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NORTHUMBRIA POLICE

BEST VALUE REVIEW

CATERING AND CLEANING
SECTION 1  WHAT IS THE CURRENT SERVICE
The scope of this review was to consider how the catering and cleaning services currently provided could be improved through the effective, economic and efficient use of resources.

Catering
The purpose of the current catering service is to provide safe, wholesome and nutritious food and drink as well as providing a 24 hour emergency call out service. 

Although there is no statutory requirement to provide a catering service, the Police and Criminal Evidence Act 1984 requires that prisoners be fed - specifically they should be offered at least two light meals and one main meal in every 24 hour period.

Northumbria Police’s catering service is currently provided by an external contractor, Eurest. They were awarded the contract in accordance with Compulsory Competitive Tendering (CCT) legislation and commenced provision of the service on 1 August 1998.

The catering contract provides for the following services:

· The provision of meals at 7 staff restaurants. The staff restaurants serve breakfast, lunch and evening meals.  They are generally open between 7.30am and 6.00pm.

· The provision of a beverage service which provides tea, coffee and biscuits etc at meetings at those locations with a restaurant.

· The provision of buffets and special function meals for example at such events as awards ceremonies and conferences

· The provision of meals to Northumbria Police officers at short notice in response to emergency situations.

The only part of the catering service not delivered by Eurest is the provision of meals to prisoners. Prisoners are provided with a micro waved pre-packed meal (available via a specific contract with suppliers) which is 
prepared and served by a police officer.

Cleaning
The purpose of the current cleaning service is to maintain the interior of buildings in a clean and hygienic condition, as well as providing a 24 hour emergency call-out service. 

There is a statutory requirement to provide a cleaning service in order to comply with the Workplace (Health, Safety and Welfare) Regulations 1992, which requires police premises to be maintained in a clean and safe condition.  In addition, the Police and Criminal Evidence Act 1984 requires that cells must be adequately cleaned and that mattresses must be maintained in a clean and sanitary condition.

Northumbria Police’s building cleaning service is currently provided by Gateshead Council, on behalf of the Police Authority. The Police Authority were awarded this work in accordance with CCT legislation and Gateshead Council subsequently commenced provision of the service on 1 October 1996.

In providing this service, the following tasks are carried out:

· Internal building cleaning – all 57 buildings occupied receive a cleaning service.  Most buildings are cleaned on a daily basis usually between Mon – Fri however some areas are cleaned 7 days a week 

· Emergency call out – an emergency service is available out of hours
· Provision of technical advice – for example in a new police station advice is given on suitable floor coverings

· Administration of the client function this includes day to day administration, service monitoring and inspection

The cleaning of windows is provided by external contractors.
SECTION 2  ARE THESE SERVICES CORE POLICING?
None of the services under review are core policing.

SECTION 3  WHAT RESOURCES ARE USED?
Catering

Item
Cost per annum

Employees
£13,000

Premises
£194,000

Specialist Equipment
£30,000

Subsidy
£130,000

Charges for meals and refreshments
£199,000

Prisoners’ meals
£80,000

Total Annual Costs
£646,000

Cleaning

Item
Cost per annum

Employees
£9,000

Premises
£11,000

Management fee
£1,350,000

Cleaning materials and variations
£31,000

Window cleaning
£15,000

Income (Magistrates Courts)
(£50,000)

Total Annual Costs
£1,366,000

SECTION 4  HOW ARE THE SERVICES PERFORMING?
Catering
Overview
Overall, since the start of the contract, the performance of Eurest in providing the catering service has been  unsatisfactory. A contract monitoring report, which reports on the performance of Eurest, is submitted to the Police Authority every 6 months. The first 3 reports noted that Eurest’s performance was unsatisfactory and although the subsequent 4 reports noted Eurest’s performance as satisfactory, there has been a steady decline in performance over the past 12 months resulting in unsatisfactory performance reports.

Consultation suggests a satisfactory level of service but also highlights specific areas of dissatisfaction which should be addressed e.g. value for money, lack of choice, and quality issues, with particular emphasis on the service at Headquarters.

What the statistics tell us
Although there are no national standards nor performance indicators to compare with, the results of contract monitoring are shown in the table below. 

 
Monitoring results for the 6 month period ending:
 

 
31 Jan 1999
31 July 1999
31 Jan 2000
31 July 2000
31 Jan 2001
31 July 2001
31 Jan 2002
31 July

2002

 
 
 
 
 
 
 
 
 

Complaints Received
41
99
96
20
16
11
16
8

Default Points Issued
440
1,870
1,525
455
100
50
760
4245

The table above shows that there has been a marked increase in the number of default points issued over the last 12 months resulting in a report of unsatisfactory performance. This shows that standards have declined to the levels exhibited by Eurest during the first 18 months of the contract.

The average number of meals served per day is monitored on a monthly basis and there has been a considerable decline in the take up of meals at all staff restaurants, other than Headquarters, since the contract started i.e. from 262 meals per day (for all restaurants except Headquarters)in 1997/98 to 175 in 2001/02. Headquarters meal figures remain high - mainly due to the influx of National Police training students.

How do we compare?
Benchmarking Information

Other Police Forces

Ref
Measure
Northumbria Police Data
Quartile Position
Average of Forces Providing Data
Northumbria Police 

Rank Position
Number of Forces Providing Data

1
Price of cup of coffee
£0.36
2
£0.34
6
11

1
Price of bacon sandwich
£0.74
1
£1.19
1
11

1
Price of full breakfast
£1.89
2
£2.17
4
9

1
Price of hot meal of  day
£2.21
3
£2.24
6
10

1
Price of portion of chips
£0.60
2
£0.57
6
11

2
Catering subsidy per officer (police and civilian)
£24.50
1
£65.41
3
18

Note:

Ref 1 =
an exercise completed by Warwickshire Police as part of their Best Value Review of Catering Services in 2000/01.

