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INTRODUCTION

The Vision of the joint Northumbria Police and Northumbria Police Authority Strategy Plan 2003/2005 is to “build on our success in making Northumbria a better place to live, work and visit by reducing crime and the fear of crime.” More specifically, one of the aims of the strategy is “to train and develop our people so that we have a skilled, dynamic, effective and highly motivated workforce.”

This Best Value Review of training is intended to enable the force and the Authority to achieve the visions and aims of the Police Strategy Plan.

According to ‘Managing Learning - A Study of Police Training’ (HMIC, April 1999) training is “Sometimes referred to as activities which take place off the job and/or outside the workplace which lead to formal qualifications. However, a wider definition can be adopted which includes any process, formal or informal, by which people acquire skills relevant to their performance at work.”

At the time of the Best Value Review powerful drivers for change were operating at a national level. These drivers led by the Home Office, have created a strategic direction for all forces which embraces all aspects of a comprehensive, organisational training structure. Each aspect is integral to the training cycle (Appendix A). The Review Team believe all aspects should be adopted to ensure success and compliance with the national model. To do otherwise will break the cycle and seriously undermine the effectiveness and efficiency of the entire training function.

As a result, this Best Value Review was conducted locally but with due regard to emerging national strategies. The force have little choice but to adopt these, or similar strategies, and the option appraisals outlined in this report are designed to support the ethos of Best Value.

Within this report recommendations have been made to improve the standards within the force training function and to comply with the emerging national picture. In essence, the force must seek to adopt best practice within a reasonable time frame, however, owing to the scale of this project we may not get it right first time.

Training is a dynamic activity and Northumbria Police must be prepared to continually review and revise it’s structures and practices in pursuit of excellence to release the potential of all our personnel. 

BACKGROUND - THE NATIONAL PICTURE
The present position in relation to the national drive to improve police training is the culmination of a series of sequential developments and official publications over the recent past, such as ‘Managing Learning’ (HMIC, 1999), ‘Learning to Manage Learning’ (HMIC, 2002), and ‘Training Matters.’ (HMIC, 2002) A synopsis of the history relating to these developments was published by ACPO/APA in their ‘National Best Value Closure Briefing Paper’ (April 2003). As a result of the clear and succinct nature of that document, this section of the report takes the form of an abridged version.

Police training in England and Wales has been the subject of intense scrutiny over a number of years.  The Government has determined the need for change in both the organisation and operation of existing training arrangements.  Continuous improvement in the delivery and management of police training is sought. As well as being driven by ‘Best Value’ considerations, the Raytheon Report (Raytheon Consultancy, 2000) was one of the main drivers which recommended focused, regional collaboration. 

The Raytheon Report examined the detailed costs of the South East region’s police training. Staff, facilities, accommodation, trainee days, abstractions plus all other expenditure was analysed. The report concluded that the most effective way of providing training, considering both cost and quality criteria, was to adopt a ‘clustered’ approach which would result in an estimated annual saving of £6 million.

A number of different models were considered for regional collaboration. The favoured model is based on a hub and spoke arrangement, with the hub performing a management and administration function for the spokes with all other training services being delivered locally.

It was suggested that this option would preserve almost all of the substantial investment in current facilities and preclude the need for new and costly large central college facilities.  

The report concluded by asserting that applying similar research principles to the other police regions would result in an assessment of the total expenditure for training nationally and would thereby determine the optimum solutions available and produce cost savings for each region.

ACPO/APA Joint Working Party

The ACPO/APA Working Party on Police Training was formed to consider how best to respond to the Raytheon Report and to develop proposals that would enable Police Authorities and Forces to regain ownership of the training agenda.  The need for action by the police forces and authorities was driven by three central factors:-

1.
The need to take stock of the outcomes of the various reports on police 
training that have been published over the previous two years, and 

identify a way for the service to take the debate forward and initiate 
change;

2.
The need to take seriously the evidence from the Raytheon cost/benefit 
analysis of training in the South East region and the scope for regional 
collaboration;

3.
Concerns over Ministers use of the new Best Value duty and powers.

To do nothing was considered not to be an option, as Home Office ministers remained firmly of the view that greater efficiencies could be achieved in police training by increased collaboration. The choice facing Police Authorities and Forces was:-

· Accept greater ministerial intervention in the Best Value process and in directing the future arrangements for police training;

Or to retake the initiative by voluntarily agreeing to:-

· Undertake a service driven assessment of the benefits that could be delivered through a reorganisation of training; and

· Put into effect the outcome of that assessment by using the Best Value process in a co-ordinated way.

Chief Constables and Police Authorities agreed that a detailed national assessment of training management and provision should be undertaken, which would then inform the Best Value process. The approach recommended was ‘process improvement’ through a ‘project managed’ programme.  

The  proposal relied on a voluntary co-ordinated Best Value Review (BVR) of the training function taking place in year three of the current Best Value cycle, unless it was already underway.

It was recognised that a structured approach would be required in order to:-

· Satisfy ministers that change would be initiated in a reasonable timescale;

· Allow for the service assessment to be undertaken and validated prior to the Best Value Review process starting; and

· Facilitate active discussion on collaborative arrangements.

Police Authorities and Forces considered themselves to be better placed than Ministers to decide how best to deliver and manage training efficiently and effectively, with local ownership important for the on-going development and continual improvement of police training. Greater coordination was considered as an essential element when collaborative arrangements were being explored. Charles Clarke MP approved and agreed to fund the programme, on the grounds that;

1.
The responsibility for Best Value would remain with local authorities.


2.
Chief Constables would continue to have operational control of training in 
their forces.

3.
Economies of scale may be achieved through regional collaboration in the short and medium term.


4.
A central point to ensure effective coordination of the review will be 
required.
ACPO/APA National Project

The ACPO/APA National Project for Best Value in Police Training was initiated on the 16/01/01. The aim of the Project was to ‘demonstrate Best Value in the provision and management of Police training throughout England and Wales’.  

The major Project activities in chronological order were:

· A Service Wide Assessment

· Generating initial Options for Change

· Providing Guidance for conducting Best Value Reviews

· Coordination of application of the National Costing Model

· Providing a common Reporting Format for Best Value Reviews

· Analysis of interim findings from the Best Value Reviews

· Development of Foundations for Change
Northumbria Police contributed to the various stages of this project as required.

Building on the issues identified within ‘Managing Learning’, the Service Wide Assessment and the Areas for Improvement identified during Best Value Reviews, the National Project Team developed a portfolio of Foundations for Change. A key consideration of this process was to ensure that collaboration remained a central component of the change programme. 

The Foundations for Change were the subject of extensive consultation with all forces and key stakeholders. They were finally endorsed by the Project Board in December 2002 and subsequently circulated to all forces.

The proposals require forces and partnership agencies to work together in the development of collaborative solutions to shared problems. The Foundations for Change are intended to be sufficiently broad to reflect the uniqueness of local circumstances, whilst providing an opportunity for consistent approaches to be developed across the service. 

During the initial consultation phase, strategic level regional groups were consulted and agreed to the following:

· Adopt the Foundations for Change.

