,000

CSU Training


Cost (£)

Transport
6,000

Ammunition and Equipment
41,000

Total
47,000

Dog Section


Cost (£)

Transport and Plant
16,000

Total
16,000

Marine and Diving Unit


Cost (£)

Transport and Plant
16,000

Specialist Equipment
3,000

Total
19,000

Area Training Officers and Departmental Training Co-ordinators

***Awaiting information re offices for costing*** 

Revenue To Be Generated Through Training Provision

A number of courses provided by CSU Training and Marine Diving Unit are nationally accredited. Other police forces and agencies send their staff to Northumbria to be trained.  This generates income.


Income Generated (£)

CSU
83,000

Marine and Diving Unit
100,000

Centrex contract for use of HQ facilities
1,100,000

Total
1,283,000

HOW IS THE SERVICE PERFORMING?

At present there are no national figures or statistical information available to allow accurate and meaningful comparative analysis with training provision in other police forces. As part of the ACPO/APA Best Value in Police Training Project, all forces have been asked to cost training provision. Northumbria Police supplied course costings in advance of the June deadline. The resulting comparative information has still not been supplied and it is understood that the project board have serious reservations regarding the completeness and accuracy of much of the information they received.  Northumbria Police have received notification from the board that our information was considered to be accurate and within the acceptable range for statistical assessment.

The wealth of information captured in the costing model enables the force to identify a raft of indicators concerning the training delivery function, e.g. cost per course, cost per student per day, staffing costs, accommodation and equipment costs, etc. Initial analysis shows the following:


Training Unit
Marine
CSU

Cheapest Course
Self Defence For Specials                                             £256
Basic Sea Survival                                                       £757
Senior Officer Training                                           £1235

Most Expensive Course
Advanced Surveillance                                   £28,112
Basic Air Diving

                                                     £36,723
National Firearms Instructors                                     £68,545

Cheapest Per Student Day
Achieving Best Evidence                                             £30



Most Expensive Per Student Day
Advanced Motorcycle                                        £277
Basic Diver Medic (Insure)                                             £207
Firearms Refresher                                                       £348

Annual Cost Of Training
Total Cost                                                                 £3,407,975
Total Cost                                                                      222,208
Total Cost                                                                    £867,518

The eight most expensive courses provided by Northumbria Police are Firearms courses delivered by CSU. The total annual cost of all training identified using the National Costing model is £4,497,701.

The National Best Value Project Board issued an ‘options for change matrix’ for completion by all forces. The purpose of the matrix was to enable forces to apply the same criteria when challenging why they delivered certain courses which may be better delivered on a regional or national basis. In its most simple terms the matrix looks at those courses that are expensive to maintain due to either high asset or low student numbers. 

All Northumbria Police delivered courses were assessed against 2 basic criteria: where more than 250 students trained in any 12 month period; and courses where the cost per student per day exceeded £150 (as calculated using the national costing model). This process identified 35 courses where collaborative training delivery may be appropriate.

Following the initial service wide assessment, the PSSO requested additional information from forces regarding the rank and role of staff involved in the training field. The PSSO have subsequently produced the following information which demonstrates that the mix of staff involving in training within Northumbria reflects the national picture. 

Breakdown of Staff by Rank and Role involved in the Training Process 


Rank/Role


National Data

Northumbria
Clerical/Admin

12%



7%
(10)


Specialist


18%



26%
(34)


Supervisor


4%



3%
(4)


PC



44%



47%
(62)



Sergeant


13%



10%
(14)


Inspector


4%



4%
(5)


Chief Inspector

1%



2%
(2)


Superintendent

1%



1%
(1)

(figures in brackets illustrate actual numbers)

An HMIC Inspection of Training in 1999, Managing Learning, provided a series of good practice checklists against which forces could measure their performance. These checklists are broken down into Policy Making, Financing of Police Training, Common Minimum Standards, Training Needs, Training Design, Training Delivery and Training Evaluation.

Northumbria Police have compared ourselves against the checklists and have exchanged our findings with three other forces within the North East region; North Yorkshire, West Yorkshire and Humberside.  It is therefore possible to compare where we are in terms of the Best Practice checklist set against how other forces see themselves.