Ref 2 = 
an exercise carried out by Greater Manchester Police as part of their Best Value Review of Catering Services in 2000/01.

The benchmarking data shows that the meal prices charged by Northumbria 
Police are similar to those charged by other police authorities and are generally within the top two quartiles.

Northumbria Police’s catering subsidy per officer is one of the lowest in the 
survey and is 63% below the average figure. This is partly attributable to the extremely low bid submitted by Eurest, which they acknowledge results in the contract running at a loss. Also, Northumbria Police only have staff restaurants at 7 locations i.e. the majority of officers do not have access to a staff restaurant, however the subsidy per officer figure is based on all staff and not just those based at  locations with a restaurant. 

Other Public Sector Organisations


Measure
Northumbria Police 
Inland  

Revenue
Sunderland

Hospital
Gateshead

College
Newcastle College

Price of cup of coffee
£0.36
£0.39
£0.35
£0.65
£0.55

Price of bacon sandwich
£0.74
£0.76
£0.65
£1.10
£1.00

Price of full breakfast
£1.89
£1.55
£0.99
£1.50
£1.50

Price of hot meal of  day
£2.21
£2.80
£1.50
£2.30
£2.00

Price of portion of chips
£0.60
£0.75
£0.35
£0.80
£0.85

Other public sector organisations were surveyed with a view to comparing prices and the results are shown in the table above. The benchmarking data shows that the meal prices charged by Northumbria Police are broadly comparable with those charged by other public sector organisations. However, Sunderland Hospital’s meal prices are the cheapest of those organisations surveyed.

What do people think of our service?
A range of consultation exercises for the catering service have been undertaken and the main findings are set out in the table below: 

Name of Service
Catering Service
 

Service User
Positive
Negative

Northumbria Police Staff 

Employed locations with a staff restaurant

February/March 2001
· 82% considered the catering service as a whole to be satisfactory or better than satisfactory.

· 76% considered the quality of the food to be satisfactory or better than satisfactory.

· 72% considered the value for money of the catering service to be satisfactory or better than satisfactory

· 89% considered cleanliness levels to be satisfactory or better than satisfactory.
· Poor value for money.

· Lack of choice.

· Poor quality.

· Headquarters particularly poor.

Eurest Staff

Questionnaires and focus groups

October/November 2001
 
The response was disappointing but suggestions included:

· Increased staffing

· Better equipment

· Lower prices

Custody Visitors 

December 2001

To determine their views on prisoners meals 
· Service generally good.
· Out of date food.

· Lack of choice.

· Small portions.

· Food not prepared properly.

Staff survey 

All staff 

July 2002
· Staff were asked to rate the standard of catering facilities within the Force on a scale of 
1to 10 with 01 being poor and 10 being excellent the majority rated the facilities as 5.
· 77% said the catering service could be improved 


· Main suggestions included:

· more choice

· cheaper food

· better standard of food

· more facilities

· better equipped kitchens

Cleaning
Overview
The cleaning service appears to be performing at a high level.  A contract monitoring report is submitted to the Police Authority every 6 months and all reports to date have reported a satisfactory level of performance.

Consultation confirms that a high quality service is being delivered. This is further emphasised by the award to Gateshead Council’s cleaning organisation of the Charter Mark, becoming the first cleaning organisation in the country to receive this award for excellence in customer and public service. In addition, in October 2001, Gateshead Council’s  Local Environmental Services Group were voted the “Cleaning Service Team of the Year” by the Association for Public Service Excellence (APSE) in it annual awards.

What the statistics tell us
Although there are no national standards nor performance indicators to compare with, the results of contract monitoring are shown in the table below. 

 
Monitoring results for the 12 month period ending:

 
30 Sep 1997
30 Sep

1998
30 Sep

1999
30 Sep

2000
30 Sep

2001

 
 
 
 
 
 

No of buildings inspected
222
219
158
144
133

No of areas (within buildings) inspected
14,034
11,890
9,133
8,459
9,346

Satisfactory standards achieved
13,685
11,577
9,038
8,378
9,300

Poor standards achieved
349
313
95
81
46

Poor standards as a % of areas inspected
2.49
2.63
1.04
0.96
0.49

No of Default Notices issued
139
195
45
22
21

Default Notices as a % of areas inspected
0.99
1.64
0.49
0.26
0.22

The above table shows that a consistent high level of performance has been achieved since the start of the present arrangements and there has been a gradual increase in cleaning standards.

How do we compare?
Benchmarking Information

Ref
Measure
Northumbria Police Data
Quartile Position
Average of Forces Providing Data
Northumbria Police Rank Position
Number of Forces Providing Data

1
Cost per Sq Metre
£12.18
1
£12.62
2
5

2
Cost Per Sq Metre
£12.80
2
£13.40
5
12

3
Cost Per Sq Metre
£13.08
4
£10.52
11
13

1
Total Cleaning Hours (model building)
39
1
39.5
2
6

Note:

Ref 1 = an exercise completed by West Yorkshire Police in 2001 (costs used were 1998/99). 

Ref 2 = an exercise carried out by Merseyside Police as part of their Best Value Review of Cleaning services in 2000.

Ref 3 = an exercise carried out by APSE (2000/01 costs) and comparing Northumbria Police
to local authorities.