· The creation of a two tier management structure for oversight and implementation of the Foundations for Change. The upper tier would operate at strategic level and the lower tier being tasked with implementation issues.

· Initial consideration of the Foundations for Change at a local level to see how they impact on Best Value Reviews in each force.

· Aggregation of local findings at regional level to ascertain where a regional approach would be appropriate.

· Amendment of Best Value Improvement Plans and finalisation of them in light of the exercises above.
The principle problem with introducing the Foundations for Change to the service is that they, like the original options for change, following the Service Wide Assessment, are reliant on effective management frameworks - both regional and national, and in some cases, nationally developed products.

To be successful it is suggested that any service wide change programme demands consistent approaches within individual forces and effective communication between them and other institutions at the national level. 

At a force, regional and national level attempts to improve strategic management are underway, but the issues are not yet fully resolved. Improvements in the systems and management structures of police training form part of the ultimate project output - the ‘Foundations for Change.’

The Foundations for Change document produced 19 Foundations for Change. (Appendix B.)

In the ACPO/APA - National Project for Best Value in Police Training Project Closure document it stresses that in order to maximise the chances of successful deployment of the Foundations for Change document it is suggested that the following conditions will need to be in place:

· Strong leadership in support of the proposed reforms

· Robust strategy plus adequate systems and structures to support the reforms 

· Sufficient institutional capacity to carry out the work needed to introduce, support and sustain the reforms.

The challenges associated with collaboration and the proposed scale of reforms to police training are comprehensive, complex and cross-cutting in nature. They are also necessary if a ‘better value’ learning regime is to be developed throughout the police training community in England and Wales. Given the known scale of the difficulties to overcome, it will probably not be feasible for benefits resulting from the planned improvements to be realised at all levels at the same time. This suggests the requirement for intermediate monitoring and auditing mechanisms to be created in order to ensure:

· Priorities for capacity building are established and acted upon.

· Appropriate investment of time, resources, and energy is made at all levels.

· Responsibilities for specific functions/activities are being discharged.

· Benefits are realised and improvements are sustainable.

Due to the extensive and complex nature of the project the role of the original National Implementation Team was extended, with reduced staffing, by the Home Office.

The extended National Project Implementation Team will assist forces and authorities with issues that arise during the implementation phase of the Best Value Review Project and will track progress nationally until September 2003. More specifically, they will monitor the progress of the implementation of the ‘Foundations for Change’ and initiate a formative evaluation process.

On a local level, however, without strategic ownership of the change agenda and appropriate long term review arrangements in place, neither policy makers nor service leaders will be in a position to make judgments on what actually constitutes Best Value in the management and provision of police learning or how far the service has improved on it’s journey towards better value.

ABOUT THIS BEST VALUE REVIEW

The local review was not carried out as a ‘standard’ Best Value Review, but was undertaken in such a way as to dovetail with national developments. The terms of reference of the local review were:

· 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 fulfill their duties and responsibilities efficiently and effectively.

· That proper and appropriate opportunities are provided to support the personal development of all staff. 

· That opportunities for the improvements in the management and provision of training are identified and exploited. 

· To explore all opportunities for collaboration within the police service and with external providers.

The Background Section of this report provides an overview of the history leading up to the ‘Foundations for Change’ and emphasises the Home Office belief that ‘to do nothing is not an option’. Therefore, Northumbria Police like every other force in England and Wales are encouraged to adopt all aspects of the national changes.  In addition, the local Best Value Review has identified four main areas for change which are detailed in Section 10 (Investigation of the Options) and are considered essential to enable the force to comply with the national strategic direction and improve service delivery. These options are outlined below:

· Review management control of all training delivered by Northumbria Police.

· Improve the tutor constable service.

· Investigate the management control of all training officers and examine their areas of responsibility.

· Explore other local matters which arose during the Best Value Review. 

Significant structural change of the Training Unit, Performance Development Unit and the Administrative Support Section will be necessary to accommodate local and national changes. This will involve:

· New strategies, policies and processes to meet local, regional and national criteria.

· Additional staff may be required 

· Identification of suitable accommodation

· Procurement of appropriate equipment

· A substantial increase in the training budget, for example, to meet the requirement of collaboration and outsourcing where it is appropriate.

These changes will need increased financial provision, however, balanced against this is the increase in performance for both the individual and the organisation and the potential for improved efficiency savings.
SECTION 1 - WHAT IS THE CURRENT SERVICE?

In September 2000, Northumbria Police formalised the process to differentiate between the responsibilities of those who specify training on behalf of the force (the client) and those who deliver training (the providers or contractors).  The Performance Development Unit represent the client and the force Training Unit are the main training contractor.

This arrangement for police training was first outlined within the Audit Commission report, ‘The Management of Police Training’ published in 1989 and restated in ‘Managing Learning’ (1999). Due to the nature and responsibilities of the client and contractor the staff involved on both sides have forged close working relationships but must remain independent of one another and under separate line management.

The responsibilities of each party are briefly outlined below.  

Responsibility for the various aspects of the training cycle are distributed between the client and the contractor. 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 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). Whilst the process is effective it does not encompass all training undertaken throughout the force.
In essence, the force does not follow the training cycle as it has no training needs analysis, validation, design or evaluation strategy. Nor does it have any quality assurance processes. There are, however, a number of staff who have received training as evaluators although evaluation is not their primary role. Consequently only a small amount of training has been evaluated by the PDU following authorisation by Training Priorities Group.

The design of training is the responsibility of the Training Unit as well as other specialist training providers i.e. Firearms Training, 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’. There are currently no staff employed by Northumbria Police who have received training in course design. 

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, Firearms Training, 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. 

We do not know whether all of the training undertaken is needs based or is targeted at the right staff. Nor do we know whether it is appropriate or a quality product. Additionally, the TPG has management control for training budgets, but in reality, it has no control over all training expenditure.

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. There is no suitable software to capture the data and the responsibility to record course attendance on an individual’s personnel record was found to be blurred. 

During the review process forces were required to cost the training function using the costing model. To give examples from the research undertaken the following services were provided in 2000 - 2001:

Number of Different Internal Courses Offered

Firearms

14

Marine

22

Training 

66

Total


102

Total Number of Courses Delivered 

Firearms

82

Marine

26

Training 

579

Total


687

Owing to the lack of central coordination it has not been possible to identify all training delivered through the Area Training Officers and Departmental Training Co-ordinators. However, there are over 100 different courses provided by the other main deliverers as shown above. 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, First Aid, Diversity, Firearms, Diving, and Marine.
At the present time within the force there are two areas of training currently under review, namely Information Technology and Self Defence. Neither review has been included within this Best Value report, however the outcomes are likely to impact on this report and affect staff and costings, etc. The results will be included in an update paper. 

SECTION 2 - ARE THESE SERVICES CORE POLICING?
With the exception of tutoring, none of the services under review are core policing, however, the training and development of staff are essential to ensure that the services provided by Northumbria Police are both effective and efficient. In essence, Staff plus Development equal increased Performance which results in increased Community Reassurance. (S + D = P = CR)

This assertion is supported by Home Office Circular 18/2002 which states, “Training is not solely the preserve of the Training Department but is a core business tool. It must be driven by the business and seen as an essential business activity. Training must be linked to the forces’ operational objectives and be of clear benefit to a member of staff’s capacity to perform their job....Training is a tool in enhancing operational effectiveness. It can help to improve police performance and reduce variations in performance across the country.” 
SECTION 3 - WHAT RESOURCES ARE USED?

