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INTRODUCTION

The aim of this report is to inform Police Authority Members of the:

· progress made since the best value annual review of July 2002

· problems encountered and

· changes and developments ahead 

The main aim of Best Value is service improvement and to ensure citizens see improved services being delivered. Best Value reinforces the Police Authority duty to maintain an efficient and effective police force for the area.  It places a further requirement to “make arrangements to secure continuous improvement in the way in which policing functions are exercised having regard to a combination of economy, efficiency and effectiveness”.

Best Value has presented challenges that must be responded to and the regime itself has developed to reflect changes in the wider environment.  Simply going through the motions of Best Value is time consuming, expensive and ultimately pointless.  This report gives us the opportunity to fundamentally appraise the way we approach, manage, resource and implement Best Value and refocus it on delivering outcomes.

EXTERNAL INFLUENCES TO THE BEST VALUE REGIME

The police service is under the spotlight like never before and has to work in an environment of change and flux. The only certainty in Best Value is change.  There are many external influences to the Best Value approach within Northumbria Police.  For instance, the Police Science and Technology Strategy, which details the role that science and technology play in increasing the police service’s ability to prevent and detect crime.  The performance management regime of the police service is being further developed with plans to introduce the Police Performance Assessment Framework in 2004/2005.  However, there are two elements of change that are currently impacting upon the Best Value regime; the Police Reform Act and the imminent Home Office Guidance.

Police Reform Act

The Government believes that reform and modernisation are essential to fight 21st century crime.  The Police Reform Act is part of the Government’s wider reform of the public services and the Criminal Justice System. 

Although the vision of the Police Reform Programme is very wide it has three key strands of -

· how criminal and anti-social behaviour can be tackled more effectively

· how to build public confidence. 

· how better partnership can be achieved
There are eight distinct parts to the Act -  all of which have numerous provisions with varying implications on both the authority and force. 

Underpinning many of the proposals in the Reform Agenda are the main provisions affecting the Best Value regime they are: 

· the publication of the National Police Plan which includes national targets for Public Service Agreements  

· the new requirement for authorities and Chief Constables to produce three year strategy plans and 

· the local policing plan, which was the Annual Policing and Best Value Performance Plan becoming the detailed one year implementation plan of the three year strategy.

Home Office Guidance

The Home Office are currently finalising guidance for police authorities and forces on Best Value, Planning and Performance Management.  The guidance is intended to replace all previous statutory directions and once agreed will take affect immediately.  It is proposed that once published this document will be used to “re-launch Best Value”

A rough draft of the guidance has been circulated to the APA and ACPO and some of the key messages contained in the draft include:

 authorities and forces not fully exploiting the benefits of Best Value too many are focussing on processes and not outcomes.  

 the commitment and involvement of the organisations in Best Value is critical to the success

 authorities and forces need to be clear about why they are doing Best Value, what it can help to deliver and what it can achieve

 the Best Value regime should:

 encourage innovation and excellence in local policing

 ensure services meet the needs of users and not the convenience of providers

 engage local communities, staff and other partners in shaping local services

 deliver improvements in policing as experienced by local people

 focus on outcomes not process or compliance for its own sake

 provide a rigorous not rigid framework and

 enhance national and local accountability

The Home Office have also identified that the current statutory requirements and guidance papers are not tailored to police service needs and that there is unnecessary bureaucracy and administrative burdens.   

A report will be submitted to Members once this new comprehensive guidance is published. 

A SNAPSHOT OF WHERE WE ARE NOW?

Northumbria Police Authority and Northumbria Police are committed to service delivery improvement. It is important to note that whilst there is always a need to refine and improve the way in which we approach best value positive progress has been made over the last two years, lessons have been learned and improvements have been made.  The following section gives a very brief synopsis of what has been achieved so far.