The data shows that both Northumbria Police‘s cost per square metre and total cleaning hours are below average when compared to other police authorities. 
 Northumbria Police’s cleaning  is carried out to a very high specification, including a considerable amount of weekend cleaning, and this explains why the costs  are higher than those of some other police authorities.



Northumbria Police‘s cost per square metre are higher than most local authorities due to the different specifications e.g. weekend cleaning and cell cleaning.

What do people think of our service?
Cleaning 

A Monthly Customer Satisfaction Survey questionnaire is issued randomly to building users. The number of adverse comments are few and tend to be of a minor nature.


An on-site representative of each building is asked to complete a monthly Client Satisfaction Card, giving comments on the cleaning service provided. Again, the vast majority of comments reflect satisfactory standards.


During December 2001, a survey was conducted amongst lay visitors to determine their views on the cleaning service. Comments included: the service is generally good; cells to be cleaned more than once per day; service should be on call; blankets to be cleaned on a more regular basis; a more flexible system of working and cells to be cleaned before a detainee is put in to a cell.

SECTION 5  

WHAT OTHER FACTORS MAY AFFECT THE FUTURE ROLE OF THE CATERING AND CLEANING SERVICE?

Developments which may impact on the future of the catering and cleaning service include:

·    The Best Value Review of Training - There is currently a national best value review of police training taking place.  As the catering at Headquarters is primarily utilised by delegates on training courses the outcome of this review may impinge on the provision of catering services.

·    The Estates Strategy - A review of Northumbria Police’s estates strategy is currently taking place and this may have implications for both catering and cleaning.

·    Redevelopment of Headquarters site - The potential redevelopment of the Headquarters site has implications for both catering and cleaning.

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.
Catering

Issue No
Issue
Raised by:

1
The need for a subsidy.
Service Users

2
Value for money.
Service Users

3
Quality  and choice of meals.
Service Users

4
Most staff restaurants do very little trade.
Service Users

5
State of decor and design of restaurants, particularly at Headquarters.
Service Users

Cleaning
Issue No
Issue
Raised by:

6
Improve specification.
Custody visitors/Cleaning Staff

To improve the current service we are proposing the following:
CATERING
Access services

1.
Not to provide any additional facilities to staff for obtaining meals

2.

All staff restaurants, with the exception of Headquarters, be permanently closed

3.

Refurbish the restaurant at Headquarters

Improve the level of service

4.
That the future specification for catering services should allow for the production of both traditional and modern meals, with a particular emphasis on “healthy” eating and that it should also include the provision of a quality sandwich service

Subsidy

5.

Subsidised meals should continue to be provided

CLEANING

Level of service
6.
That the specification for building cleaning should incorporate the separation of waste for reuse/recycling

7. That the level of weekend cleaning be reduced at Whitley Bay, Prudhoe and    Southwick
SECTION  7   -  HOW DO WE INTEND TO MAKE THESE CHANGES?

Close all staff restaurants except Headquarters.

Action
Issue 

(see page 9)
Lead Manager
Target

1
Inform Area Commanders of date of closure.
4
Central Services Manager
Nov 2002

2
Inform NP staff of date of closure.
4
Central Services Manager
Nov 2002

3
Inform Catering contractor of date of closure.
4
Central Services Manager
Nov 2002

4
Close staff restaurants.
4
Central Services Manager
Jan 2003

Refurbish the restaurant at Headquarters.

Action
Issue 

(see page 9)
Lead Manager
Target

1
Prepare specification for refurbishment.
5
Central Services Manager
Dec 2002

2
Carry out procurement.
5
Central Services Manager
Jun 2003

3
Carry out refurbishment.
5
Central Services Manager
Sep 2003

Ensure the future specification for catering services allows for the production of both   traditional and modern meals, with a particular emphasis on “healthy” eating and that it includes the provision of a quality sandwich service.

Action
Issue 

(see page 9)
Lead Manager
Target

1
Revise catering specification.
2 & 3
Central Services Manager
Nov 2002

Ensure the new specification for building cleaning incorporates the separation of waste for reuse/recycling.

Action
Issue 

(see page 9)
Lead Manager
Target

1
Establish Force policy on waste recycling.
6
Central Services Manager
Dec 2002

2
Survey potential for recycling within Force.
6
Central Services Manager
Jan 2003

3
Develop profile of current waste management service.
6
Central Services Manager
Jan 2003

4
Develop specification for required service.
6
Central Services Manager
Jun 2003

5
Procure Service
6
Central Services Manager
Sep 2003

Reduce the level of weekend cleaning at Whitley Bay, Prudhoe and Southwick.

Action
Issue 

(see page 9)
Lead Manager
Target

1
Reduce the level of weekend cleaning at Whitley Bay, Prudhoe and Southwick.
6
Central Services Manager
Dec 2002

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

Catering

Number of Complaints and Default Points Issued at Headquarters

Since the start of the current contract the average number of complaints per year relating to the service at Headquarters was 64 and the average number of default points issued per year at Headquarters was 616.  It is expected that there will be an improvement in performance in both these areas with at least a 50% reduction over 5 years:

 
2002/03
2003/04
2004/05
2005/06
2006/07

No of Complaints (HQ)
56
50
44
38
32

No of Default Points (HQ)
556
494
432
370
308

Increase in Cash Sales at HQ

The implementation of service improvement measures is unlikely to result in an increase in the number of  non-cash meals  i.e. Training Department meals and credit voucher (signed for) meals. However an area where improvement in performance is expected is in the  number of cash meals served per day at Headquarters.