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

Firearms Training

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 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 which amounts to employee costs of £99,000.

Area Training Officers and Departmental Training Co-ordinators
Each of the fifteen territorial Area Commands has full time staff identified in the role of Area Training Officer. Some Area Commands have more than one person identified within that role and there are 23 in total all of whom are of the rank of constable. 

There are nine headquarters support departments two of which have one full time member of staff identified in the role of Departmental Training Co-ordinator. The Operational Support Department, however, has two full time staff in this role.

The remainder of the departments have a member of staff identified to deal with training needs, but this occupies only a small percentage of their time and is in addition to their primary role.

All those engaged in full time work as either an Area Training Officer or Departmental Training Coordinator perform a greater range of duties than simply training delivery. They all play an integral role in the Local Training Priorities Group and within Area Commands 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 Officers within Crime Management Department. These officers are Holmes Trained Officers 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, following a review by a Detective Inspector from within Crime Management it has been decided by Chief Officers that Holmes Training will come under the management of the force Training Unit. 
Overall known total staffing costs for all of the training detailed in this section are £4,214,000.


Premises

The Training Unit is situated at Headquarters site, Ponteland, comprising blocks 28, 29, 35, 36 and the Public Order Training area.  A total of six classrooms together with several offices are utilised as a satellite training centre operated by CENTREX (district training centre under a contractual agreement.)
Other Specialist Training provision is located mainly on headquarters site, but there are other venues situated 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

Due to the lack of training accommodation a business case has been submitted to the force Resource Management Group to purchase an additional portakabin, similar to those erected in 1984, for the Force Training Unit.  This is subject to obtaining planning permission. 

It has been recognised by the Review Team that such an acquisition will only be a temporary solution to a much larger problem as current accommodation is not fit for purpose.
Firearms 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 ATOs and DTCs varies considerably throughout the force. Newer Area Command Headquarters have dedicated office and training room facilities, for example, Bedlington, South Tyneside and Etal Lane. In other Area Commands, ATOs share accommodation with other staff and use conference rooms/meeting rooms on an adhoc basis to deliver training.  Due to the potential range of accommodation used by ATOs and DTCs accurate accommodation costs are unable to be determined.

The overall known total for all premises detailed in this section is £905,000.
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. Due to the lack of central management and coordination of costings across the force, expenditure regarding this element is not known.

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

Firearms 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

The overall known total for all other major cost items detailed in this section is £633,000.
Revenue To Be Generated Through Training Provision

A number of courses provided by Firearms 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 (£)

Firearms
83,000

Marine and Diving Unit
100,000

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

Total
1,283,000

SECTION 4 - HOW ARE THE SERVICES 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 2002 deadline. Resulting comparative information from other forces was not supplied and the Project Board had 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 (£)
Firearms (£)

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                                                

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 Firearms Training. 

As part of the Best Value Review 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 were 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.

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
44
35
34

Using the guidance from the National Project Board, Northumbria compared current processes and procedures against a set of criteria based upon the European Foundation for Quality Management Framework (EFQM).  This resulted in a total of 44 areas for improvement (AFIs). The highlighted areas were submitted to the Project Board and combined with returns from all other forces. The Project Board then encapsulated all the AFIs within the 19 Foundations for Change. 

A summary of the local findings set against the resulting 19 Foundations for Change are shown below :-

· Strategic Management - Apart from a recently produced Human Resource Strategy, incorporating a Training Strategy and Training Plan the only other planning at this level is undertaken by the TPG. There are no other mechanisms to undertake strategic planning either with the client or the contractor
· Communications & Marketing - We do not do this.

· Planning Process - We have the training needs process and the TPG, however, all training is not encompassed. 
· Administration - The current administration staffing levels have not been increased despite an additional workload due to a number of new training programmes. These include, Diversity, First Aid, and Health & Safety. There is also a greater emphasis upon refresher training such as Driver training. The workload is likely to further expand if the training function is centralised.

· Performance Management - We do not have any performance management indicators.

· Training Needs Analysis - Owing to the limited staff in the Performance Development Unit this function is rarely carried out. There are currently no staff employed by Northumbria Police who have received such training. 

· Training Design - Although all qualified trainers understand the principles of individual lesson preparation based on aims and objectives this falls short of actual ‘course design’. There are currently no staff employed by Northumbria Police who have received such training. 
· Training Evaluation - The force has no evaluation strategy, there are, however, a number of staff who have received training as evaluators although it is not their primary role. Some training has been evaluated by the PDU following authorisation by Training Priorities Group. The force has recently appointed one full-time evaluator.

· Costing - We have begun to use the national costing model, but mainly for courses delivered by the Training Unit. 

· Procurement – Northumbria Police Authority/Northumbria Police have an agreed procurement strategy used throughout all the Best Value reviews.

· Training Delivery - Northumbria Police deliver training to a range of students, but we use mainly didactic methods. 

· Training Sites - The training estate situated on the headquarters site comprises, in the main, ‘temporary’ prefabricated units constructed in 1984. The fabric of the buildings is now 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. 

· Around the force training facilities are limited, and although there are some purpose built classrooms many stations utilise other accommodation not specifically designed as a learning environment. Such facilities are locally owned and are not part of the training estate. 

· Community Involvement - Other than a small amount of community involvement within the diversity programme there is none.

· Investors in People - The Training Unit are in the very early stages of working towards Investors in People. None of the other training providers within the force has begun working on this award.

· Income Generation -  The force has a policy on income generation. Currently the Training Unit have no capacity to attract income generation. The only income generated by the Training Unit is in the contract with CENTREX for the use of part of the training estate. In addition, income is generated by Firearms Training and Marine Training.

· PDR/Assessment - We have a PDR process which is administered by the Performance Development Unit. We do not have any assessment policies or practices other than the CENTREX Trainer Development Programme, Probationer Training and Firearms Training. 
· Personnel Issues - We do not have a fully harmonised approach to personnel issues.   We do not have staff development programmes and capacity issues are not readily identifiable in terms of the numbers of staff available as we do not keep appropriate records. All Training Unit staff, however, are appropriately qualified and experienced for the specific roles they undertake. This is not the case with Area Training Officers or Departmental Training Coordinators.

· Training Policies and Strategy - Northumbria Police have  recently created a Training Strategy which links with the new Human Resource (HR) Strategy. 

· Alternative Learning Methods - The only Alternative Learning we have takes the form of ad hoc mentoring, coaching etc.

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 an effort to improve relations between the police and local communities young police officers required better training. Only 6%, 8% and latterly 10% of respondents felt that better training was necessary.

On the other hand a different picture has emerged from the Northumbria Police Staff Survey 2000: 

· 41% of all staff stated that they were dissatisfied with the quality of the training they received to do their job compared to 49% in 1995.