When examining our position against the checklist there are areas where there is some evidence of compliance without there being a specific policy, protocol or practice in place.  Limiting a ‘positive’ only to those specific elements where the force could say ‘yes’ and provide sound documentary evidence in support of that assertion, we performed the least well out of the four forces where comparative information was available.

There are 65 checklist areas identified in Managing Learning. They pose a series of questions, challenging forces to identify good practice.  

For example, under Policy Making “is there a strategic direction for training led from the top of the organisation?” 

and

Under the Financing of Police Training, “are strategic expenditure decisions made when training is being planned as part of the business planning cycle?”

In answering ‘yes’ to both questions we are able to cite as evidence firstly the existence of the Training Priorities group comprising of senior management and all key stakeholders and secondly the process to identify medium term financial forecasts which should embrace training.

As a very raw numerical comparison against the checklist questions and the position statements provided by other forces in the region the grid below shows how we compare.

Checklist Areas
Northumbria
North Yorkshire
Humberside
South Yorkshire

65


12

(18%)
44

(68%)
35

(54%)


34

(52%)

Information available from internal surveys and external residents surveys provides some comment regarding performance. The Northumbria Police Authority’s Residents surveys of 1995, 1997 and 2000 contained a question asking whether people felt that in effort to improve relations between the police and local communities young police officers required better training. Only six percent, eight percent and latterly ten percent of respondents felt that better training was necessary.

The Northumbria Police Staff Survey 2000 contained several questions regarding staff development and training issues.  Overall satisfaction with training matters was considered to be low or very low, at around 50%. 

· Nearly three in five staff (59%) are satisfied with the quality of the training received to do their job compared in 1995 with 51%.

· Opportunities for training are rated as satisfactory by only 50% of staff, while 45%, still low, but an improvement since 1995, approve of the allocation of training courses. 

· A general question asking the levels of satisfaction in relation to the service received from the Training Unit provided responses of 77% for police officers compared with 72% in 1995 and but only 63% of support staff compared with 73% in 1995.

There is a current staff survey awaiting analysis by Performance Review and Inspectorate. A number of questions relate directly to the training function and when information becomes available this review will be updated.

CONSULTATION

Consultation has taken place with a number of individual groups: the Training Review Team comprising representatives from across the force and outside training providers; the Police Federation; the Superintendents Association; members the Training Unit and Area Training Officers and Departmental Training Co-ordinators. The questions posed to the various groups were in some cases confined to quite specific elements of the review. 

The table over shows the client group consulted and a sample of the questions asked and responses received.

Respondent
Questions 
Responses

Superintendents Association and UNISON
What is the quality of training delivered to your staff to enable them to do their job?

How are training needs identified/linked to BCU objectives?

What are the views of local management and the dual accountability of ATOs?

How do you assess any increase in performance brought about by training?
Training tended to be reactive rather than planned and structured, particularly in relation to support staff.

Current PDR is not an ideal vehicle to be used for training needs analysis.

There is a lack of corporacy and commitment by ACPO to training.

Turnover of ATOs is high - why are ATOs police officers?

There is no evaluation therefore we do not know.

Federation
How do you use your ATOs/DTCs?

What are the biggest gaps in training provision?

What support should the force give to increased duty time for work place learning?


They seem to be so heavily tasked by HQ that they have little flexibility.

An almost complete absence of IT training and training for support staff. 

Pressure of work often prevents staff from sitting at a terminal to access learning material. There was general support to allocating time slots for this purpose.



ATOs/DTCs
What qualifications do you have?

How equipped are you to carry out your current role?


Only one ATO was a qualified police trainer. 28% of staff had obtained external qualifications, e.g. Cert. Ed.

There was little official hand over. Many ATOs had to pick it up as they went along and there is little if any feedback on their performance. 14% had received not specific training. 



Training Unit Staff
All staff were asked to identify three things the Training Unit were good at and three things we were not good at.


Training Unit are consulted as an afterthought and should be included much earlier by the client.