In the 12 months prior to the start of the contract the average number of cash meals per day served at Headquarters was 59, however since the start of the contract in 1998 this has steadily declined to 24 in 2001/02.

It is realistic to expect an improvement of at least 30% over 5 years on the 1999/2000  high of 34, as follows:

 
2002/03
2003/04
2004/05
2005/06
2006/07

No of Cash Sale Meals Per day at HQ
36
38
40
42
44

Cleaning

Poor Standards as a % of Areas Inspected
The percentage of areas inspected which had a poor standard of cleanliness has decreased from 2.49% in 1996/97 to 0.49% in 2000/2001.  It is unrealistic to expect this reduction to continue, however it is expected that this figure will remain below 1%.
SECTION 9  -  WHAT IS THE BEST PROCUREMENT ROUTE?

Catering
Service Required
Northumbria Police require a catering service which will provide safe, wholesome and nutritious food and drink at those locations with a staff restaurant as well as providing a 24 hour emergency call out service.

Assessing the Market
The market for the provision of catering services is well developed and there are many potential service providers.

Procurement Options
There are 7 procurement options currently available to the Authority under its Procurement Strategy, these are detailed below along with an assessment of their ability to deliver Best Value.

1. The cessation of the service in whole or part
There is no statutory duty to provide a catering service and many staff do not have access to it, therefore it is feasible to cease to provide this service, either in whole or part.  However service improvement Option 2 considers the extent of the service and recommends the closure of some staff restaurants.

Recommendation

It is recommended that cognisance be taken of the recommendations detailed in service improvement Option 2.


2.
The creation of a public/private partnership through a strategic contract or a joint  venture company
Within the current catering service arrangements, Northumbria Police own all catering equipment and facilities and require the catering contractor to utilise these facilities in the provision of the service. There is therefore no requirement for any significant private sector investment. In addition, the provision of a catering service is a relatively straightforward area where services are delivered in accordance with prescribed procedures and there is therefore little scope for innovation. The provision of catering services is therefore not suited to this procurement option


Recommendation


This procurement option is not recommended.


3.
The transfer or externalisation of a service to another provider with no in-house bid

The catering service is currently fully externalised to a private sector firm.  However the performance of the contractor has been mixed  and 4 out of 8 monitoring reports to the Police Authority have reported unsatisfactory performance.

There have been many problems regarding the contractor’s failure to adhere to the specification and contract conditions. These problems are frequently time consuming to resolve, necessitate detailed contract monitoring and do not enhance or improve the service.

This procurement option does not allow an in-house bid to be submitted and it does not therefore give an opportunity to  potential in-house service providers whose main aim is to provide a quality service rather than the maximisation of profit.

Therefore this procurement option is not considered to provide Best Value.
Recommendation
This procurement option is not recommended.


4.
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)

An in-house service provider eliminates the risk of a claims culture as  it does not have profit maximisation as the primary objective and it works with the client to achieve a common goal of service improvement.  As a result, problems between the client and the service provider are reduced and contract monitoring is less intensive an less time consuming.

Although Northumbria Police do not currently have an in-house catering service provider, the Police Authority could ask another local authority to submit a bid on its behalf, thus becoming the in-house service provider  e.g. in the same way that Gateshead Council currently provide building cleaning services on behalf of the Police Authority.

As well as providing an opportunity for the Police Authority to deliver the service in-house, this option will also represent a clear test of price.

As the catering contract expires on 31 July 2003, it is important that a market testing exercise commences before the end of December 2002 to enable the procurement process to be completed within the required timescales.

Recommendation

It is recommended that a market testing exercise for the provision of the entire catering service be carried out and that an in-house bid be submitted. 


5.
The restructuring or repositioning of the in-house service
Northumbria Police do not have an in-house catering service provider. 

Recommendation

This procurement option is not recommended.

6.
The renegotiation of existing arrangements with current suppliers where this is permissible
Northumbria Police’s contract with the current service provider expires in July 2003.  However due to the frequent unsatisfactory performance in carrying out this contract, it is not recommended to enter into negotiations with them for any further provision of the service.

Recommendation

This procurement option is not recommended.


7.
The joint commissioning or delivery of the service


The provision of catering services is not suitable for the joint commissioning or joint delivery of the service.

Recommendation

This procurement option is not recommended.

Best Value Option
The following procurement option is recommended as providing Best Value:

· It is recommended that a market testing exercise for the provision of the entire catering service be carried out and that an in-house bid be submitted.
Cleaning
Service Required
Northumbria Police require a cleaning service which will maintain the interior of buildings in a clean and hygienic condition, as well as providing a 24 hour emergency call-out service.

Assessing the Market
The market for the provision of cleaning services is well developed and there are many potential service providers.

Procurement Options
There are 7 procurement options currently available to the Authority under its Procurement Strategy, these are detailed below along with an assessment of their ability to deliver Best Value.

1. The cessation of the service in whole or part
There is a statutory requirement to provide a cleaning service in order to comply with the Workplace (Health, Safety and Welfare) Regulations 1992, which requires police premises to be maintained in a clean and safe condition. In addition, the Police and Criminal Evidence Act 1984 requires that cells must be adequately cleaned and that mattresses must be maintained in a clean and sanitary condition. It is therefore not feasible to cease to provide this service entirely, however service improvement Option 7 considers whether there should be any reduction in the provision of this service at weekends.

Recommendation

It is not recommended to cease the service in whole but that cognisance be taken of the recommendations detailed in the service improvement option 7. 

2.
The creation of a public/private partnership through a strategic contract or a joint  venture company
The provision of a building cleaning service arrangements does not require any significant private sector investment and it is a relatively straightforward area where services are delivered in accordance with prescribed procedures with little scope for innovation. The provision of cleaning services is therefore not suited to this procurement option.