· 55% were dissatisfied with the way training courses were allocated.

· Support staff satisfaction with the service received has decreased by 10% from 1995 to 2000.

SECTION 5 - WHAT IS THE FUTURE OF THIS SERVICE?
There is a national drive for continuous improvement in the training service provided. Factors which may affect the future of the training function include:

· Foundations for Change. This document outlines a National Learning Strategy comprising four components which encompass 19 Foundations for Change. These Foundations for Change include Training Policies and Strategy, alternative training methods, training design, and PDR/Assessment. This document sets out a comprehensive framework for the future of police training and it is expected that forces will adopt all aspects. The importance of this document cannot be underestimated as it is the response of the service to meet ministerial expectations in directing future arrangements for police training.

· HMI Reports. A series of HMI Reports have been published to provide direction and assist forces to improve training. These include: ‘Managing Learning’, ‘Learning to Manage Learning’, and ‘Training Matters’. These reports have been published incrementally over the past 4 years and inform both strategic and practical direction. In general the police service have paid little or no attention to these documents. The only recommendations progressed by Northumbria Police include establishing a client contractor relationship, the Performance Development Unit and the training needs process. A review nationally by HMIC (Training) identified a lack of action in relation to implementing the recommendations of these official publications, for example, ‘Managing Learning’ was followed by ‘Learning to Manage Learning’. We must now seize the opportunity to adhere to all the recommendations made within the documents or risk adverse comment from HMIC (Training.)

· National Occupational Standards. “National Occupational Standards define the competence required of individuals. They define the skills, knowledge and understanding necessary to be considered fully competent to undertake a particular role. As such they are output standards, defining the end product of any learning programme designed to develop such skills. Recognising this fundamental attribute of NOS as distinct from training standards, allows them to be used to free up the supply of training.” (Police Skills and Standards Organisation (PSSO) Quarterly Issue 5 Autumn 2002) National Occupational Standards will not only become a key tool in the Human Resource Strategy, but will also become an integral part of all training.

· Assessment Strategy. “The Assessment Strategy should underpin all applications of the National Occupational Standards and not just qualifications where it has been traditionally used in other sectors.... All assessment is done against national occupational standards by using competent assessors who will be both technically qualified (using NOS-based qualifications) and qualified as an assessor (using the relevant A units).” (PSSO Quarterly Issue 4 Summer 2002)

· Police Reform Agenda. Police Reform is part of the Government's wider agenda of reforming public services. It is designed to improve the performance of the police service and the support for police officers, reduce crime and the fear of crime and tackle anti-social behaviour. 

· Home Office Circular 18/2002 This circular is about promoting more effective performance through a Force Training Plan. It is intended as guidance which will help forces to implement the requirements of the White Paper, ‘Policing a New Century’, on delivering a more professional training function and to meet the Best Value requirements on training and development.

· National Competency Framework. The police service has developed the National Competency Framework (NCF) which analyses tasks and skills needed across ranks and roles in the service. The NCF will be used to support a number of personnel applications for both police and support staff, including recruitment and selection, training and development, performance and development reviews, promotion and leadership development, inefficiency procedures, and workforce planning. 

Furthermore, HOC 18/2002 states, “Each member of staff needs to be clear about the standards expected of them and the level of competence required from them. Forces should adopt the National Competency Framework which provides the starting point for identifying the competencies, skill requirements and training for particular ranks and roles... The NCF is a key HR tool which allows Personnel Departments and line managers to carry out their responsibilities in a more effective manner.... During 2002 the NCF will start to be managed and maintained by the PSSO as part of its responsibility for setting NOS. Once NOS have been agreed, these will be linked to NCF and will provide the statements of competence to which staff are expected to work.” 

· Investors In People. It is the vision of the Northumbria Police Training Unit “To be recognised as an outstanding provider of learning and development opportunities locally, regionally and nationally.” Investors in People will enable the Training Unit to achieve its vision.

The Police Sector Skills Foresight Report 2002, England, Wales and Northern Ireland stated that “Investors in People (IiP) is a national standard for any learning organisation.” (PSSO Quarterly Issue 5 Autumn 2002)

This is supported by HOC 18/2002 which states, “Investors in people is a well proven framework for improving performance and management practice, resulting in better service delivery. Although not yet a standard for forces to meet, forces are strongly recommended to pursue IiP status.“ All forces are expected to have achieved IiP by 2005. 

· National Strategy to Promote Learning in the Police Service. The Police Training and Development Board (PTDB) has agreed to set a national strategy which will promote learning in the police service. It’s goal is to contribute to improving performance through learning, thereby helping to develop an efficient and effective police service, fit for role.  
The aims of the learning strategy are:

· To improve the quality of service standards through making high quality life-long learning opportunities accessible to all staff in the police service throughout their career.

· To improve standards across all forces through common national standards for local implementation, bringing the standards of the poorest performing forces up to the standards of the best.

· To improve retention of skills and reduce skill gaps by meeting the training needs of police and support staff efficiently and effectively and with increased flexibility of delivery.

· To gain best value from the investment in training.

SECTION 6 - HOW CAN WE IMPROVE THE SERVICE?

Northumbria Police should formally adopt the national agenda for change and embrace all recommendations if it is to improve its service.  

In order to accord with national standards and improve the training service within Northumbria Police the following issues have been identified:

National Strategic Issue

1.  ACPO/APA have published the national ’Foundations for Change’ document. The force should move towards the implementation of all of the 19 Foundations for Change.

Local Strategic Issues

2. 
Review management control of all training delivered by Northumbria Police.  This issue was raised to determine the full extent of the training delivered within the force and whether the current structures could meet future demands.

3. 
Improve the tutor constable service - 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 two Area Command tutor units.  Currently there are inconsistencies in the tutor role, their qualifications, their management and the service they provide.

4. 
Investigate the management control of all training officers and examine their areas of responsibility.  Currently there are inconsistencies in the role of Area Training Officer and Departmental Training Co-ordinator, their qualifications, their management and the service they provide.

Local Management Issues

5. 
Support staff consider themselves excluded from much training provision and opportunity. Available training is limited and not given the status nor priority attached to the training of police officers.

6. 
The provision of IT training 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.
7.  Poor attendance at a range of training events reduces the effectiveness and productivity of training delivery. 
8.  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.

9.
The training estate situated on the headquarters site comprises, in the main, ‘temporary’ prefabricated units which were built in 1984 to house staff and students. 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.

As a result of examining these issues the following options have emerged: 

1.
Improve the training function within Northumbria Police by adopting, the national Foundations for Change. 

2.
Review management control of all training delivered by Northumbria 
Police.


3.
Improve the tutor constable service.

4.
Investigate the management control of all training officers and examine their areas of responsibility.

5.
Progress the range of service improvements highlighted throughout the Best Value Review.

Adoption of the national Foundations for Change and the recommendations of the local Best Value Review will support the aim of the Northumbria Police Training Unit to “provide a training, development and learning opportunities which will promote the organisations long term advancement through increased results.”