Best Value – the first year 

In the first year of Best Value, the following reviews were completed:

· Administrative Support Units and Crown Court Liaison (ASU/CCL)

· Custody Procedures

· Force Identification Unit

· Crime and Disorder Units and Volume Crime

· Child Protection and Domestic Violence

· Force Crime Team

· Central Support Unit

· Race Relations

Her Majesty’s Inspectorate of Constabulary (HMIC) inspected four of these reviews to assess how good the services were and whether they would improve.  They reported that:

· ASU/CCL is a good service and will improve
· Custody procedures is a good service and will improve
· Force Identification unit is a good service and is unlikely to improve
· Crime and Disorder Units is a fair service and will probably improve
Overall, they were very happy with how well Northumbria Police Authority and Northumbria Police were implementing Best Value.  They said we were demonstrating commitment towards Best Value, had recognised the weaknesses within year one and were continuing to refine our approach. HMIC are returning on 3rd March to inspect four more completed Best Value reviews and the Best Value methodology.
District Audit (DA) also delivered an unqualified opinion on the Best Value Performance Plan (BVPP) with specific recommendations drawn to Members attention which, along with the recommendations made by HMIC, were all acted upon.  DA’s overall conclusion noted that a good response had been made to a challenging agenda and that the authority and force had demonstrated their commitment to improving services through Best Value and that good progress had been made with the programme of reviews.

An internal Annual Review of Best Value was conducted outlining the initial implementation of Best Value, the lessons learnt from the first year, from HMIC, Audit Commission and from other authorities; and set out the changes and developments that had been introduced over the year.  The annual review also looked forward, describing some of the challenges identified at that time, together with how these will be addressed in the future.  The annual review helped to redefine the methodology and move Best Value forward.

Best Value – the second year 

As a result of these experiences, in the second year of Best Value, the review timetable was revised to ensure that the services important to local people were reviewed early.  This refocusing of the reviews into more strategic, cross-cutting reviews ensured that there were fewer reviews with a wider scope with more potential for the involvement of operational staff as well as support staff – ensuring that services were more robustly challenged and that the improvements would have a more long term impact.

So far, the following reviews have been completed:

· Fleet Management Services

· Catering and Cleaning Services

· Coroners’ Officers

Once again, DA gave a very positive response to the Best Value approach and delivered another unqualified response, this time without any recommendations.  The DA’s audit letter recognised that “given the pace of change the police service faces nationally, and the various local initiatives underway, this has again been a demanding year for the authority and force. You have continued to perform well in the face of these challenges” and progress has been made.  

The Best Value Performance Plan was also highlighted to other authorities and forces as a good practice model because of its user-friendly style.

The annual consultation leaflet, which is distributed to every household and business in the Northumbria Police area, returned over 25,000 leaflets.  These responses ranked what local residents considered to be their top priorities - just over half provided further comments and these were also built into the year’s policing priorities.

Best Value – the third year

The Best Value Review timetable was revised again to further widen the reviews so that they became more citizen focused - ensuring that the citizen is placed at the heart of the reviews, allowing for innovative and wide ranging solutions to improve service delivery.  

The following reviews have commenced:

· Training (nearly completed)

· Integrity

· Reassurance

· Human Resources

· Specialist Support for frontline policing

So far we have received over 28,000 responses to the “Your Views Count” leaflet with again over half of the respondents including specific comments.  The analysis of this information is currently underway so that it can feed into the force-wide planning cycle and also into the individual planning cycles of the Area Commands.

In addition, a 3-Year Strategy Plan has also been developed to deliver local priorities based on local circumstances and needs and also delivers the implementation of national priorities. 

Implementation

There were a total of 190 actions in the implementation programme of first year reviews.  Of these 151 have now been completed and 39 are outstanding.

For year two 21% of the Fleet and 20% of the Catering and Cleaning reviews actions  have already been implemented.  

Implementation reports are compiled and presented on a monthly basis to the Best Value Development Group to be challenged.  Members also receive quarterly reports on the implementation programme.

Recently, Northumbria Police Authority were contacted by Greater Manchester Police Authority for advice and guidance on implementation monitoring of Best Value Reviews as the implementation process had been cited by HMIC as best practice.