Recommendation


This procurement option is not recommended.


3.
The transfer or externalisation of a service to another provider with no in-house bid

Procurement Option 3 for the provision of catering services details the potential problems associated with externalising the service to a private sector service provider without an in-house bid and therefore this procurement option is not considered to provide Best Value.   
Recommendation
This procurement option is not recommended.


4.
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)
Overall the cleaning service appears to be performing at a high level.  Consultation and monitoring reports confirm that the service is performing satisfactorily.

The quality of the service provided by Gateshead Council can be clearly demonstrated, as follows:


Monthly Customer Satisfaction Survey

These surveys demonstrate that satisfaction levels with the current cleaning service are high, with the survey results for the 6 month period ending 31 March 2002 showing that 94% of service users rate the service provided as good to excellent.


Police Authority Monitoring Reports
All monitoring reports to date have reported satisfactory levels of performance. These reports also show that out of 38,000 areas inspected since the start of the current arrangements, only 500 areas were deemed to be unsatisfactory i.e.  less than 2%.

 Charter Mark
In 2001 Gateshead Council’s cleaning organisation were awarded the Charter Mark, becoming the first cleaning organisation in the country to receive this award for excellence in customer and public service.

 APSE Award
In 2001, Gateshead Council’s  Local Environmental Services Group were voted the “Cleaning Service Team of the Year” by the Association for Public Service Excellence (APSE) in its annual awards. 

HMIC inspection of year one reviews recommended that greater and more consistent emphasis must be placed on the application of the four Cs of challenge, consult, compare and compete throughout future Best Value reviews and as part of this the Authority should ensure that its procurement strategy is rigorously applied.

Whilst it is clear that the current cleaning service is of high quality and has a high satisfaction rate the market for the provision of cleaning services is very well developed and there are many potential service providers.   

Whereas the catering contract must be subject to market testing as a matter of urgency (see Catering Procurement Option 4) there is no such issue of urgency in relation to cleaning where the contract is capable of annual renewal and is performing well as demonstrated by quality inspections and the high satisfaction communicated by users of the service. 
The Authority has considerable experience of market testing in a CCT environment, but this placed emphasis on cost and restricted the extent to which quality related issues could be factored into the decision making process.  In a post-CCT environment, the market testing of the building cleaning service gives the Authority the time and opportunity to develop a quality led approach to competition.  This would take into consideration not only the ability of the contractor to deliver basic service specification but what added value can be delivered by the contractor to assist the Authority in performing its core objectives.
Recommendation

It is recommended that the procurement process is developed and that the service be open to a new process of market testing with an in house bid.


5.
The restructuring or repositioning of the in-house service
Northumbria Police’s building cleaning service was comprehensively restructured in 1996 in preparation for Compulsory Competitive Tendering and therefore the scope to restructure or reposition the in-house service is limited. However it is proposed to further restructure  in-house arrangements to make the service more efficient and effective by:

 Reviewing the necessity of weekend working .

 Reviewing the requirements of the specification.

Recommendation

The in-house service is to be restructured to deliver service improvements.

6.
The renegotiation of existing arrangements with current suppliers where this is permissible
The service is currently provided in-house.

Recommendation

This procurement option is not recommended.


7.
The joint commissioning or delivery of the service


The provision of cleaning services is not suitable for the commissioning or joint delivery of the service.

Recommendation

This procurement option is not recommended.

Best Value Option
The following procurement option is recommended as providing Best Value:

· Initially the in-house service to continue to deliver the service but it is restructured to deliver service improvements and 

· the procurement strategy is developed so that there can be  market testing of all or part of the Cleaning service (where the in-house provider bids in open competition against the private or voluntary sector).

SECTION 10    WHAT ARE THE FINANCIAL IMPLICATIONS?

No
Option
Details
Cost/Saving

1
Ensure that all staff have access to an appropriate means of obtaining meals.
No change.
Nil.

2
Close staff restaurants which are under utilised.
Subsidy

Equipment

Buildings –  running costs
Saving of

£85,000 p.a.

£15,000 p.a.

£130,000 p.a.

3
Refurbish  restaurants.
HQ restaurant
Cost of £120,000  p.a.

4
Consider whether the meal prices, portion sizes and menus choices are still valid.
May be increase in cost -not known till bids received.
Unquantified.

5
Consider whether meals should be subsidised.
No change.
Nil.

6
Consider whether the standards and services as detailed in the current cleaning specification are still valid.
Recycling of waste
Unquantified.

7
Examine the necessity of the current level of weekend cleaning
 
Saving of £4,000  p.a.

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

Ÿ Recommendations

Ÿ Improvement plan

Ÿ 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.

ACCESS TO SERVICES

1
Ensure that all staff have access to an appropriate means of obtaining meals

The Option
Although Northumbria Police has 15 Area Commands and over 50 buildings, as well as a large Headquarters, only 7 buildings have a staff restaurant. This option will consider whether the current dining facilities available are sufficient to ensure that all staff have access to an appropriate method of obtaining a meal.

Analysis
The staff survey carried out in July 2002, aimed at all staff across the Force, showed that the most common method of obtaining food was to bring food from home, with 80% of respondents using this method on occasion. The second most common method was to buy food from local shops. The results are shown in the table below:

 
METHOD
%age

 
Bring food from home
80

 
Buy food from local shops
52

 
Use kitchen facilities
34

 
Buy food from canteen
24

 
Other
3

Note: The above figures allow for the fact that an individual may regularly use more than one method. 

