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SECTION 1 - WHAT IS THE CURRENT SERVICE?

The original scope of this review was “to examine and review the efficiency and effectiveness of general policing patrol and investigation procedures for routine incidents”.  One of the first difficulties faced by the review team was to expand this scope and to define the services under review.  There was no clear definition of patrol or investigation when the review started.  Much effort by the review team produced the following two definitions.
Patrol is the routine activity of uniform police personnel, when not allocated to a specific incident or task, with the aim of preventing crime, maintaining order and providing a reassuring visible presence for the public at large.

Investigation is the inquiry into the nature of a specific incident to establish what exactly has occurred and whether or not anyone may be culpable for any infringement of the criminal law.

The two functions of patrol and investigation are inextricably linked.  The services are carried out by police officers, including front line officers, Community Beat Managers, Special Constables and police staff including Traffic Wardens and more recently Police Community Support Officers, 24 hours a day, 7 days a week.  Patrol is conducted on foot, on pedal cycles and in vehicles.  Community Beat Managers provide a significant visible presence.  They are based in a specific community and are responsible for addressing the needs of the people of that community.  Part of this service is to provide a visible reassuring presence.

The specially trained officers from Operational Support Department and from Crime Management Department support the delivery of a visible, reassuring presence to the people of Northumberland and Tyne and Wear.  The services provided by Operational Support Department are currently being reviewed as part of the Best Value Review of Specialist Support to Front Line Policing, whilst the services provided by Crime Management Department are being examined within a recently commenced internal review.  

SECTION 2 - ARE THESE SERVICES CORE POLICING? 

The provision of visible and reassuring patrol does not, in itself, require the exercising of police powers.  The various street warden schemes running throughout the force area use resources to patrol without police powers.  However, it is not possible to separate the provision of patrol by the police from the provision of response to incidents and the investigation of crimes and incidents.  Patrolling police officers may be required to use their police powers at any time, for instance, to carry out a stop and search or to make an arrest.  Special Constables can exercise all of the normal police powers.  

Traffic wardens do not have general police powers but have some powers specific to their role.  These powers are not used for the patrolling aspect of their role but relate to the issuing of fixed penalty notices for traffic and parking offences.  The Police Reform Act extended the powers of traffic wardens to enable them to stop vehicles for testing or for other purposes. The Police Reform Act also allows for support staff to perform the role of investigation, detention and escort officers. 

One of the major provisions of the Police Reform Act relates to Police Community Support Officers (PCSOs) and Accredited Community Safety Organisations (ACSOs).  Northumbria has recently employed PCSOs within three area commands.  Their role definition describes their purpose to: -

 ‘Patrol allocated areas and work in partnership with the community and other agencies to contribute to Force initiatives for the achievement of effective public re-assurance, community safety and crime and disorder reduction’

PCSOs have certain police powers available to them; ACSOs do not.  For example PCSOs can issue fixed penalty notices for public nuisance, dog fouling, littering and riding on footpaths, request the name and address for fixed penalty offences and offences that cause alarm and distress to another, confiscate alcohol, cigarettes and tobacco products from young persons etc 

As with patrol, there are aspects of investigation that do not require the use of police powers.  For example during 2003 police staff Caseworkers began employment within Professional Standards Department, they work as part of an investigation team examining complaints made against all staff within the organisation.  Presently Northumbria is recruiting Investigating Officers to work within custody suites; their main task will be to interview suitable prisoners in custody.  For the purposes of this report the term ‘investigation’ is applied to investigations conducted as part of the function of front line policing. 

For the purposes of this review both services of patrol and investigation should be considered as core policing functions.  

SECTION 3 - WHAT RESOURCES ARE USED?

Employees
Staffing directly employed on the service is shown in the table below.


Full Time Equivalent

Police Officers


  PCs
2,197

  Sergeants
316

  Inspectors
71

Total Police Officers
2,584




Police Staff


  Traffic Wardens
56




Special Constables
153

  


Police Community Support Officers
45

Total
254

Cost
£99,787,000

The Community Support Officer programme attracts 50% Home Office Funding.  Grant of £330,000 was approved for 2003/04.

