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INTRODUCTION

This is the third in the series of reports to Members about the progress of Best Value, looking back at past experiences and building on these to move forward. Best Value has been in place since April 2000 and our approach has been one of joint working between Northumbria Police Authority and Northumbria Police to seize the opportunity to improve services.  There have been a number of successes; seven Best Value reviews are under way and thirteen have been completed.  Implementation has been finalised on six reviews and is continuing on the remainder.  The impact of these reviews will be assessed later in this report. The legislative regime of Best Value provides an important framework for all types of organisational change and is not going to become obsolete.  
Our approach to Best Value continues to evolve to take external developments and internal influences into account.  We need to build on the successes so far and move forward to further embed the Best Value ethos within the everyday working of the force and the authority.  This report will highlight the ways in which our approach to Best Value needs to move on and details how this will be done.  Firstly, the report looks back at what has happened in the last year and details the impact Best Value reviews have had.  The report then goes on to describe the developments and initiatives that are driving change and details how these will be addressed.  The report concludes with an action plan of how changes will be implemented and by when.

LOOKING BACK

Impact of reviews

Each Best Value Review is finalised with a set of recommendations, which is then tracked and managed through the Best Value Development Group with quarterly updates to Members.  It must be recognised that the recommendations made are valid at the time of the review.  As has been reported previously, many other influences can impact upon how these recommendations are then implemented, including the passage of time.  Some of this has been resolved in making the recommendations of reviews SMARTS based and conducting reviews which are broader in their scope so issues are not addressed in isolation.

ASU/CCL

This review generated a number of recommendations which when implemented would ensure that the service to victims and witnesses would be improved and the timeliness of updates of court results would be further improved.  The implementation of the recommendations has led to the use of email and text messaging to provide updates to victims and witnesses involved in cases.  

In addition, timeliness of updates and warnings has been improved and Northumbria Police performance at updating court results was highlighted in national news recently following the Soham trial.  Following implementation of all the recommendations from this review, Northumbria Police is in advance of the requirements of the new victims of crime bill currently progressing through Parliament.

In addition, benefits can be realised through working more closely with other partners in the criminal justice system.  A plan to progress co-located units has been developed and this will be implemented over the next 2-3 years.

Race Relations

The recommendations from this review covered the whole range of Northumbria Police Authority and Northumbria Police activity.  They have subsequently been reinforced by the Race Relations Amendment Act 2002.  Implementation of the review is now complete and has led to enhanced recruitment of minority ethnic officers and a diversity unit established focusing on recruitment and equality of opportunity. New stop and search guidelines have been introduced and complaints about the use of those powers have reduced.  This has in turn led to an increase in feelings of trust and confidence amongst minority ethnic communities.  In the Northumbria Police Authority Residents’ survey, the percentage of non-white residents who believe that the police have a good overall understanding of the local community increased from 50% in 2000 to 67% in 2003.

A protocol is now established to share information with external agencies.  This is further being considered in line with force information sharing protocols.  Regular surveys of satisfaction with the service provided are conducted with 60% of those responding being satisfied or very satisfied and almost 80% saying that the service had a good understanding of the black and minority ethnic community needs.

ID Unit

The issues raised by this review related to the number of cancelled parades and delays in holding parades.  Since the review has been completed, technology has moved on to allow the use of digital equipment and legislation has also allowed for changes in approach.  Through the implementation of the recommendations there has been a substantial reduction in waiting times for parades and shorter waiting times for escorting officers.  The use of technology has generated efficiency savings of almost £60,000 in 02/03 with over £200,000 savings expected in 03/04 and there has been good feedback from Area Commands and solicitors about the service as a whole.

Arrangements are now in place to civilianise two posts within the Unit using the powers prescribed under the new legislation.  It is hoped that current, experienced staff will be available to train and pass on good practice to the new staff.

Force Crime Teams

Force Crime Teams provide specialist support to area commands and departments.  The main finding of this review was that the service needed to be more effective in supporting the delivery of front line policing to the public. The tasking and co-ordination processes introduced following implementation of the National Intelligence Model are now more transparent so that resources can be focused on needs of Area Commands.  There have also been efficiency savings through increased use of technology.  One of the most highly thought of services was surveillance. The review recommended an assessment of the evidence for increased surveillance resources.  This was completed and it concluded that currently no increase in resources is required to meet demand. 

Central Support Unit

This review found that CSU resources needed to be more focused when not tasked with firearms work and this other activity needed to be measured and directed effectively.  As a result of the implementation of the recommendations, a new range of performance measures have been introduced to measure non-firearms related activity.  This has led to a 5% increase in arrests and 3% increase in officer days on patrol.  In addition changes in resource arrangements has generated £60,000 efficiency saving.