All police stations have kitchens which are equipped with microwave ovens, refrigerators and kettles/boilers and the above table shows that 34% of respondents make use of such facilities.

There is nothing in any of the consultation exercises carried out to suggest that any member of staff has any difficulty in gaining access to an appropriate method of obtaining a meal.

If the recommendations in Option 2 are implemented, all restaurants with the exception of Headquarters will be closed down. However this is unlikely to present any difficulty to the staff who use those restaurants in obtaining a meal elsewhere, as the numbers of staff concerned are low and are by far outweighed by the number of staff at those locations who currently obtain a meal from a source other than the staff restaurant.

Although the staff survey of July 2002 has not revealed any real demand for vending facilities, Area Commanders may use their devolved budgets to procure such facilities should they consider it necessary.

Recommendation
It is not recommended to provide any additional facilities to staff for obtaining meals.

Reasons:
1.
All police stations have adequately equipped kitchens.

2.
There is generally easy access to local shops or delivery services.

3.
Current staff restaurants are under utilised. 


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

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

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.

2
Close staff restaurants which are under utilised

The Option
There has been a considerable decline in the take-up of meals at those staff restaurants other than Headquarters, since the contract started, from 262 meals per day (for all restaurants except Headquarters) in 1997/8 to 175 in 2001/2. This option will consider rationalising the catering service by closing those restaurants which are under utilised and not economically viable.

Analysis

Usage

The average number of meals per day in 2001/2 for each restaurant is shown below:

 
HQ
Newcastle Central
Gateshead

 East
South Tyneside
Sund’land City
S E

 North’land
Newcastle

 North

Ave meals per day
366
31
26
34
14
27
44

Cost of Each Restaurant

The total cost per annum for each  restaurant (in 2001/02) is shown below:

Cost per Annum 
 
HQ
Newcastle Central
Gateshead

 East
South Tyneside
Sund’land City
S E

 North’land
Newcastle

 North
Total

Total
£183,000
£41,000
£65,000
£55,000
£53,000
£55,000
£97,000
£549,000

Cost Per Meal

The cost per meal (excluding selling price) at each restaurant (in 2001/02) is shown below:

Cost per Meal

 
HQ
Newcastle Central
Gateshead

 East
South Tyneside
Sund’land City
S E North’land
Newcastle

 North
Average

Cost per Meal
£1.98
£5.25
£9.92
£6.42
£15.02
£8.08
£8.75
£4.02

Comment on Costs

The cost per meal at Headquarters is £1.98 but the next lowest, at Newcastle Central, is over double the Headquarters cost at £5.25 per meal. The cost of a meal is highest at Sunderland City where each meal costs the Authority £15.02.

These figures show that it is not economically viable to provide a staff restaurant at any location except Headquarters.  

Newcastle Central, which, has the second lowest cost per meal, would need to more than double the uptake of meals  (i.e. an increase of 51 meals per day) to reduce the cost of a meal to the Headquarters level of £1.98 and Sunderland City would have to increase its uptake of meals by more than seven times the current amount (i.e. an increase of 92 meals per day) to reduce the cost of a meal to the Headquarters level.

As there has been a general decline in the sale of meals at these restaurants over the past 4 years it is unlikely that this trend can be reversed to ensure an economically viable level of custom.

The high number of meals served at Headquarters is primarily the result of delegates attending training courses at the Headquarters site. This number has increased over the last eighteen months as a result of national police training.

The above information is based on the current subsidy level.

Consultation

The staff survey carried out in July 2002, aimed at all staff across the Force, showed that the preferred dining facility of 26% of respondents would be a staff restaurant. However the staff survey carried out in February 2001, aimed only at those staff with access to a staff restaurant, showed that 70% of respondents used the restaurant once per week or less.  These statistics would appear to suggest that whilst staff would ideally  prefer to have a restaurant they would be unlikely to patronise it on a regular basis.

Also, past experience has shown that initial enthusiasm for a new restaurant is not always sustained. For example, when the last staff restaurant was opened at the new Newcastle North Police Station in  October 1999, the initial use of the restaurant was high and the average number of meals served per day during the first year of operation (1999/2000) was 142. However the usage gradually declined and the average number of meals served per day for 2000/01 and 2001/02 was 76 and 44 respectively i.e. a reduction of  69% in 2 years.  Similarly, the last new restaurant prior to Newcastle North, opened at South East Northumberland in August 1999 and the average number of meals served per day during the first year of operation (1999/2000) was 44, however in 2000/01 and 2001/02 this figure reduced to 23 and 27 respectively.

Contract monitoring reports during this period show that in neither of the above cases could the reduction in usage of restaurants be attributed to a decline in catering standards.

The July 2002 survey also showed that staff would be more likely to use the restaurants if there was a greater choice of meals and if the meals were cheaper. However there is already a considerable choice with at lease 2 main courses on a lunchtime, as well as the opportunity to pre-order from a menu of around 15 items. Also, all meals are subsidised and the prices compare favourably with other providers of a similar service and any further reduction in prices would necessitate an increase in subsidy.

Action Stations

The Audit Commission report Action Stations (Improving the Management of the Police Estate) states that the time has come to reassess the extent that amenities, such as staff canteens, support operational needs, particularly when there is pressure on operational space. Within Northumbria Police, space is scarce throughout the Force and under-utilised staff restaurants occupy a considerable amount of space which could be used for operational policing.

Recommendation
It is recommended that all staff restaurants, with the exception of Headquarters, be permanently closed.

Reasons:
1. 
All restaurants, except Headquarters, are under utilised and are not economically viable.