Premises
Staff involved in Patrol and Investigation use a range of premises at Area Commands, including parade rooms, sergeants’ and inspectors’ offices, report writing rooms etc.  Based on approximately 5,600 square metres, annual revenue costs total £815,000.

Specialist Equipment
No major items of specialist equipment are used in this service.
Any Other Major Cost Items
Vehicles

During 2003, 180 marked unit beat patrol cars were used force-wide in Patrol and Investigation, with a current value of £640,000.  Annual running costs total approximately £1,055,000.

The various types of vehicle are detailed in the table below.


Number

Ford Fiesta
36

Ford Focus
126

Nissan Terrano
13

Landrover Freelander
5

Total
180

Special Constables Expenses
Although Special Constabulary Services are provided on a voluntary basis, a range of expenses are paid to cover travelling, subsistence and other incidentals, totalling £64,000.  From 2004/05 a Capacity Building Project is planned, which will involve setting up a small project to support and develop the use of the Special Constabulary function, at a cost of £70,000 per annum. This will attract full funding from the Home Office for a period of two years.
Capital Schemes

The capital budget for replacement and additional vehicles is £2,800,000 for 2004/5.  This will support unit beat patrol cars as well as other Force vehicles.

No other capital schemes have been identified as directly supporting patrol.
Revenue Generated by the Service

The Force has a large number of externally funded schemes for the provision of police services, the majority of which will include an element of patrol.  No specific revenue has been identified as being generated solely from patrol activities.

SECTION 4 - HOW ARE THE SERVICES PERFORMING?

Information taken from a number of sources identify issues regarding the service under review.   All the views from recent public consultation carried out to determine policing priorities have been incorporated.   Views from internal stakeholders such as Area Commanders and front line police officers have also been obtained.

Public consultation
The most important indicator of Patrol and Investigation is what the public think of the services.  There are various measures already in existence that give an understanding of public perception. 

There have been four Northumbria Residents’ Surveys undertaken since 1995.  These surveys are carried out by an independent market research organisation.  The questions asked cover a range of issues including a number that relate to the services covered by this review.  A number of questions have been highlighted here to provide an indication of what citizens want and need from these services.  The sample sizes are shown in the table below.


1995
1997
2000
2003

Sample size
1,594
1,648
1,680
1,564
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The above chart is taken from the survey to show how satisfied respondents were with levels of service relating to visibility and reassurance.  The data shown does not include the mid-point (neither satisfied or dissatisfied) or ‘don’t know’ – this is in order to show clearly the contrast between satisfied and dissatisfied responses. 

As can be seen from the chart, a significant proportion of people are dissatisfied with the levels of foot patrol, although there has been little change in satisfaction over the four surveys.  At most, 23% of those surveyed were satisfied with this aspect of policing (1997).  People are more satisfied with the levels of mobile patrol and again this level remains largely unchanged over the four surveys.  However, in 2003, there was still a reasonably high percentage of respondents dissatisfied with the levels of mobile patrol (36%).

Increasing levels of foot patrol should increase satisfaction levels.  There is a link between how visible the police are and how reassured and safe people feel in their communities.  Whilst solely being visible will not solve the fear of crime, it is arguably the area of greatest disparity between public expectation and satisfaction and police performance and perception. Research conducted for the Home Office, as cited in “Open All Hours”, shows that certain groups of people (older women, pensioners and retired men and women) saw visible patrol as evidence that something was being done. The inspection report also found that some people feel that the police have withdrawn from communities.  They feel that “while crime issues are treated as a priority and dealt with professionally, the many instances of anti-social behaviour that trouble communities and erode residents’ quality of life are handled poorly, if at all.”

