NORTHUMBRIA POLICE AUTHORITY


             21 July 2004

DEVOLVEMENT OF POLICE STAFF SALARY BUDGET

Joint Report of the Chief Constable, Personnel Adviser and Treasurer
1
PURPOSE OF THE REPORT
1.1
The purpose of the report is to seek approval to the devolvement of police staff salary budgets.
2
BACKGROUND
2.1
The Police Authority agreed on 26 February 2003 to the introduction of a twelve month pilot scheme to run from 1 April 2003, with Criminal Justice Department and Newcastle East Area Command chosen as the pilot sites (minute 240 – 2002/03).

2.2
A six-month evaluation report was submitted to the Police Authority on 26 November 2003 (minute 150 – 2003/04) where members agreed the following:

 in principle, to the devolvement of police staff budget as a permanent feature of the Force’s scheme for devolved financial management;

 in principle, to the extension of devolving the police staff budget by Chief Officers to all area commands and departments at an appropriate juncture, in light of the progress of the Public Service and Performance Review, and that effective protocols will be developed. 

 to receive a further report after the conclusion of the pilot.

2.3
The introduction of the new Force structure is an appropriate juncture at which to introduce devolved police staff salaries, providing there is an opportunity to improve performance by linking resources to operational outcomes.  Such devolvement is in line with Her Majesty Inspectorate Constabulary (HMIC), who consider it appropriate to pursue devolvement when suitable arrangements for monitoring and control are in place.

3
DEVOLVEMENT OF POLICE STAFF SALARY BUDGET - PILOT SCHEMES
3.1
The pilots worked within the following control framework:

 compliance with the existing financial controls for the scheme of devolved financial management;

 the devolved police staff salary budget was ring fenced so that virement into other devolved budget headings could not be made;

 contractual and financial commitments beyond the end of the pilot could not be made, however, any savings could be carried forward into the following financial year, 2004/05 and spent on police staffing.

 local discretion regarding the grading and evaluation of police staff posts would not be permitted, as existing central control procedures would still apply.

3.2
The evaluation would consider:

 the framework of accountability and the requirement of future controls;

 the benefits experienced by the pilot sites, including financial performance, flexibility in the use of resources and the impact on forward planning.

3.3
The budgets devolved to the pilot site reflected the full cost of the police staff establishment for the year less 3% to allow for normal staff turnover.

4
FINDINGS
4.1
Criminal Justice Department
4.1.1
Criminal Justice is a large department with 292 full time equivalent (FTE) police staff.  The staff are employed at a Criminal Justice headquarters department,  Central Information Bureau based at Cramlington, and Administrative Support Units based within several Area Commands.

4.1.2
The financial result for 2003/04 is as follows:

Devolved

Budget

£
Actual

Expenditure

£
Underspend

£





4,750,000
4,459,000
291,000
(6.1%)


4.1.3
During the course of 2003/04 the department was able to create posts to deal with temporary increases in workload in specific areas.  In addition, new supervisory posts were created to improve performance in certain areas of the department.

4.1.4
Flexibility in the use of resources was achieved by:

 considering the establishment in working hours rather than full time equivalents

 adjusting employees’ working hours to cover sickness absence

 agreeing to requests for reduced hours working

 supporting individual development and succession planning.

4.1.5
The Management Team was able to plan and resource improvements and development opportunities by generating savings and reinvesting them during 2003/04.  In addition, initiatives were planned for 2004/05 to be financed from savings in 2003/04.

4.1.6
The Management Team felt that the increased freedom and flexibility during the pilot had been very positive.  However, they felt that the greatest benefits would be achieved over the medium to longer term.

4.1.7
The Management Team felt that further benefits could be achieved if, in future they had more freedom to specify roles and numbers of staff, with specialist support from Personnel Services.