2.
The Headquarters restaurant continues to be used heavily - primarily by training delegates. 

3.
Space is scarce throughout the Force and the areas which will be made available by the closure of the restaurants will be used for operational policing purposes.

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

2  Close all staff restaurants except Headquarters.

Action
Issue 

(see page 9)
Lead Manager
Target

1
Inform Area Commanders of date of closure.
4
Central Services Manager
Nov 2002

2
Inform NP staff of date of closure.
4
Central Services Manager
Nov 2002

3
Inform Catering contractor of date of closure.
4
Central Services Manager
Nov 2002

4
Close staff restaurants.
4
Central Services Manager
Jan 2003

Detailed Assessment of Option
Cost
1
There would be a saving in subsidy and equipment costs. There would be some one-off savings from the disposal of equipment. Space would be released for use by operational 

policing.

Quality
1
It may be easier to ensure quality standards with a smaller, centralised service.

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

Performance
1
There may be some dissatisfaction from service users.

Equity of Service
1
The current service is inequitable as only some staff have access to a restaurant.

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

3
 Refurbish  restaurants

The Option
Some of the staff restaurants, particularly Headquarters, are old fashioned in terms of design and decor and have not been refurbished for several years. The design and ambience thus does nothing to attract and retain custom nor to promote the image of the Force and therefore this option considers whether staff restaurants should be  refurbished.

Analysis

As Option 2 proposes that all restaurants with the exception of Headquarters should be closed down, it is not proposed to consider the refurbishment of those restaurants.

However the Headquarters restaurant is very busy, particularly on a lunchtime, and it is used not only by Northumbria Police staff, but also by training course delegates from other forces as well as visitors from other organisations and, occasionally, from other countries. 

It is therefore important that this restaurant be maintained in a state which promotes the image of the Force  and which creates an ambience which will attract new customers and which will make eating in the Headquarters restaurant an enjoyable experience.

A refurbishment of this restaurant will cost approximately £120,000. This will include new carpets, tables, chairs and lighting but will not include any structural alterations or new equipment.

Recommendation
It is recommended that the restaurant at Headquarters be refurbished.

Reasons:
1.
It will promote the image of the Force.

2.
It will create an ambience which it is hoped will attract new custom.

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

3. Refurbish the restaurant at Headquarters.

Action
Issue 

(see page 9)
Lead Manager
Target

1
Prepare specification for refurbishment.
5
Central Services Manager
Dec 2002

2
Carry out procurement.
5
Central Services Manager
Jun 2003

3
Carry out refurbishment.
5
Central Services Manager
Sep 2003

Detailed Assessment of Option
Cost
1
The refurbishment would cost approximately £120,000.

Quality
1

2
This option will improve the image of the Force.

The ambience of the restaurant will be improved.

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
Less staff will have access to on-site restaurant facilities.

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

IMPROVE THE LEVEL OF SERVICE

4
Consider whether the meal prices, portion sizes and menus choices are still valid
The Option
The current specification was designed for Compulsory Competitive Tendering and has been largely unchanged for over 8 years.  This option will consider whether the meal prices, portion sizes and menus choices still reflect the needs of the Force and the expectations of the customer.

Analysis

During February/March 2001 a consultation exercise was carried out and was aimed at staff employed at those locations with a staff restaurant. This exercise revealed the following:

· Although 15% of suggested service improvements related to value for money, benchmarking  data shows that prices charged by Northumbria Police are similar to those charged by other police authorities  and other public sector organisations.

· The  consultation exercise showed that 38% of suggested service improvements related to the quality and variety of the food served, including a demand for more “healthy” options and salad items. There is also a perception that the menus tend to be of a traditional nature rather than catering for modern tastes.

· The current specification does not include for the provision of sandwiches and leaves it up to the contractor to provide this service and set the prices as they choose. However consultation showed that 8% of suggested service improvements related to the provision of a quality sandwich service.

Recommendation
It is recommended that the future specification for catering services should allow for the production of both traditional and modern meals, with a particular emphasis on “healthy” eating and that it should also include the provision of a quality sandwich service. 

Reasons:
1.
Provide a modern service.

2.
Reflect customer needs.

3.
Potential to attract new custom.

Improvement Plan

Implementation of the recommended option would be achieved as follows:

4 Ensure the future specification for catering services allows for the production of both traditional and modern meals, with a particular emphasis on “healthy” eating and that it includes the provision of a quality sandwich service.

Action
Issue 

(see page 9)
Lead Manager
Target

1
Revise catering specification.
2 & 3
Central Services Manager
Nov 2002

Detailed Assessment of Option
Cost
1
The costs of the service will only be know after the conclusion of a competitive tendering exercise.

Quality
1
Customer satisfaction levels are likely to increase.

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.

SUBSIDY

5
Consider whether meals should be subsidised
The Option
The contractors receive a subsidy from the Police Authority to provide the catering service.  In addition they keep all income they receive from the sale of meals, with meal prices for both meals paid for by the Authority (training meals etc), and meals purchased by members of staff, being set by the Authority.  If meals were not subsidised, the contract would only be viable by allowing the contractor freedom to set meal prices.

Analysis
The majority of meals provided under the current catering contract are paid for by the Police Authority, comprising meals provided to students on training courses, pre-ordered meals including buffets, and meals supplied to staff who are attending meetings etc. away from their normal workplace. 

Only 27% of the meals supplied in 2001/2 were in respect of cash sales and therefore these are the only meals which are subsided in real terms.

By removing the subsidy, the Policy Authority would not save the full amount of the subsidy (i.e. £130,000 p.a.) but would only save that portion attributable to cash sales -  this would amount to £35,000 per annum.