Child Protection/Domestic Violence

The main recommendation from this review was the instigation of a pilot family unit.  This was set up in North Tyneside to bring together partner agencies such as the police, social services and health services.  This goes further than Lord Laming has recommended in his inquiry into the death of Victoria Climbie, as published in January 2003.  His recommendations focus on improving the effectiveness of joint working but do not go as far as recommending joint partner units.  The pilot has been very successful, improving the service to all types of user, and there has been positive feedback from all stakeholders.  This was reflected in an internal evaluation of the pilot. 
Custody

The recommendations of this review were wide-ranging and will take considerable to be fully implemented.  However, a significant number of recommendations have been completed.  As a result of the recommendations, the training of custody staff has been improved and various IT systems have been modified to support the work.  A major Management of Offenders Project is now being progressed in force, which will incorporate many of the outstanding management and estate issues.  The appropriate adult service has been improved considerably and feedback is positive.  A pilot custody nurse scheme has been introduced and this has substantially reduced waiting times.  As a result of the rationalisation of custody suites, 3 custody suites have closed and 15 officers have been returned to frontline duties so far with prospects for a further 20 in future.

CDUs

The review generated a range of recommendations, for instance new arrangements for work of the Crime Prevention Officers (this is now being considered under the BVR of Community Safety) and the civilianisation of Licensing Officers.  A pilot of civilianisation of a Licensing Officer post has been commenced at Gateshead.  Work to date has shown that good relationships are being formed with the relevant parties and that feedback has been good.  An evaluation will be carried out at the end of the pilot.

The work of the CDUs and crime-recording unit will be further considered under the Public Service and Performance Review as it is recognised that it must be considered as a strategic issue rather than in isolation.

Fleet Management

Since this review was completed in August 2002, a number of the recommendations have been implemented.  A formula has been developed to determine the optimum fleet size for the force and additional vehicles are now included in the financial planning.  New arrangements for the maintenance of vehicles at weekends are now in place with the procedures for carrying out routine safety checks being rigorously enforced. Improvements have also been made to the customer contact arrangements.  Arrangements are in place for Area Command staff to deliver and collect their own vehicles from the workshop and a pool of vehicles is now available for staff to use when area command vehicles are being repaired.  Following a successful pilot with a 25% reduction in police vehicle collisions, Incident Data Recorders are now being fitted to all new liveried vehicles.  In order to ensure effective service, monitoring arrangements are being devised for the various contracts the workshops hold with external contractors and with a suite of performance indicators are being developed to monitor workshop activity.  The outsourcing of the removal of vehicle livery and the recovery of uninsured losses has been arranged and the 2 uneconomical internal fuel sites have been decommissioned. 

In addition, there have been efficiency savings realised from charges to National Crime Squad.

Catering and cleaning

This review was completed in October 2002 and many of the recommendations from this review have been finalised.  All staff restaurants, except HQ, have been closed with the HQ facility being refurbished.  This has increased the available space in Area Commands for operational use as per the ethos of the Audit Commission report ‘Action Stations.’  The specification for the catering service has been revised with a new service having been procured for HQ.  The weekend cleaning service at Whitley Bay, Prudhoe and Southwick has been reduced with consideration being given to a new specification which incorporates the separation of waste for reuse/recycling.  Currently performance is very good with the percentage of poor standard areas inspected below the 1% target.

IS&T

This review, completed November 2003, is in the early stages of implementation with a communication strategy being drafted.  In addition, the use of available technology is being enhanced with the planning of appropriate supporting structures. IS&T are working closely with other departments to improve the capability to deliver IT services.  The implementation of the remainder of recommendations is continuing and will have greater impact on the services delivered directly to the public. A mobile data pilot has commenced, allowing a trial group of staff to send and receive email on the move as well as allowing access to their desktop calendars. The testing of this limited system is an essential precursor to any future expansion of service such as allowing PNC checks etc.
Coroners Officers

Implementation of this review, signed off in February 2003, is now almost complete with a Coroners’ Officers’ Charter and Service Level Agreement now being in place and circulated to relevant stakeholders.  The management of the Coroners’ Officers is being centralised with the civilianisation of police officer posts almost complete and cluster and on call arrangements about to commence.  Arrangements to measure service user satisfaction and service performance indicators are also in place.

North East Air Support Unit

This review was completed in September 2003 with the main recommendation being replacing the fixed wing aircraft with another helicopter.  A bid for funding was submitted to the Home Office to assist with the purchase which has now been approved.  The helicopter is scheduled to be in service by April 2005.  In addition, an Air Support Strategy is currently being drafted and a range of local performance indicators is being devised.