This is reflected in the concerns raised by the people of Northumberland and Tyne and Wear.  Every year the police authority consult the public in order to set policing priorities.  Youth disturbances and anti-social behaviour have figured prominently in the priorities.  ‘Dealing with disturbances from young people’ was rated fourth highest priority in both 2000 and 2001.  ‘Tackling anti-social behaviour and improving community relations’ was rated fifth and sixth most important in the respective years.  In 2002, 52% wanted a reduction in anti-social behaviour and 74% wanted to see more police on officers patrolling the streets.  This consultation exercise also gives citizens further opportunities to comment on the patrol and investigation service they receive.  In 2001, over 20% of those who made further comments said they wanted to see more police on the beat.

Research, quoted in the “Open All Hours” report, shows that being visible does provide some reassurance and is not “only a surrogate for more effective policing”. However, the best way to increase reassurance is to engage actively in problem solving whilst being visible.  For instance, creating and strengthening contacts with members of the community, engaging with the community and tackling anti-social behaviour both reactively and through the use of intelligence.

As can be seen from the chart, residents of Northumberland and Tyne and Wear are clearly much happier with response times to emergencies with relatively low levels of dissatisfaction.  They also seem fairly satisfied with the help and support given to victims (although a large number of respondents are neither satisfied nor dissatisfied).  

Levels of dissatisfaction with providing feedback after incidents have decreased.  However, more people are dissatisfied than satisfied with this aspect of our service, leading to the conclusion that there is more work to do in this area.

Whilst residents demonstrate a demand for more visible patrolling, fear of crime in Northumberland and Tyne and Wear has fallen significantly since the survey began, although this has now tailed off.  This suggests that people do feel reassured that their area is safer.  This trend reflects the actual reduction in the level of crime.


1995
1997
2000
2003

Residents who have either a great deal or a fair amount of fear of crime
41%
34%
27%
27%

Investigation
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The chart is taken from the survey to show how satisfied respondents were with levels of service relating to investigation.  The data shown does not include the mid-point (neither satisfied or dissatisfied) or ‘don’t know’ – this is in order to show clearly the contrast between satisfied and dissatisfied responses. 

As can be seen from the chart, overall people’s dissatisfaction levels have consistently reduced over the four surveys for two of the indicators shown.  After an increase in the 1997 satisfaction levels they have since remained constant.  The people of Northumberland and Tyne and Wear are less dissatisfied with our ability to solve violent crime (a crime they are most in fear of).  In contrast, more people are dissatisfied than satisfied with our effectiveness at solving burglary.  They are similarly dissatisfied with our efforts to prevent and reduce car crime.  This suggests there is room for improvement in our effectiveness at investigating crimes.

In addition to the Northumbria Residents’ Survey, every year victims of violent crime and burglary are surveyed to assess satisfaction levels with the initial response they received.  This is part of the Best Value Performance Indicator relating to user satisfaction.  The satisfaction levels over the past three years are shown in the table over.
Indicator
00/01
01/02
02/03
03/04

Victims of Burglary


82.8%

(+/- 2.6%)
78.1%

(+/- 3.5%)
83.8%

(+/- 3.2%)
77.4%

(+/- 3.5%)

Sample size
893
585
523
536

Victims of Violent Crime


84.5%

(+/- 3.8%)
81.7%

(+/- 3.2%)
82.8%

(+/- 3.3%)
78%

(+/-4.0%)

Sample size
376
615
522
419

As can be seen, victims of these crimes appear to be less satisfied with the service they received, although it is not possible to say whether this reduction is significant or not; due to the margin of error, the variance may be random.  Further analysis of responses shows that people are more likely to be dissatisfied if they have not received feedback after the incident.  

Police and Community Forums 

Around 80 police and community forums are held throughout the year, giving local people the opportunity to raise concerns over crime and disorder issues in their particular area.  

During 2002, the top five priorities stated by the citizens of Northumberland and Tyne and Wear were:

· Youth Disorder/ anti-social behaviour

· Issues related to local traffic problems

· Lack of feedback from the police

· Drug-related issues

· More police on the beat

The indication from the forums held in 2003 is that the public have again expressed their demand for a more visible police presence.