A list of the current outstanding actions with target dates is attached as Appendix A.

LESSONS LEARNED FROM YEAR 2 

As can be seen, overall the Best Value methodology is sound and there are a number of areas where we are performing well.  We need to take those achievements further, building on the success generated so far.  

IMPLEMENTATION

The majority of improvement actions have been implemented either on time or ahead of time and these have had a positive impact on service delivery.  There are, however, still some actions that will generate significant improvement yet to be completed.  Examples of these impactive actions include:

· rationalisation of custody suites 

· piloting of custody nurses 

· instigation of a second Special Investigation Unit, which deals specifically with race hate crime and 

· centralising of crime recording

Some issues which have had an impact on the implementation of best value include:

Internal influences
As well as Best Value, other internal initiatives are underway as part of an ongoing improvement programme. For instance, a wide-ranging review of police buildings and future requirements has resulted in the development of the Estates Strategy.  This has impacted upon improvement actions from the Custody that relate to rationalisation of the number of custody suites.  This strategy aims to enhance the whole police estate, of which custody is a small but important part.

It became clear to implementation managers that some actions would more usefully fit under other, either on-going or forthcoming, reviews.  For instance, the review of the Central Support Unit generated actions relating to the training of firearms officers.  This is an area of overlap with the review of Training and, as such, will be dealt with by the Training review. 

One of the tensions within the Best Value process is generating long term improvements against a backdrop of constant change from operational requirements.

External factors
As previously stated, there are a number of developments nationally and some improvement actions have been affected by these.  It has been appropriate to delay implementation in some cases to take these national developments into account.  An example would be the civilianisation of two constable posts in the Force Identification Unit.  This has been delayed due to the possible impact of the Police Reform Act on police powers for some identified civilian posts.  Other actions have been overtaken by initiatives not foreseen at the time of the improvement plan being developed.  An example of this is the National Competency Framework, which has overtaken some of the actions in the Race Relations improvement plan.

Review delays

The review programme, having been revisited, now contains fewer reviews with a wider, cross cutting scope.  Consequently, there is more work involved in each review, but the capacity for improvement is greater.  The police service is a single service, there are not discrete areas that are unrelated to the rest of the service.  However, when building a programme of reviews, decisions need to be made about areas of the service that can be reviewed distinct from others – it is not possible to do one review of the whole service.  Consequently, all reviews will have links with others, either being undertaken at the same time or in future, and these links need to be recognised and taken account of, with recommendations feeding into a whole agenda of improvement.

These larger reviews have taken longer to complete.  However, both Northumbria Police and Northumbria Police Authority see Best Value as a long-term commitment.  The important thing is to get reviews right, rather than stick to a rigid timetable which may lead to reviews being completed but no real improvement resulting from them.  Reviews must lead to sustainable improvement for the long-term, consequently they may take longer.

In year one, review teams were, generally, made up of staff from central specialist departments, although they included officers and support staff with operational experience.  This led to concerns about review outcomes not being owned by the organisation as a whole, and to a feeling of services “being Best-Valued”.  The decision was taken to use senior operational staff as review managers and service managers, and to have other operational staff as review team members.  This generates increased ownership of review outcomes and realistic assessments of operational services. 

Evaluation of outcomes

Nationally, there has been difficulty in evaluating the outcomes of Best Value.  Across all sectors, organisations have trouble moving from measuring outputs to evaluating outcomes.  Implementation plans that deliver step change take time to mature and demonstrate improvement – they are not quick fixes.

There is a clear methodology for completing reviews and implementing review recommendations.  However, our ability to evaluate the outcomes of reviews has been lacking.  Initially, there were difficulties in developing SMARTS based improvement plans.  There has also been a lack of clarity about what outcomes were expected from review recommendations, leading to a lack of ability of judging whether the improvement plans have made a difference.