Training

The Best Value review of Training was both a national and local review.  Nationally, 19 Foundations for Change were developed and these are being implemented by forces and authorities in the region working together.  The recommendations which address local issues are being taken forward by Northumbria Police Authority and Northumbria Police.  Local recommendations related to centralisation of training, improving the tutor constable service and enhancing the role of area training officers.  All of the training delivered by Northumbria Police has been examined with a decision made as to which elements will come under the control of the Training Unit.  Much of the in-house training managed by the training co-ordinators/area training officers will be become the responsibility of the Training Unit.   Plans are in place to pilot an improved tutor constable service which will be evaluated after six months.

DRIVERS FOR CHANGE

The pace of change has been immense since the last Best Value Development Report. It is clear that there are a number of external and internal influences that the authority and force will need to take into account in order to maintain a high standard of service at a time of constant change and reform. The commitment to continuous improvement requires a regular review of how the authority and force approach Best Value.

This section describes some of the main areas of activity that need to be taken in account.

External developments

The Home Office has published Best Value and Planning Guidance, building on and replacing all previous statutory guidance.  As the new guidance is specific to the police service it is therefore more robust and useful.  The guidance, published in early September 2003, is well structured, clarifying exactly what is required of police authorities and going on to suggest things that should and could be undertaken. The Home Office has stated that authorities have not realised all of the potential benefits of Best Value and that this is an opportunity to re-assess their approach to ensure services to citizens are transformed.  

HMIC have recently developed a new inspection process, which is based on a baseline  assessment of the whole force.  This new process influences Best Value in two ways, firstly the judgements and recommendations of previous Best Value review inspections form part of the baseline assessment.  Secondly the results of the assessment should be taken into account when authorities and forces agree their programme of future reviews.  Northumbria Police Authority and Northumbria Police need to continue to address recommendations made in HMIC and Audit Commission inspections and audits and take account of any advice when agreeing the programme of reviews.

The police reform agenda continues to develop, with a number of new proposals taking shape as outlined in the consultation document ‘Policing: Building Safer Communities Together’.  These options for change, if taken forward, will have a significant impact on service delivery and will therefore affect the authority and the force.

Internal influences

This has been another year of progress for Northumbria Police Authority and Northumbria Police.  The authority has undertaken a pilot of the Association of Police Authorities Improvement Programme, which involves completing a self-assessment framework.  Within Northumbria Police, the Public Service and Performance Review is being progressed. This will have wide-ranging implications for how Northumbria Police is structured and how central support services are provided.  Additionally, there are a number of ongoing reviews.

Improvement Programme

In 2001, the APA began launched a ‘police authority improvement programme’.  As part of this they developed a self-assessment framework.  Northumbria Police Authority was one of 7 police authorities chosen to pilot this framework.  The self-assessment involved looking at all areas of police authority activity to assess our effectiveness.  The Audit Commission in the role of critical friend then considered this assessment and their comments were used to identify areas of potential improvement. 

From this, an action plan has been developed to address issues and areas for improvement highlighted by the process.  The plan covers such areas as improving engagement, increasing capacity and ensuring continuous improvement.  It also details desired outcomes for all of the actions.  The aim is to further enhance the effectiveness of the authority in carrying out its statutory functions.  

Public Service and Performance Review

Currently, the Public Service and Performance Review (PS&PR) is bringing about significant change.  This is a major internal review of Northumbria Police, the biggest since the mid 1990s.  There are several key strategic drivers which have risen in prominence over the last year or so e.g. the Best Value process; the emergence of an Estate Strategy; the changing partnership environment; and last but by no means least the Police Reform Programme.  The objective of the PS&PR is simple; to take Northumbria Police forward to meet the challenges of future policing and improving performance while providing the public with a better service.  The review, whilst not a specific Best Value review due to its scope and complexity, is using the principles of Best Value to ensure an effective and robust methodology.  In order to address issues around how services are provided in future, the number of Area Commands will be reduced and the provision of support from central departments will be reviewed.  This will result in many changes to the existing police structure but will be delivered in such a way as to ensure continued improved service and performance.

The Best Value process has highlighted those strategic issues, which need to change, but it can be difficult to progress recommendations in isolation.  The PS&PR will provide the framework to allow broad, strategic recommendations resulting from Best Value reviews to be progressed.