Other forces’ perspective

Other metropolitan forces were surveyed as part of the review, four out of seven forces returned the questionnaire.  The responses give a mixed picture.  Other forces face the same issues around local patrol policies, what resources are used to patrol with front-line staff supported by Traffic Wardens and Special Constables as appropriate and a lack of specific indicators to measure effectiveness in either patrol or investigation.  However, single crewing appears to be the norm based on a risk assessment approach. 

Internal perception 
Six focus groups were conducted with front line operational officers.  Eighty-five officers attended these focus groups, 16 officers had more than 3 years service.  The probationers’ service ranged from 19 weeks to 21 months.  

Summarised below are the issues raised:

· Single crewing

They felt that single crewing should not be pursued, citing health and safety issues.  They also felt it would be demotivating and open them to allegations.  Some felt it went against the training they had received

· Lack of availability

They felt this was due to the level of paperwork involved, the inefficiencies of the court system and a lack of police officers.  They also believed this stemmed from the level of incidents they are required to attend and unrealistic public expectation

· Lack of time to investigate

This was due to the shift patterns currently worked and that they are called away to other incidents

· Supervision

Officers felt there was a lack of consistency between different supervisors and that supervisors did not always have sufficient knowledge or experience

· Traffic Wardens

They felt that traffic wardens could be deployed better and their scope could be increased in order to support front line policing

· Special Constabulary

They felt that Special Constables could be utilised, trained and supervised more effectively.   Also that they needed to be more accountable and possibly remunerated

Internal staff surveys

Using the Northumbria Staff Survey of 2002 analysis of the responses made by frontline staff ie uniform patrol officers, Community Beat Managers (CBMs), Traffic Wardens and Special Constabulary members, revealed the following: -

· In relation to current shift patterns or working times, very high satisfaction levels, over 90%, were expressed by the above staff

· Satisfaction levels were high in relation to the type of work performed within their role, uniform officers 79%, CBMs 92%, Traffic Wardens 84% and Special Constabulary members 93% (force average 87%)

· Over 80% of all staff were satisfied with the guidance and lead from immediate supervisors

· The morale amongst frontline patrol staff was considered about right, although morale amongst Traffic Wardens and Special Constabulary members were a little lower

· 75% of all staff surveyed considered the status of Special Constabulary members to be low, whereas the status of uniform officers was considered about right

· With regard to routine single crewing of patrol cars 75% of uniform officers, compared to 56% of all staff, thought it would make the service worse

· Around half of frontline staff were dissatisfied with the training opportunities offered to them. This is the same level for all staff in force

Views of Area Commanders

Area Commanders were consulted as part of the review.  In general, there was a consensus of views.  The issues they raised are detailed below:

· There is difficulty in meeting public expectation within current resource constraints, but they believe that increased visibility contributes to a reduction in crime and disorder leading to a decrease in demand

· They recognised that any increase in community based policing should not be at the expense of success in crime reduction

· There are difficulties created by current force methods of managing our resources, e.g. shift patterns and crewing procedures

· They feel that there is limited corporate approach to the direction of patrol

· That briefings are of a variable quality 

· Supervisors skills are not invested in sufficiently

Performance overall 

In relation to Patrol and Investigation there are no national standards or specific internal measures, which specifically monitor this service.  The Policing Performance Assessment Framework (PPAF) is a joint initiative of the Home Office, ACPO and the APA.  Improved police performance is central to the Government’s vision of better public services.  The purpose of PPAF is to improve the performance of the police service.  It reflects the breadth of modern policing, filling in the gaps in current performance assessment, it is about ‘policing’ as a whole.  Specific measures, built upon existing measures are grouped under specific domains.  The domains are: - 

· Citizen Focus - public satisfaction with the levels of service from the police, as victims of crime, witnesses or otherwise 

· Reducing Crime - a proactive area, examining where policing activity helps to prevent and reduce crime 

· Investigating Crime - a reactive area, how policing solves crimes and brings offenders to justice 

· Promoting Public Safety - decreasing the fear of crime and promoting public safety 

· Providing Assistance - a reactive area where the police deal with the public when the latter come to them for assistance 

· Resource Use - the levels of resources available and how they are deployed.