SECTION 7 - HOW DO WE INTEND TO MAKE THESE CHANGES?
As a result of the local Best Value Review a series of options have emerged that complement the national Foundations for Change, i.e. reviewing management control of all training delivered by Northumbria Police, improving the tutor constable service, investigating the management control of all training officers and examining their areas of responsibility and exploring other local matters which arose during the local Best Value Review.   The recommendations flowing from these options, if accepted, will support the national Foundations for Change.  

Implementation Plan
Owing to the complex nature of this review and the fact that the Regional Strategic Group have yet to prioritise the Foundations for Change document the Review Team are unable to complete an implementation plan for the first recommendation - To adopt and implement the Foundations for Change.

However, the remaining recommendations are not necessarily dependent upon a regional strategic implementation plan, but in light of the interrelationship with the Foundations for Change,  both should be progressed in tandem where appropriate.

The following table outlines broad timescales for the implementation of the recommendations.  Detailed assessment of the actions required to allow implementation of the recommendations will be determined by the appointed Implementation Manager.

Actions
Target Date



Establish a project board.
September 2003

Appoint project managers.
September 2003

Review all strategies and policies and amend where appropriate. Develop new strategies and policies as required.
December 2004

Develop an appropriate Communications Strategy and market the project.
December 2003

Implement change programme in line with regional prioritisation of the Foundations for Change.
Within 3 years

Centralise the management and coordination of all training within the force.
December 2004

Develop and implement the concept of tutor units throughout the force area.
December 2004

Centralise the management, control and coordination of local training officers throughout the force area.
April 2004

Develop a strategy to reduce non-attendance on training courses.
September 2003

Progress the recommendations made in the Information Technology Review once completed.
December 2004

Develop an integrated strategy for the career development and training of support staff.
December 2004

SECTION 8 - HOW ARE WE GOING TO MEASURE WHETHER WE ARE IMPROVING?
During the Service Wide Assessment (SWA) it was identified nationally that there were few methods to measure performance across the training function and the majority of forces did not have any meaningful performance indicators. As a result, one of the recommendations within the Foundations for Change is to develop performance indicators. Northumbria Police, at present, has no performance indicators for any aspect of the training function and will adopt the suite of indicators once they have been established. The development of the performance indicators is to be jointly undertaken with other forces in the number two North East region.

SECTION 9 - WHAT IS THE BEST PROCUREMENT ROUTE?

Within this report, there are recommendations that have been generated by the national review and those which address local issues.  The national picture, and the implications of the recommendations, are as yet unclear. There is already a mixed economy of training provision, however, it is clear that the recommendations will result in increased collaboration.  Collaboration is key to producing an enhanced service and economies of scale.  

Any of the seven procurement options may be appropriate for each action in the implementation plan.

1. The cessation of the service in whole or part

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

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




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

5. The restructuring or repositioning of the in-house service

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

7. The joint commissioning or delivery of the service 

The procurement options will be applied to individual actions within the implementation plan to identify 
the best procurement route for each action.

SECTION 10 - INVESTIGATION OF THE OPTIONS

Training must be put at the heart of our business activity if there is to be meaningful service improvement. To achieve this goal there is a need to change the ethos and culture of the force.

As a result of the requirement to comply with the national Foundations for Change and the findings from the local Best Value Review, five options for consideration have emerged. If adopted, these options will provide the force with a ‘different way of working’ and will a greatly improve the training service. 

The options are:

1.
Improve the training function within Northumbria Police by adopting, the national Foundations for Change.

2.
Review management control of all training delivered by Northumbria 
Police.

3.
Improve the tutor constable service.

4
Investigate the management control of all training officers and examine their areas of responsibility.

5.
Progress the range of service improvements highlighted throughout the 
Best Value Review.

Each of the options are appraised against set criteria:
1.  Improve the training function within Northumbria Police by adopting the National Foundations for Change.

The Option 

Over the last few years there has been a number of national drivers to improve the quality and consistency of police training including an emphasis on collaborative arrangements.  

This has culminated in the publication of the ‘Foundations for Change’ document which is supported by HMIC (Training). Adoption of all aspects of this document will provide the foundations required to implement those improvements.

What is Considered

This option has not been appraised locally because of the national impetus to improve police training. However, when compared to the proposed national model, what is clear is that Northumbria Police have been providing a very basic training service. Traditionally, the focus has been on delivery as the force do not consistently undertake all aspects of the training cycle, such as needs analysis or evaluation. Consequently, it is difficult to accurately measure whether the training that is being provided is fit for purpose and meets the demands of both the organisation and individual.  

The aim and direction of the ‘Best Value Reviews of Police Training - National Foundations for Change’ are best encapsulated within an extract from the introduction of that document:

“Foundation for Change - A Programme Approach

Vision:

‘To improve performance through learning’

Programme Aim:
The aim of the change programme will be the provision and 


management of better value learning that improves 



performance. This will be characterised by:- 



The right person, learning the right content, to the 



right standard, at the right time, in the right way, in 



the right place and at the right cost’

Assumptions

· That training is a key enabler for improving operational performance.

· That the key stakeholders in police training will work together to develop an excellent workforce.

· That all staff will be given access to high quality and cost effective learning opportunities throughout their service.

Based on the Areas for Improvement (AFIs) identified during the Best Value Reviews of Police Training, 19 Foundations for Change have been developed. Implementation of the full change programme will require the effort and commitment of all those involved in the police training community as well as key stakeholders.

The proposals require forces and partnership agencies to work together in the development of collaborative solutions to shared problems. The Foundations for Change are intended to be sufficiently broad to reflect the uniqueness of local circumstances, whilst providing an opportunity for consistent approaches that have the potential to resolve common issues and promote organisational learning for the mutual benefit of all involved. 

Forces and Police Authorities will wish to consider the Foundations for Change as a programme of separate, potential projects, and are invited to either:-

· Adopt

· Adapt

· Replace - The individual Foundations for Change with alternative propositions.

If replacement is decided upon the alternative approach to address the AFI category identified should be presented using the same format in order to facilitate the distribution to others.“
The Foundations for Change are not published as recommendations, but are designed to bring about strategic improvement in police training service provision. Northumbria Police cannot therefore ignore the strategic direction provided by this document.

Recommendation

1.
To adopt and implement the Foundations for Change.

Reasons

1. Each element interlinks with others to form a comprehensive and cohesive training cycle.

2. Will meet ministerial expectations and accord with HMIC direction.

3. Will enable scope for collaboration both regionally and nationally.

4. Will provide a quality driven, cost-effective and highly efficient system.

5. The provision of timely and accurate training will increase performance which results in the outcome of community reassurance. 
Improvement Plan

At a national or regional level there are as  yet no prescribed structures or time scales for implementation of the Foundations for Change. The Regional Strategic Management Group have been charged with overseeing the implementation of the Foundations for Change who in turn will be monitored by HMIC(T). All actions for improvement must support the achievement of business objectives at the force, regional and national levels.
1.  Improve the training function within Northumbria Police by adopting the National Foundations for Change.

 

Action 
Issue
Lead Manager
Target

1 To introduce strategic planning to encompass the whole training process.
1
Head of Training

Head of Performance Development Unit
TBA

2 Implement and consistently apply a Communication and Marketing policy to promote the activities of both the Training Unit and the Performance Development Unit.
1
Head of Training Head of Performance Development Unit
TBA

3 Extend the planning process to encapsulate all training throughout the force to meet the needs of clients and contractors.