Current Best Value reviews

Over the last year, Best Value reviews have been progressed however there are still a number of large scale reviews outstanding.  The scope of these reviews is wide-ranging and cross cutting and their recommendations will have significant impact on front line services.  The reviews are at different stages and many are intrinsically linked.  

The current reviews are:

· Patrol and Investigation

· Community Safety

· Specialist Support for Front Line Policing

· Integrity

· Public Reassurance

· Human Resources

In addition to the above reviews the Advice to the Authority review is still underway.  This was defined when the programme of Best Value reviews was first developed and its scope is limited and discrete.  The review has identified improvements that have been fast-tracked through the authority and have already enhanced the effectiveness and efficiency of the procurement and estate management processes.  In the meantime, the pilot APA improvement programme, which covers all the authority’s activities, has generated a number of areas for improvement which are being taken forward.  The self-assessment provides a clear baseline of the whole authority from which improvement can be demonstrated.  It may be, therefore, appropriate to discontinue the limited Advice to the Authority review in its present form and schedule a more holistic Best Value review in the revised review programme.

Review programme

The programme of reviews is appraised annually but has not been fundamentally reassessed since October 2001 and the removal of the requirement for all activities to be reviewed within a five year period.   

The way in which police services are delivered has changed since the inception of Best Value.  Nationally the Police Reform Act 2002, Citizen Focused Policing and the Civil Renewal agenda will all impact on the authority’s and force’s approach. Locally the impact of the completed best value reviews and the potential changes generated by the PS&PR will need to be considered. 

Taking the above issues into consideration it is thought that the current timetable may not reflect the current local and national priorities.  

The current timetable of reviews is as follows:

2004/05

· Engaging criminality

· Corporate and strategic support

· Payroll and pensions

2005/06

· Administrative services support

· Financial services support

2006/07

· Managing volume crime and disorder

· Vulnerable persons service

2007/08

· Partnership working to address community safety

· Policing in the community

2008/09

· Managing our people

· Maintaining professional standards

· Specialist Activities

· Safer Communities, safer people

Whilst there is a need to revisit the remaining Best Value programme, the outcomes of internal reviews, the PS&P review and national pressures have confirmed the need to progress the review of ‘Engaging Criminality’ in 2004.

A more wide ranging scoping exercise needs to be undertaken to identify and prioritise what other areas need to be looked at from 2005.  This exercise will ensure that the services most in need of improvement and those most important to the public take priority and are reviewed earlier.

The issues in this sections have been taken into consideration to develop a way forward in relation to Best Value.

WAY FORWARD

In order to take Best Value forward and fully realise its potential a number of changes need to be actioned within the next 12 months.

The ongoing reviews need to be completed by March 2005 and the impact of these reviews and other completed reviews should be evaluated. This will ensure that the methodology remains proportionate and flexible and continues evolving which should lead to improvement in front-line services.  This should take place in parallel with the further embedding of the Best Value ethos within the daily work of Northumbria Police and Northumbria Police Authority.

The existing Best Value review programme needs to be updated by applying rigorous criteria and conducting a thorough scoping exercise.  This will guarantee that we have a review programme focused on the needs and concerns of the people of Northumberland and Tyne and Wear, and are able to improve the services most important to them.  

Best Value is not just about reviews.  There will be initiatives to raise awareness, and the profile, of Best Value with employees throughout Northumbria Police, highlighting the fact that everyone owns Best Value and it is everyone’s responsibility to continuously improve.  The outcome of this will be that everybody will know that Best Value is about everyone, involves everything and should be thought of every day – and that the important issue is “what matters is what works”.  This will be demonstrated by using Best Value principles for all change projects within Northumbria Police Authority and Northumbria Police and Best Value continuing to be an integral part of the planning process.

ACTION PLAN

This plan sets out a number of key areas for improvement which complement each other.  The actions in one area will support the achievement of action in others. A detailed SMART based project plan will be developed if the following actions are agreed.

Action
Timescale

Theme 1 - Completing all current Best Value reviews by March 2005

Tasks include: 

· Prepare a project plan for remaining reviews 

· Monitor progress against project plan
31/03/05

Theme 2 – Evaluating impact of completed and current reviews

Tasks include: 

· Develop an evaluation framework 

· Producing impact assessment
31/03/05

Theme 3 – Updating Best Value Methodology

Tasks include: 

· Produce revised BV documentation 

· Communicate changes to review teams and other stakeholders
31/12/04

Theme 4 – Continuing to embed Best Value ethos

Tasks include: 

· Increase training 

· Market Best Value
Ongoing

Theme 5 – Developing revised review programme

Tasks include: 

· Detailed scoping exercise 

· Develop revised review programme based on results
31/01/05
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