Under any catering contract, the supplier will have a minimum income/profit  requirement in order to make it worthwhile to supply the service.  Therefore any removal of the subsidy will result in the contractor increasing the price per meal when supplying  the same number and standard of meals.

The number of cash sales has reduced considerably over the past 5 years, from 291 per day in 1996/97 to 130 in 2001/02 and it is reasonable to assume that if the subsidy were removed, cash sales would diminish further as the cash prices of meals increased, resulting in the contract providing meals solely to be recharged to the Police Authority.  

All the above information is based on the current specification and level of service.

Recommendation
It is recommended that subsidised meals continue to be provided.

Reasons:
1. There is little evidence that there would be a significant saving in the long term from discontinuing the subsidy.

2. The Police Authority would retain control over the price and standard of meals provided.

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

Detailed Assessment of Option
Cost
1
The adoption of this option may lead to small savings in subsidy in the short term, however it is not likely that this could be sustained in the longer term.  

Quality
1
No quality improvements have been identified. 

Staffing
1
No staffing implications have been identified.

Performance
1
The satisfaction levels of staff who currently purchase meals may reduce.

Equity of Service
1
The provision of subsidised meals at some locations and not others provides an inequitable service.

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

LEVEL OF SERVICE

6.
Consider whether the standards and services as detailed in the current 

cleaning specification are still valid
The Option

The current specification was designed for the Compulsory Competitive Tendering of the building cleaning service in 1996 and has been largely unchanged since then.  This option will consider whether the specification still reflects the needs of the Force and the expectations of the customer.

Analysis

During the last 6 years or so the specification has served Northumbria Police well and this is supported by findings from regular client inspections, client satisfaction cards and user survey feedback forms.

Although there is no work currently being done that should not be done, it has been raised during consultation that the following areas of work should be included in the specification:

Blind Cleaning   - It is considered that dusting blinds should be included in the service specification but cleaning/washing should not. This is due to the age, condition and access restrictions of blinds. Clients can chose to have blinds cleaned on an occasional basis with local one off variations as required.

Carpet Cleaning  - This could be included in the general specification. However the usage patterns between different areas and buildings is highly variable making the task of suggesting frequencies impractical. Rather than make it a specific specified activity it is considered better’ to keep it out of the service specification and let local clients use this service on a one off variation basis as required. This is the current practice and appears to work well.

An area of work which could be included in the cleaning specification is that of the separation of waste for reuse/recycling.  To be environmentally more sustainable it is possible to introduce wide scale waste separation and reuse/recycling. 

Comparison with the cleaning specification of the police forces of West Yorkshire, South Yorkshire, Humberside, Durham, West Midlands and London Metropolitan show that all these forces adopt a similar approach and generally provide the same range of services, with the occasional exception at the margins e.g. the deep cleaning of cells and kitchens are not provided by all - although Northumbria Police’s specification includes both these areas.

Recommendation
It is recommended that the specification for building cleaning should incorporate the separation of waste for reuse/recycling.

Reasons:
1.
To enhance sustainable development.

2.
Other services provided in the specification are satisfactory.

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

6. Ensure the new specification for building cleaning incorporates the separation of waste for reuse/recycling.

Action
Issue 

(see page 9)
Lead Manager
Target

1
Establish Force policy on waste recycling.
6
Central Services Manager
Dec 2002

2
Survey potential for recycling within Force.
6
Central Services Manager
Jan 2003

3
Develop profile of current waste management service.
6
Central Services Manager
Jan 2003

4
Develop specification for required service.
6
Central Services Manager
Jun 2003

5
Procure Service
6
Central Services Manager
Sep 2003

Detailed Assessment of Option
Cost
1
It is possible that some income could be generated by recycling.

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
Recycling/reuse of waste paper would enhance sustainable development.

7
Examine the necessity of the current level of weekend cleaning
The Option
Most buildings are cleaned on a daily basis between Monday and Friday,  however in those buildings subject to 24 hour use, cell areas , front offices, toilets and kitchens  are usually cleaned 7 days per week. This option considers whether it is still necessary to have the current level of weekend cleaning. 
Analysis
In order to comply with the Workplace (Health, Safety and Welfare) Regulations 1992, which requires police premises to be maintained in a clean and safe condition and also the Police and Criminal Evidence Act 1984  which requires that cells must be adequately cleaned and that mattresses must be maintained in a clean and sanitary condition it is not possible to eliminate weekend cleaning in those buildings subject to 24 hour use.

However the extent of weekend cleaning has been reassessed taking into consideration the current utilisation of buildings at weekends.

The following buildings are not utilised as extensively as previously on a weekend and it is proposed to reduce the level of weekend cleaning in these buildings: Whitley Bay, Prudhoe and Southwick.

Recommendation
It is recommended that the level of weekend cleaning be reduced at Whitley Bay, Prudhoe and Southwick.

Reasons:
1.
The vast majority of weekend cleaning is still required to maintain hygiene 

standards and to ensure compliance with legislation. 

2.
Buildings which are not utilised as extensively as previously on a weekend may 
have a reduction in the level of weekend cleaning without impinging on hygiene 
standards.

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

7  Reduce the level of weekend cleaning at Whitley Bay, Prudhoe and Southwick.

Action
Issue 

(see page 9)
Lead Manager
Target

1
Reduce the level of weekend cleaning at Whitley Bay, Prudhoe and Southwick.
6
Central Services Manager
Dec 2002

Detailed Assessment of Option
Cost
1
Savings of approximately £4,000 per annum would be achieved.

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.