The PPAF is a tool that will assist effective management of the police service both centrally and locally.  Measurements will be collected during 2004/05 and reported thereafter. 

There are a number of indirect measures of the effectiveness of patrol and reassurance which can be used for the purpose of this review.  The aim of patrol is to reassure the public, prevent crime and maintain order.  The indicators relating to fear of crime and feelings of public safety are shown below.  As previously stated, the public want to feel safer, and to be safer in their communities – patrol and investigation have a key role to play in delivering that.  The data below relates to the Northumbria Police area.

Indicator
01/02
02/03

Percentage with high levels of worry about burglary
17.4%

(+/- 3.6%)
15.6%

(+/- 3.8%)

Percentage with high levels of worry about car crime
17.1%

(+/- 3.4%)
17.4%

(+/- 4.7%)

Percentage with high levels of worry about violent crime
26.8%

(+/- 5.9%)
21.7%

(+/- 5.4%)

Percentage with high levels of perceived disorder
24.2%

(+/- 4.5%)
24.0%

(+/- 4.9%)

The table below compares data for 2002/03 with similar forces within our family

Indicator
N’bria
GMP
Cleve land
W Mids
W Yorks
S Yorks
M’

Side

Percentage with high levels of worry about burglary
15.6
17.2
16.8
20.4
19.8
21.0
17.2

Percentage with high levels of worry about car crime
17.4
20.3
18.6
20.4
23.0
25.8
20.7

Percentage with high levels of worry about violent crime
21.7
24.0
25.5
24.7
25.6
24.9
22.8

Percentage with high levels of perceived disorder
24.0
22.6
24.2
20.9
22.3
24.6
25.3

Note: - whilst data comparison is useful care must be taken with interpretation as the data supplied by other forces has differing sampling sizes and therefore differing margins of error.  However, the table above shows a mixed picture in comparing Northumbria’s performance with similar forces. We appear to have fewer people very worried about burglary, car crime and violent crime.  However, people in Northumberland and Tyne and Wear appear more likely to think that levels of disorder are high.  This supports the findings from the consultation that people are generally happy with how well Northumbria Police deal with crime but are concerned that quality of life issues are not tackled as well.

A new Best Value Performance Indicator was introduced in April 2002 to assess feelings of public reassurance. This indicator stems from and supports the police reform agenda.  The measures follow the lines of the questions used in previous Northumbria Residents’ Surveys allowing comparison with previous years.  The table below shows this information.

Indicator
1995
1997
2000
2003

Percentage of residents surveyed who said that they feel "fairly safe" or "very safe" after dark whilst outside in the local authority area
56%
57%
60%
58%

Percentage of residents surveyed who said that they feel "fairly safe" or "very safe" during the day whilst outside in the local authority area
94%
95%
95%
95%

This data shows little significant change over the survey periods.

There is also a performance indicator relating to the number of public disorder incidents per 1,000 population, which adversely affect how safe people feel on the streets of their neighbourhood.

Indicator
01/02
02/03
03/04

Number of public disorder incidents per 1,000 population
116.1
114.2
121.0

Detection rates give a good indication of the effectiveness of investigation, although they cannot be taken in isolation.  The table below shows the performance of Northumbria Police over five years.

Indicator
99/00
00/01
01/02
02/03
03/04

Percentage total crime detected
30.5%
31.3%
31.5%
31.2%
30.3%

Percentage violent crime detected
75.3%
75.0%
69.5%
61.6%
58.2%

Percentage domestic burglary detected
15.4%
15.5%
16.4%
17.0%
17.7%

Percentage vehicle crime detected
11.6%
10.8%
12.0%
12.8%
11.4%

The table shows a sustained improvement in the level of domestic burglary and vehicle crime detected.  The performance in relation to violent crime has deteriorated over the past five years.  Overall the percentage of total crime detected has remained relatively constant over the previous five years.  