Promotion of outcomes

There is a clear reporting structure for progress on implementing recommendations, with monthly reports to the Best Value Development Group and quarterly updates to Police Authority Members.  These updates are regularly reported back to others within the organisation in a variety of ways.  However, internal communication is always an area that can be improved upon in order that the benefits can be truly recognised.

Best Value as the day job

As authorities and forces across the country have recognised best value is most effective when fully integrated into all strategic processes and day to day operational thinking.  Progress has been made on these issues in Northumbria, however, as is the case, in many other areas, there is still a need to do more.

As previously stated District Audit believe that Northumbria Police and Northumbria Police Authority have clearly demonstrated their commitment to improving services through Best Value.  We have worked hard to be as inclusive as possible and involve as many in the organisation as we can.  There has been training and awareness raising around Best Value.  There is a Best Value section on the Force intranet and briefings are circulated giving updates on what has happened and there are regular Best Value articles in the Force’s “Grapevine” publication.  In addition, employees are involved in reviews, both as review team members and through the consultation process.  However, Northumbria Police is a big organisation and we will constantly have to work to instil the idea that Best Value is here to stay and has brought benefits.

MAKING BEST VALUE HAPPEN

Taking into account the issues raised in previous sections the following action is proposed for further developing our best value processes.

ISSUE TO BE ADDRESSED
WAY FORWARD

Implementation

Delays in implementing the more wide ranging, strategic actions
1. Complete the review of the force and authority planning processes to ensure that Best Value is integrated fully into the business planning processes.

2. The use of a developed Implementation Assessment Matrix should identify potential problems at an early stage

3. Implementation managers to present the implementation updates to the Best Value Development Group. 

Review process

Delays in concluding large cross cutting reviews
Developing how the review team works in practice in light of the reviews being larger and more cross-cutting including:

· Refinement of the Best Value handbook to give better guidance on “how to review” e.g. how to differentiate between an issue and an option and an output and an outcome.  Also placing greater focus on the anticipated citizen focussed outcomes.

· A more structured approach in the analysis of information  a clearer demonstration of where the issues have come from e.g. consultation, challenge, comparisons  etc and then how the issues have been developed into options.

· The better use of project management, improving co-ordination and better use of the workbook. 

Clearer identification and action of strategic improvements and step changes


1. Development of the Best Value review process to adopt a two tiered approach to service delivery improvements.  This will enable the capture and action of “quick hit” improvements which could be taken forward outside the review using Best Value principles.  These fast tracked improvements would be separately monitored and be included in the evaluation of outcomes but would enable the reviews to concentrate on the more strategic “step changes ensuring that the impact of the reviews is increased.

2. Priority should be given to those actions, which will impact on service delivery to the public. 

3. Focussing the reviews on a limited number of primary recommendations. 

A need to reduce bureaucracy
1. Adopting a more streamlined approach to the best value reports.

Impact and evaluation

Lack of post implementation evaluation 
1. The development of an evaluation system once the review implementation plans have matured 

2. Structured post implementation reviews 

3. Consultation on impact of the improvements

4. A system put in place to try and identify linkages between review implementation and performance improvement – including citizens focussed outcomes

Best Value within the organisation 

· Difficulties in ensuring that best value is integral to the day to day work of the force

· A need to increase the status of Best Value within the organisation including maintaining the momentum within the reviews and the organisation as a whole
Following the publication of the Home Office Guidance the ways in which best value is promoted within the organisation is to be examined. 



                               � EMBED Word.Picture.8  ���


























DEVELOPMENT OF BEST VALUE 














2003/2004
































�         								� EMBED Word.Document.8 \s ���











								


� EMBED Word.Document.8 \s ���									�












































12
11

[image: image2.png]Police Authority
AEER LRy



[image: image3.wmf][image: image4.wmf][image: image5.png]Police Authority
AEER LRIy



_1053255375.doc
[image: image1.png]






_1079768876.doc
[image: image1.png]






_1032607390.doc
[image: image1.png]Best Y