1
Head of Training

Head of Performance Development Unit
TBA

4 Ensure adequate administration 

structures and staffing are provided to meet the needs of the training function.
1
Head of Training Head of Performance Development Unit
TBA

5 Adopt and implement regional and national performance indicators to benchmark performance.
1
Head of Training
TBA

6 Adopt the national training needs analysis model and utilise to determine needs, as directed by the Training Priorities Group.
1
Head of Performance Development Unit
TBA

7 Adopt the national training design model and utilise to determine the most appropriate training  to meet identified needs as directed by the Training Priorities Group. Create a validation process to ensure that each new or amended learning programme is fit purpose. 
1
Head of Training
TBA

8 Adopt the national evaluation strategy and the evaluation of training courses, as directed by the Training Priorities Group.
1
Head of Performance Development Unit
TBA

9 Cost all training using the national costing model. 
1
Head of Training 
TBA

10 Using the procurement procedure, examine the provision of training courses.
1
Head of Training Head of Performance Development Unit
TBA

11 Examine and explore new and innovative methods of training delivery.
1
Head of Training 

Head of Performance Development Unit
TBA

12 Determine suitable training facilities, for the force and with sufficient capacity to enable opportunities for collaboration. This includes both  accommodation for staff and students as well as properly equipped learning environments (classrooms etc.)
1
Head of Training Head of Performance Development Unit
TBA

13 Determine, where appropriate, greater community involvement at all levels of the training process. 
1
Head of Training Head of Performance Development Unit
TBA

14 Actively work towards attaining IiP. Once achieved, maintain and continually develop in pursuit of training excellence. The achievement of IiP will ensure that quality is embedded in all aspects of the training function. 
1
Head of Training Head of Performance Development Unit
TBA

15 Explore avenues for income generation.
1
Head of Training 

Head of Performance Development Unit
TBA

16 Adopt a PDR system linked to the National Competency Framework which will identify development needs.
1
Head of Training Head of Performance Development Unit
TBA

17 Adopt a harmonised approach to personnel issues which will ensure that:

· All Training staff are appropriately qualified and experienced for the specific roles they undertake.

· Staff development programmes are consistent and relevant to the generic groups to which they are targeted.

· Capacity issues are more readily identifiable  in terms of the numbers of staff available.
1
Head of Training Head of Performance Development Unit
TBA

18 Review and update the local Training Strategy. All policies and strategies developed and implemented should be both consistent and support the achievement of business objectives at the force, regional and national levels. Furthermore, local training policies and strategies should be aligned to the National Training Strategy. 
1
Head of Training Head of Performance Development Unit
TBA

19 Identify and where appropriate, implement alternative learning methods.
1
Head of Training
TBA

What impact will these changes have?

The benefits to Northumbria Police of adopting all the Foundations for Change are clear. By implementing a comprehensive and structured framework for training we will be able to standardise our procedures and comply with all aspects of the training cycle. Performance training needs can also be accurately identified and addressed and we will be able to determine whether the training provided is appropriate and a quality product. Having standard procedures throughout the training cycle will enable us to benchmark against other forces and engage in collaborative opportunities. This framework enables all aspects of the process to be measured ensuring Best Value.

Whilst this is not a core policing function, the training and development of both police and support staff is essential to ensure that the services provided by Northumbria Police are both effective and efficient. As mentioned in section 2, Staff plus Development equal increased Performance which results in increased Community Reassurance. (S + D = P = CR)

Detailed Assessment of Options

Cost
See details contained within Option 2

Quality
By the adoption of this recommendation, the force can provide a quality training service which accurately meets the needs of both the organisation and staff.  It will also enable the force to accord with the national framework for training, collaborative working arrangements and performance measurement. 

Performance
Accurately assessing training requirements and being able to address as well as measure the effect of training will undoubtedly inform and improve the whole training process.  Coupled with national, regional and local performance indicators the new framework will enable the force to benchmark performance.  

Ultimately, the outcomes of a much improved training service will be seen in the service delivered to the public, i.e. S + D = P = CR

Equity of Service
This option will improve equity of service across the force by linking with the Training Needs Process to ensure all Area Commands and Departments have access to a timely, quality and consistent training service.  

Sustainable Development
By adopting the national framework in its entirety the force will be in an ideal position to respond to future national developments and to meet changing local demands.

2.  Review management control of all training delivered by Northumbria Police.

The Option 

The Training Unit are the largest internal provider of training, but this is only estimated at 40% of the total training carried out within the force. The remainder of the training is carried out by Area Commands and Departments. Similarly the Training Priorities Group (TPG) do not control all of the training, particularly that delivered by specialists within Departments.

This option sought to examine management control to determine the full extent of the training delivered within the force and whether the current structures could meet future demands. 

What is Considered

This option and subsequent recommendation materialised from the local Best Value Review but was also driven by emerging national requirements. TPG involvement and central management of all training is considered essential to ensure that programmes, finance, staffing, premises and equipment can be costed, controlled, managed and prioritised on a macro scale.

The review examined options including devolved control and devolved budgets. Whilst these options were explored, the stakeholders and the Review Team recommend that management control should be centralised for the reasons set out below.

Currently, under the various management structures across the force, there is little or no scope to determine the quality and consistency of the training provided.  In addition, there are powerful drivers for the force to use the standard models within the national framework to ensure consistency, quality and accuracy within the training provision and to promote collaborative arrangements.  Under the present arrangements it will be extremely difficult to standardise the entire training function and to obtain comparative information through performance management. 

Finally, as the extent of training within the force is unknown, it therefore follows that the total cost of that training is also unknown. A new national requirement has been introduced for all forces to apply a national costing model and to design accurate annual costed training plans. Apart from the fact that the Chief Constable and Police Authority should be made aware of spending in this area, the data must be supplied to HMIC (Training).

Consideration has also been given to the management of specialist training where that training is either conducted by staff who perform a dual role or is outside the capabilities of the Training Unit. This may include training such as Search Training - Police Search Adviser (POLSA). In these cases responsibility for the training function will remain with the Department concerned.  However, that trainer and Department must comply with both national and force standards. 
Where training is to be kept local a business case must be submitted to justify why the training should not be under the management control of the Training Unit.

Recommendation

2.
To review management control of all training delivered by Northumbria Police.

Reasons

1.
Standardised control, coordinated and prioritised training programmes, finance, staffing, premises and equipment.

2.
Ensure compliance with the national training framework (Option 1).
3.
Ensure consistency, quality and accuracy within the training provision and to promote collaborative arrangements.

4.
Obtain comparative information through performance management.

5.
Apply the national costing model and design accurate annual costed training plans.

Improvement Plan

2. Review management control of all training delivered by Northumbria Police.



Action 
Issue
Lead Manager
Target

1.  Identify all  training which is conducted throughout the force outside the control of Training Unit
2
Head of Training Head of Performance Development Unit
December 2004 

2.  Determine which are to remain with the relevant department and those which will come under the management control of Training Unit
2
Head of Training Head of Performance Development Unit
December 2004

3.  Ensure where training is to be kept local, business cases are submitted justifying reasons.
2
Head of Training Head of Performance Development Unit
December 2004

4.  Ensure the collection of appropriate  information to allow the completion and submission of data for the National Costing Model
2
Head of Training
June 2003

What impact will these changes have?