Detection Indicator

% total crime
% violent crime
% domestic burglary
% vehicle crime

99/00
Northumbria
30.5%
75.3%
15.4%
Not available


Family average
26.2%
69.4%
15.0%



National average
29.4%
74.1%
18.1%


00/01
Northumbria
31.3%
75.0%
15.5%
10.8%


Family average
25.6%
64.2%
13.7%
8.6%


National average
24.4%
55.4%
14.2%
8.4%

01/02
Northumbria
31.5%
69.5%
16.4%
12.0%


Family average
23.1%
Not available
13.4%
7.8%


National average
23.4%

14.2%
8.6%

02/03
Northumbria
31.2%
61.6%
17.0%
12.8%


Family average
23.8%
Not available
12.7%
8.7%


National average
24.3%

14.6%
8.9%

The above table shows the performance of Northumbria Police in comparison to our family of forces.  The table indicates our performance to be better than the average of our family of forces over all years in all detection indicators.  In addition, performance is consistently better than the national average.  The only area where our performance is worse than the national average is the domestic burglary detection rate in 1999/2000.  However, our performance since then has improved and the national average has deteriorated.  This suggests that the people of Northumberland and Tyne and Wear receive a better service than in most other force areas.

There is also an indicator measuring the level of ‘positive disposals’.  The indicator shows the percentage of people arrested for notifiable offences who are charged, reported for summons or cautioned. From April 2001, the definition of this indicator changed to the percentage of notifiable offences where a person has been charged, reported for summons or cautioned or the offence has been taken into consideration by a court.  Hence, although six years worth of data is included in the table below comparison cannot be made with data pre 2001/2002.

Indicator
98/99 
99/00
00/01

Percentage of persons arrested for notifiable offences charged/summonsed/cautioned
53.1%
65.5%
65.7%

Indicator (revised definition)
01/02
02/03
03/04

Percentage of notifiable offences where a person has been charged, reported for summons or cautioned or the offence has been taken into consideration by a court
28.9%
27.4%
26.4%

This data gives some evidence of the effectiveness of investigation, as the initial investigation forms the basis of this indicator.  Data shows a constant slight decline over the previous six years.  However, when comparing the 2002/2003 performance with other forces in England and Wales the picture is very positive.  As the over shows, Northumbria’s performance is the best in the family of forces.

2002/2003
% charged/

summonsed/cautioned

Northumbria
27.4

West Midlands
26.3

Cleveland
21.8

Merseyside
21.2

South Yorkshire
19.2

West Yorkshire
16.6

Greater Manchester
15.8

Family average
20.6

Activity Based Costing 

Activity Based Costing (ABC) is a means to cost the services that the police provides.  HMIC has recommended that all forces develop accurate costing methodologies via activity sampling.  A National Activity Based Costing Model has been developed, this model provides a framework under which all forces undertake activity analysis and costing.  Northumbria Police has adopted this model.  All operational staff (up to and including the rank of Superintendent and police staff in operational roles) within area commands and operational departments are included in the survey. 

The results of two previous ABC surveys, using data from area command uniformed constables with a uniform response duty are shown below.  Data relating to all area command staff is shown in brackets where appropriate. 

Category 
April 2002
Jan 2003



% of time spent by uniformed constables with uniform response only in the police station
38.8%
45.7%

% of time spent by uniformed constables with uniform response only out of the police station
61.2%


54.3%

% of time spent by uniformed constables with uniform response on uncommitted foot patrol
1.5%

(3.1%)
1.5%

(2.7%)

% of time spent by uniformed constables with uniform response on uncommitted mobile patrol
18.0%

(11.3%)
18.3%

(11.8%)

% of time spent by uniformed constables with uniform response on paperwork and computer work
19.0%

(24.0%)
21.3%

(23.2%)

The surveys show that the percentage of time spent by area command uniform constables with uniform response duty within the police station has increased, similarly the time spent completing paperwork and computer work has also increased.  Levels of foot and mobile patrols remained relatively constant over the two survey periods. 