4.2
Newcastle East Area Command
4.2.1
As a result of the force restructure (Public Service and Performance Review) Newcastle East is now part of the Newcastle Area Command.  In 2003/04 the police staff establishment was 25.5 FTE.  The financial result for 2003/04 was as follows:

Devolved

Budget

£
Actual

Expenditure

£
Underspend

£





457,000
414,000
43,000
 (9.3%)


4.2.2
The Area Command were able to achieve similar short term benefits to Criminal Justice Department regarding flexibility in the use of resources, such as covering sickness absence and adjusting working hours.

4.2.3
The Management Team were able to make financial savings but due to the relatively small size of the budget and the changes to the area command structure in 2004/05 they had not made any plans to reinvest them.

4.2.4
However, they felt that devolvement had a positive impact on the management of resources within the Area Command and over a longer period they would have expected to use the resources released to initiate improvements.



4.3
Summary
4.3.1
Both pilots met their financial objectives and stayed comfortably within budget over the period.

4.3.2
The size of the budget was a significant factor in the extent of the benefits achieved, particularly in respect of medium term planning.  This proved to be restrictive for Newcastle East.  However, as there are now only six area commands the average devolved police staff budget would be £1,500,000 compared with £457,000 allocated to Newcastle East Area Command during the pilot.

4.3.3 Flexibility and improved use of resources were demonstrated during the pilot particularly within the Criminal Justice Department, where there is a larger number of police staff.

5

PROPOSAL

5.1 The pilot results have demonstrated the advantages to be gained from the devolvement of police staff salaries at a local level.  Ultimately, improved value for money and the effective use of staff resources will impact on the overall performance of the Force.

5.2 Devolvement will also benefit staff.  Managers will have the ability to put more resources into pressured areas where workload has increased or staffing has been reduced due to sickness or other factors.  This can have the effect of reducing the burden placed on staff caused by workload peaks and absences.  This compliments the Occupational Health Strategy where the main aim is to reduce sickness levels across the Force.  Additionally the flexibility to vary hours of work created by devolvement will enhance managers ability to positively consider requests for flexible working.  This supports the Forces’ aim to be a family friendly employer.

5.3 The Authority’s medium term financial plan anticipates significant growth in police staff over the next three years.  It will be difficult to meet all of these demands in the current financial climate.  Devolvement of police staff salaries will provide an opportunity to meet some of the growth from savings made at a local level.

5.4 Given the success of the pilots and the potential for devolvement to support both corporate and local objectives, it is proposed to progressively increase the level of devolvement with the aim of devolving all of the police staff salary budget, with the exception of some small central departments.  The total police staff salary budget for 2004/05 is £35m.

5.5 To successfully achieve this Area Commands and Departments must have the required support available to them at local level and from finance department, headquarters.

5.6 In addition, local managers must work within a framework which gives them the required freedom to manage their budgets effectively but also ensures robust controls are in place locally and centrally.  This framework will be in place before 1 April 2005.

5.7 Business Managers have currently been appointed, and it is expected that the Finance Officers will be in position prior to the 1 April 2005.  It is proposed to devolve police staff salaries budgets, with a total value of £9m to area commands from 1 April 2005.

5.8
Support arrangements within central departments are expected to be finalised during 2005, but not in time to facilitate devolvement of this budget to all departments from 1 April 2005.  However, arrangements will be in place in Criminal Justice Department and Finance and Central Services Department which will enable devolvement of this budget for these departments from 1 April 2005.

6
CONTROL FRAMEWORK  

6.1
Central and Local Support

6.1.1 A report was agreed by members at the Police Authority Meeting held on 28 April 2004 (Minute 22 2004/05) which detailed the staffing structures for the new Area Commands arising from the Public Service and Performance Review Phase I.

6.1.2 Every area command will have a Business Manager who will prepare and manage the business plan and oversee devolved budgets and the personnel function.

6.1.3 The Business Manager will be supported by a Finance Officer who will carry out the day-to-day management of the devolved budgets.  The Business Manager will ensure that the devolved budget is operated within the financial regulations of the Police Authority and within the detailed financial rules for devolvement as set out by the Director of Finance and Central Services in consultation with the Treasurer.