Facilities are poor and we lack capacity.

Under investment in training and a general lack of support by chief officers.

Best Value Review Team
Each constituent representative was asked to complete an abridged BVR Service Assessment, following which they identified initial emerging issues.


No quality assurance in the preparation of training packages for delivery by ATOs.

The priority for locally delivered training depends on how and who it comes from, e.g. ACPO or direct - different priority time limits given.

It was clearly apparent that there was no structured training for  support staff

There also appeared to be no IT training for support staff

As a general observation people were generally satisfied with the quality of the training delivered through the Training Unit and other internal providers, however, certain gaps in the provision were identified as being problematic. e.g. IT training, refresher training and the training of support staff. Area Training Officers saw themselves as undervalued, poorly trained and overworked. Within the Training Unit itself staff were concerned about the lack of any clear direction, vision or mission contained within an identified Training Strategy or Training Plan and there were additional concerns regarding the quality of classrooms and other accommodation facilities at Headquarters. 

ISSUES RAISED

As illustrated in Section 1 of this report the ACPO/APA project board are currently providing guidance on a range of strategic issues. Following the servicewide assessment, twenty three specific recommendations were made and are at various stages of progress. When completed the results of those projects will assist Northumbria Police in moving forward with Training within the Force.

Locally there are a number of emerging issues which will require further development:

· The role of Area Training Officer and Departmental Training Co-ordinator lacks consistency. There is little direct quality control of trainer activities in terms of trainer competence or course design specification. In the absence of any meaningful evaluation it is impossible to measure the effectiveness of cascade training delivered in this fashion.

· Support staff consider themselves excluded from much training provision and opportunity.  Training available is limited and not given the status nor priority attached to the training of police officers.

· The provision of IT in all disciplines outside the Police National Computer, Local Intelligence and Command and Control systems (in the main delivered to police officers) is seen as inadequate.

· At Stage 4 of the Probationer Training Programme constables spend 10 weeks under the direct mentoring of tutor constables within Area Commands. Nationally there is a recommendation in place to move towards tutor units. This force has only one Area Command tutor unit, Newcastle City Centre. A recent review by personnel services made a series of recommendations to improve the tutoring element of probationer training.  These should be progressed. 

· Poor attendance at a range of training events reduces the effectiveness and productivity of training delivery. A recharge policy could be considered.

· Most training is delivered 9 am - 5 pm Monday to Friday, and most of this is delivered in a didactic fashion within classrooms. This raises two distinct, but linked issues: it is an ineffective and grossly under productive utilisation of classrooms as well as an over reliance on classroom based training. Additional provision outside those core times may be a more effective use of resources as would an expansion in the method of training delivery, particularly e-learning and i-learning.

· The training estate situated on the headquarters site comprises, in the main, ‘temporary’ prefabricated units which were built to house staff and students in a former teacher training college. The fabric of the buildings is generally poor and only limited structural improvements are possible and viable. They were designed in the days of didactic delivery and are ill suited to house and utilise the dynamic range of I.T equipment now available. The expansion of the driving school places a strain on car parking facilities and there is a complete absence of any garage provision for what are expensive pieces of training equipment. The training estate is not fit for current purpose.

Regionally the North East Training Managers Group is developing protocols facilitating collaborative working arrangements between forces. This could cover areas ranging from training design, through delivery to regional evaluation groups. 

WHAT IS THE FUTURE OF THIS SERVICE? 

The drive towards greater productivity and increased professionalism throughout the police service will have a dramatic impact on the training required to support it. The introduction of the National Competency Framework and Occupational Standards will require massive training to underpin its introduction. The drive for increased distance learning facilities will demand improved IT training and workplace equipment. In addition there are specific new training requirements, e.g., Health and Safety, First Aid and Best Evidence Training all of which will have considerable resource implications.

WHAT NEXT?

A report will be produced, in the specific format required, for the Project Board and submitted before the end of September.  Further reports will be submitted regarding the local issues raised within this review.

Specific updates regarding the National Project will be provided when available.

APPENDIX A