To summarise, it is clear from the consultation carried out, as detailed earlier, that fear of crime is falling. However, on the whole, members of the public are not satisfied with how visible our patrol resources are and that victims of burglary and violent crime are not happy with how well they are kept informed.  Internally, it is clear that we are not using our resources to their best effect and that patrol officers feel undervalued.  In relation to performance, detection rates are good but the data in relation to positive disposals shows a poor performance when compared with other forces.  The conclusion is clear, people want safer streets and communities, and they want to see police officers walking around their area.

SECTION 5 - WHAT OTHER FACTORS MAY AFFECT THE FUTURE ROLE OF THE PATROL AND INVESTIGATION SERVICE?

Demand for visible patrol has increased over recent years and is forecast to increase further.  People want more of it, not less.  The requirements for professional investigation are as high as ever due to increased scrutiny, it is unlikely that this demand will diminish. 

The Government determination to reform public services is likely to have long-term effects on the provision of policing services as a whole and on patrol in particular.  The Police Reform Act provided a number of measures to assist the police service in tackling crime and anti-social behaviour.  One measure provides the Chief Constable with the power to authorize suitably skilled and trained support staff, Police Community Support Officers (PCSOs), employed by the Police Authority, to exercise some police powers and undertake a range of specific duties.   The majority of forces have introduced Community Support Officers and a number of forces are piloting them with detention powers.  It is clear that the Government believes the responsibility for and the provision of certain aspects of patrol are not exclusively that of uniformed police officers but part of the remit of an extended 'police family'.

Another provision of the Act is the power for the Chief Constable in discussion with the police authority, to designate organisations as Accredited Community Safety Organisations, employing Accredited Community Safety Officers.  These organisations can be, for instance, those who currently provide shopping centre security staff.  This provision ensures that the service provided by these organisations is effectively coordinated and integrated with the extended police family to support in the delivery of policing objectives.
The drive for increased visibility and reassurance is reflected in the National Policing Plan; “The primary objective for the police service for the Plan’s three year duration is to deliver improved police performance and greater public reassurance . . .”.  Police performance will be monitored to assess what improvements are being made in meeting the needs of the public.  The Home Office’s public service agreement targets will be cascaded to the police service and the new Police Performance Assessment Framework, introduced in full for 2004/2005, include measures of reassurance.  This will identify good and poor performance at both force and BCU level.

The Home Office consultation paper Policing: Building Safer Communities Together launched a major consultation exercise to determine how policing can be developed within neighbourhoods.  It also raised critical questions relating to the reform of the police service.  The paper highlights four themes on which views were sought: -

· Community engagement 

· Accountability

· Operational effectiveness

· Service modernisation

Following widespread consultation, internally with senior police officers and police staff and with Police Authority Members and officers and externally with stakeholders, residents, local authorities, Crime and Disorder Partnerships, a joint response was forwarded to the Home Office.   The Home Office is currently concluding further consultation with other interested parties before they develop firm proposals for further consultation and comment later in the year.

In addition, The National Crime Recording Standard, introduced 1 April 2002, has introduced time constraints on patrol officers due to increased recording requirements.  And the introduction of the National Intelligence Model has created greater emphasis on collection and dissemination of intelligence information.  

Policing Bureaucracy Taskforce report

The National Policing Bureaucracy Taskforce was established by the Home Office as a result of the Police Reform programme to determine ways of releasing the time of patrol officers to deliver improvements in the quantity and quality of visible policing.  The Diary of a Police Officer study found that only 17% of patrol officer time was spent on reassurance patrol and 43% of their time in the police station.  A common concern of front line officers is the amount of paperwork they have to complete which curbs the time available to police the streets.  This is supported by evidence from the internal Activity Based Costing surveys.   Results form surveys conducted show that approximately 24% (April 2002 data) and 23% (January 2003 data) of police officers’ time is spent on paperwork and only 14% on uncommitted patrol (data is the same for both survey periods).