Adopting the recommendation will enable proper control, coordination and prioritisation of training whilst ensuring quality, consistency and the promotion of collaborative arrangements. The true extent and cost of the training function can be established. 
Whilst this is not a core policing function, and as with the previous option, the training and development of police and support staff is essential to ensure that the services provided by Northumbria Police are both effective and efficient.
Detailed Assessment of Options

Cost
Staffing :

The adoption of the recommendation may lead to an additional staffing requirement.

Costs will depend on resourcing decisions including redeployment and civilianisation
Other costs:

Additional costs in the following budget areas; premises; IT; equipment; travelling; training; meals and refreshment.  

Quality
By adoption of this recommendation the force can control, coordinate and prioritise all training to ensure quality and accurately meet the needs of both the organisation and staff.  It will also enable the force to accord with the national costing model.

Performance
Meaningful performance assessment can be undertaken once training is controlled and prioritised centrally. This will inform and improve the process at all levels.

As with option 1, the outcomes of a much improved training service will be seen in the service delivered to the public, i.e. S + D = P = CR

Equity of Service


This option will improve equity of service across the force by controlling, coordinating and prioritising the training function to ensure all Area Commands and Departments have access to a timely, quality and consistent training service.

Sustainable Development
By adopting the recommendation the force will be in an ideal position to respond to future national developments and to meet changing local demands.

3.  Improve the tutor constable service.

The Option 

A crucial part of probationer development is the stage early in service when they are coached by a tutor constable. Northumbria Police operate this service, but there is no standard format. 

As a result of conducting the Best Value Review it is apparent that there are inconsistencies in the tutor role, their qualifications, their management and the service they provide. This option sought to examine these issues.

What is Considered

Nationally, HMIC ‘Training Matters’ (2002) sets out a comprehensive structure for the tutor function which recommends qualified staff and tutor units. The salient points from this document outline concerns and provide direction for future improvement. These include:

· The Fragility of the Tutor Constable System:- “There is little evidence of a structured service wide approach to the role of tutor constable which is an essential element of the PTP [Probationer Constable Training Programme.] Where probationers are in an operational setting, but inadequately tutored, they, their colleagues, the service and ultimately the public are at risk.” (Exec Summary)
· “Great value is seen in tutor units, with those forces making use of them having found that the benefits include:

· Provision of a safe learning environment

· Maintenance of standards and consistency of training
· Provision of a harmonised and corporate approach to local policing issues
· Resources to support operational patrols
· Development of proficiency through dealing initially with routine incidents.

· Structured management and assessment of the skill level.” (Paragraph 5.56)
· “HM Inspector recommends that tutor units be established, by the end of 2002, in every force.” (Recommendation 5.9)

· “There is a need for a robust, corporate and fair selection process incorporating a clear set of employment criteria which selects only those who have the potential and skills to carry out the role.“ (Paragraph 6.33)

· “Tutor Units must provide justification for their existence comprising clear aims and objectives related to local policing requirements. They must also include the following:

· A supervisor who is also a qualified trainer;

· The requisite number of qualified tutor constables to provide a set period of one-to-one probationer workplace supervision;

· Robust quality assurance and evaluation processes;

· Proper succession planning.” (Paragraph 5.68)

· “HM Inspector recommends that the Service, led by the Association of Chief Police Officers (ACPO), ensures that tutor constables are formally and regularly assessed by a qualified Training Development Officer (TDO) when performing their role.” (Recommendation 6.12)

· “Forces with a large rural area should consider the formation of a Tutor Unit in an urban setting in which their probationers can be placed before moving to the designated policing areas.” (Paragraph 5.57)

· “Must provide access to, and visibility on the part of top level managers.” (Paragraph 5.62)

Furthermore, the Home Office have published a document ‘Modernising Probationer Training’ (June 2003) which indicates that tutors will need to be qualified assessors.

On a local level each Area Command within the force is responsible for the tutoring of probationer constables. Across the force there are more than 200 constables currently available to undertake the role of tutor. Only two Area Commands, namely Newcastle City and Gateshead West, have an established and dedicated tutor unit. The remainder are attached to shifts and are engaged in normal operational duties. 
Other than in the existing tutor units, the officers performing the role of tutor are part of the shift strength and probationers work alongside them. When they are not engaged in the tutor role they are engaged solely with operational duties. There may be substantial periods of time between tutor roles.

Many tutors feel under pressure to perform in an operational capacity and their ability to do so is inhibited by the requirement to tutor. They also feel that there is insufficient time to provide a proper service to the probationers because of the pressure of being attached to shifts and required to respond to the radio.

There are no formal selection procedures in force for the recruitment of tutor constables nor are there any formal qualifications required by the force. The only training provided for officers performing this role is an in-house, one week tutor constable course and there is no refresher training for these officers.

There are no quality assurance mechanisms regarding the tutoring activity other than that provided by shift supervision.

The Review Team and a workshop comprising major stakeholders examined a number of options which included the following:

· Civilianisation

· Collaboration

· Outsourcing

· Cluster on an area basis

· Cluster at 1 or 2 central points

· Centralise at HQ location

· Locally based tutor units at each Area Command

These options were explored and it was decided by the stakeholders and the Review Team that the recommended option would be to establish tutor units on a cluster basis. This decision was justified for the reasons set out below.

Recommendation

3.  
To establish specific tutor units within the force.

Reasons

1.
Will ensure that motivated and experienced staff are appointed as tutors.


2.
Will ensure that staff are fully qualified and that their skills are kept up to date.

3.
Will comply with HMI direction as set out in ‘Training Matters’

4.
Focuses the tutors activity rather than being required to perform a dual role.
5.
Will provide an improved service for the probationer, their colleagues, the service and the public.

Improvement Plan

 3.  Improve the tutor constable service.

 

Action 
Issue
Lead Manager
Target

1 Determine the appropriate number and location of units required.
3
Head of Training Head of Performance Development Unit
December 2004

2 Determine the appropriate processes and procedures to ensure the effective management of the proposed units.
3
Head of Training Head of Performance Development Unit
December 2004

3 Introduce a suitable selection procedure to appoint experienced tutor constables and supervisors.
3
Head of Training Head of Performance Development Unit
December 2004

4 Provide suitable training for appointed staff.
3
Head of Training Head of Performance Development Unit
December 2004

5 Determine and introduce quality assurance and evaluation processes.
3
Head of Training Head of Performance Development Unit
December 2004

What impact will these changes have?

By adoption of this recommendation there will be a structured force wide approach to the role of tutor constable which is an essential element of the PTP. This will properly prepare probationer constables for the role and ultimately provide the public with a better service. Moreover, adopting the recommendation will enable proper control, consistency and coordination whilst ensuring quality. The true extent and cost of the tutoring function carried out can also be established. 