6.1.4 A Personnel Officer will be located within the Area Command, but will remain directly responsible to the Head of Personnel, and will advise the Business Manager on the implications of employment law and the application of Personnel policies when considering change.  The Business Manager will ensure that the devolved budget for police staff is operated within the rules and controls for personnel management as set out by the Assistant Chief Constable (Management Services).

6.2
Financial Controls

6.2.1 The adherence to agreed financial controls will be mandatory to ensure corporacy at all times.

6.2.2 The local Finance Officers will monitor spending on police staff salary budgets, providing finance department, headquarters with a monthly report to facilitate central monitoring of the overall Force position.  The central role will be to quality assure the local report taking due account of factors including, spend to date, vacancy levels and budget profiles.

6.2.3 Proposals for additional staff over establishment will be subject to agreement by the Director of Finance and Central Services and Assistant Chief Constable (Management Services).  The decision will be based on an assessment of affordability and sustainability and will provide necessary authority for the creation of a new permanent post.

6.2.4 There will be no virement out of the police staff budget to underpin other budget areas.  However, there will be freedom to vire into the police staff budget from all budget heads (except the external training budgets), and also to apply accumulated savings from within the reserve account.

6.2.5 All posts supported by external funding will be managed outside of the devolved budget.  When funding expires, it will be a local management decision subject to 6.2.3 above, as to whether the post is retained or not.

6.2.6 The Devolved Financial Management Manual of Guidance will be updated with all guidance pertaining to this matter.

6.3
Personnel Controls

6.3.1
Protocol

The framework developed to govern the conduct of the pilot has been proven to be successful during evaluation.  A more detailed protocol has been constructed based upon the evaluation of the pilot.  This will provide corporate management with effective oversight of the operation of devolvement and the ability to influence progress at any juncture.  

6.3.2 Guidance for Managers
A comprehensive set of guidance notes has been prepared for use by area command management to enable the effective application for devolved police staff salary budgets from a personnel perspective.  The main features of the protocol include:

· Liaison at an early stage in the process between area command management and the Personnel Department;

· Recognition of the importance of equal value issues and the need to maintain the integrity and consistency in grade setting and role definition in a devolved environment;

· Formal approval for change with corporate dimensions impacting on Personnel strategy or policy;

· Formal approval for change with Personnel implications for other parts of the Force;

· Approval by the Personnel Adviser, Police Authority in line with current practice;

· Access to specialist advice throughout the process.

6.3.3 Distributed Personnel Officer Posts
Management responsibility for Personnel Officer posts to be dispersed to work within each area command will remain with the Head of Personnel.  These posts will be responsive to the needs of area command management in providing advice on the implications of employment law and the application of Personnel policies whilst ensuring that the corporate needs of the organisation are also met.

6.3.4 Resource Management Group
There will continue to be a requirement for area command management to prepare and submit detailed business cases in support of resource changes having corporate implications.  This will provide the Resource Management Group, chaired by the Assistant Chief Constable (Management Services) with the opportunity to quality assure and, where necessary, veto inappropriate change proposals.

7
EQUAL OPPORTUNITIES IMPLICATIONS

7.1
Nil

8
HUMAN RIGHTS IMPLICATIONS

8.1
Nil

9
FINANCIAL IMPLICATIONS

9.1
The Treasurer confirms there are no financial implications arising from this report, as the scheme of devolving Police Staff Salaries will be met from within the existing revenue budget.

10
RECOMMENDATIONS


Members are asked to:

i) agree to Criminal Justice Department continuing with the devolvement of their police staff salary budget as per the rules of the existing pilot scheme up to the 1 April 2005.

ii) agree to the devolvement of the police staff salary budgets to area commands, Criminal Justice Department and Finance and Central Services with effect from 1 April 2005.

iii) agree the devolvement of the police staff salary budgets to the remaining central departments, where appropriate, when support arrangements have been put in place.

iv) to note the framework of controls set out in Section 6 of the report.

v) to receive a further report, at the end of the first full financial year of devolvement.