Detailed Assessment of Options

Cost
Staffing :

The adoption of the recommendation may lead to an additional staffing requirement.  Costs will depend on resourcing decisions including redeployment and civilianisation.
Other costs:

Additional costs in the following budget areas; premises; IT; equipment; travelling and training.

Quality
By adoption of this recommendation the force can control, coordinate and prioritise the tutor service to ensure quality and accurately meet the needs of both the organisation and staff. Moreover the staff will be properly qualified and assessed.

Performance
Meaningful performance and assessment can be undertaken once tutor units are established. This will inform and improve the process.

As with option 1, the outcomes of a much improved training service will be seen in the service delivered to the public, i.e. S + D = P = CR

Equity of Service
This option will improve equity of service across the force by controlling and coordinating the tutor function to ensure all Area Commands and Departments have access to a timely, quality and consistent training service.

Sustainable Development
By adopting the recommendation the force will be in an ideal position to respond to future national developments and to meet changing local demands

4.  Investigate the management control of all training officers and examine their areas of responsibility.
The Option 

There are 2 groups of individuals within the force who have a training remit, but no direct affiliation with the force Training Unit or other recognised training provider.

These groups are the Area Training Officers and the Departmental Training Coordinators. 

As a result of conducting the local Best Value Review it is apparent that there are inconsistencies in their roles, qualifications, their management and the service they provide. This option sought to examine these issues. 
What is Considered

Currently there are 23 full-time constables performing the role of Area Training Officer across the fifteen territorial Area Commands. However, there are only four full-time support staff performing the role of Departmental Training Co-ordinator in three of the nine Headquarters Departments. The remainder of the departments have a member of staff identified to deal with training needs, but this occupies only a small percentage of their time in addition to their normal role. All of these staff are managed locally.

When the force was restructured in 1992 full-time Training Coordinator or local trainer provision for the remaining six departments was not provided. As a consequence a large number of staff do not have immediate access to a full-time Training Coordinator. Support staff training is now a much higher priority on the training agenda.

All those engaged in full-time work as either an Area Training Officer or Departmental Training Coordinator have a heavy workload and perform a greater range of duties than simply training delivery. They all have an integral role within Local Training Priorities Groups and within Area Commands are a vital link in the Probationer Constable process. During the Best Value Review the Training Officers and Training Coordinators expressed their concern at the variation and inconsistency of their role. They also felt the lack of appropriate training and qualifications for the role limited their capability in designing and delivering training.
No formal qualifications are required for the full-time staff to undertake their duties. Some staff are qualified to Cert. Ed. standard (in their own time) whilst others have no related qualifications at all. This group of staff are regularly required, by the Training Priorities Group, to deliver pre-prepared training packages to staff within their Area Command or Department. They are also required to prepare and deliver their own packages, as directed by the local Command Team. The quality of these packages varies considerably according to the experience of the individual and the direction given.

As can be seen there are competing demands placed upon their time and in the main they are ill prepared for the role. There is invariably no needs analysis conducted, no validation, no quality assurance, no consistency, no costing, and no evaluation therefore there is considerable scope to improve the service.

The Review Team and a workshop comprising major stakeholders examined a number of options which included the following:

· Cluster Area Commands together

· Partnership with other outside agencies

· Buying in the service

· Flexible approach - can the service be delivered by other ‘experts’ in the Area Commands/Departments?

· Centralising ATOs/DTCs - location/management 

· Formal mentoring/coaching

· Computerised training

· Distance learning

These options were explored and it was decided by stakeholders and the Review Team to make two recommendations. These decisions were justified for the reasons set out below. 

Recommendations

4a. 
Centralise management of the full time staff engaged in the role of Area Training Officers and Departmental Training Coordinators. 

4b.
Training Officer will not encompass responsibility for Probationary Constables.

Reasons

1.
Standardised management structures and coordinated and prioritised training programmes. 

2.
Ensures consistency, quality and accuracy within the training provision.

3.
Ensures compliance with the national training framework (option 1)

4.
Allows for the application of the national costing model to locally delivered training. 

Improvement Plan

 4.  Investigate the management control of all training officers and examine their areas of responsibility.
 

Action 
Issue
Lead Manager
Target

1 Determine the appropriate number and location of Training Officers required.
4
Head of Training Head of Performance Development Unit
April 2004

2   Determine the appropriate, policies processes and procedures to ensure the Training Unit has management control of Training Officers.
4
Head of Training Head of Performance Development Unit
April 2004

3 Introduce a suitable selection procedure to appoint additional staff if required.
4
Head of Training Head of Performance Development Unit
April 2004

4 Commence suitable training for all staff.
4
Head of Training Head of Performance Development Unit
April 2004

5 Explore the feasibility of  civilianisation of all Training Officers.
4
Head of Training Head of Performance Development Unit
April 2004

What impact will these changes have?

Adopting the recommendation will enable proper control, coordination and prioritisation of training whilst ensuring quality, and consistency. It will prepare staff for the role of Training Officer and provide them with appropriate qualifications and support to ultimately improve the service.

The true extent and cost of the training function carried out locally can be established. 
Whilst this is not a core policing function, and as with the previous option, the training and development of police and support staff is essential to ensure that the services provided by Northumbria Police are both effective and efficient.
Detailed Assessment of Options

Cost
Staffing :

The adoption of the recommendation may lead to an additional staffing requirement.  Costs will depend on resourcing decisions including redeployment and civilianisation.
Other Costs:

Additional costs in the following budget areas; premises; IT; equipment; travelling and training.

Quality
By adoption of this recommendation the force can control, coordinate and prioritise all local training to ensure quality and accurately meet the needs of both the organisation and staff.  It will also enable the force to accord with the national costing model. Moreover the staff will be properly qualified and assessed.

Performance
Meaningful performance and assessment can be undertaken once local training is managed and prioritised centrally. This will inform and improve the process.

As with option 1, the outcomes of a much improved training service will be seen in the service delivered to the public, i.e. S + D = P = CR

Equity of Service


This option will improve equity of service across the force by controlling, coordinating and prioritising the local training function to ensure all Area Commands and Departments have access to a timely, quality and consistent training service.

Sustainable Development
By adopting the recommendation the force will be in an ideal position to respond to future national developments and to meet changing local demands

5.  Progress the range of service improvements highlighted throughout the Best Value Review. 

The Option

The local Best Value Review, identified 44 areas for improvement. Many of these areas were captured within the Foundations for Change document which forms option 1 of this report. A further three areas highlighted within this review form options 2 to 4 of this report.  However, the review also identified a number of service improvements.  This option highlights the topics raised, they are summarised under five headings :-

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

· Poor Course Attendance - Poor attendance at a range of training events reduces the effectiveness and productivity of training delivery.

· Course Scheduling and Alternative Learning Methods - 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.

· Accommodation - The training estate situated on the headquarters site comprises, in the main, ‘temporary’ prefabricated units which were built in 1984 to house staff and students. 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.

The Way Forward

It is recommended that the issues raised are addressed by the Management Team of the Training Unit.  The most appropriate course of action will be determined and an exceptional reporting process will be adopted.