The key findings of the taskforce reflect the complex nature of modern policing in the 21st century.   Difficulties were encountered meeting new requirements whilst existing arrangements remained the same even though great opportunities for releasing the time of patrol officers were available.  The taskforce developed change proposals to address their findings, along with an action plan. They recommended that forces should look at their own procedures in the light of the findings.  The change proposals that are important to this review are detailed below:

· Further exploitation of IT will enable officers to remain on the beat, ensure that intelligence assets are used appropriately and permit greater public access to policing services through the use of e-based technologies

· Transfer of ancillary responsibilities to other organisations, and particularly local authorities, will greater reduce the abstraction of uniformed officers to deal with non-core tasks.

· A crackdown on paperwork and other administrative functions will release officer time for patrol duties.

· An approach founded on an appointment surgery for certain types of assault will provide an enhanced service for victims and witnesses and save officer time.

· Structured briefing and tasking will ensure that officers can act on the most up-to-date intelligence to effectively target criminal behaviour and anti-social conduct.

· More effective supervision, in directing officers’ activities to build in quality from the outset, together with a general improvement in patrol constables’ street craft, will ensure that best use is made of the time freed up by taskforce recommendations.

· More extensive use of mobile data technologies and telephony and exploitation of alternative facilities in the community, will ensure that officers can be effective whilst retaining a visible presence on the ground.

· A more scientific approach to workforce planning will achieve a better match of resources to forecast demand.

· Strategic guidance on civilianisation will assist senior managers in forces in determining an appropriate officer/civilian balance to meet local operational requirements.

· Enhanced visibility can be attained by sharing proven good practice on the engagement of community volunteers and generating income/sponsorship.

The Policing Bureaucracy Taskforce developed an action plan, which highlights the main areas for future work.  This will be overseen by the Policing Bureaucracy Implementation Steering Group, which will be jointly chaired by the Home Office and the Association of Chief Police Officers. Over the next five years implementation of this plan should result in a significant change in the working practices of all force employees. 


Links to other reviews

Presently Northumbria Police is undergoing a major internal review, the Public Service and Performance Review (PS&PR).  This 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.   It is the biggest internal review since the mid 1990s.  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 will be delivered in three phases, the first phase composed of three tiers addressing; the ground delivery of policing services; leadership and supervision; restructuring of area commands, all three tiers are nearing completion.  The number of area commands has been reduced, new roles have been created and new corporate structures have been introduced.   This has been done to ensure enhanced police – community relationships and continue crime and disorder reductions.

The review is moving into phase two; examination of the provision of support from the central departments to area commands.  Phase three, the final stage, will be an evaluation of the portfolios of the Chief Officer Team to ensure the highest level of strategic support and direction is provided to the organisation.   The review 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.

This review of Patrol and Investigation is at the centre of the public’s perception of ‘policing’.  As a result a number of the issues raised come under the scope of not only the PS&PR but of other ongoing or planned best value reviews.  It is important that concerns highlighted within this review are taken into consideration by other review teams.  The affected reviews are:

· Community Safety
The problem solving model, Community Beat Managers, Community Support Officers and Street Wardens all come under the scope of the Community Safety Review.   In addition, other agencies have a key role in reducing fear of crime and this review is looking into partnership working.

· Human Resources
Many aspects of training have been highlighted as an issue during this review eg Beatcraft.  In addition, there are concerns around the status of patrol officers.  The National Best Value Review of Training has identified and is beginning to action training issues; there are remaining areas which will be examined within the Human Resources review.
· Specialist Support to Frontline Policing

This review examines the services provided by the sections of Operational Support Department who also provide high visibility, supplementary patrols.  Many aspects of the review of Patrol and Investigation overlap with this review.  

· Public Reassurance
Some of the issues around public perception about the level of crime and the likelihood of becoming a victim are best dealt with by effective communication and dialogue.  The Public Reassurance review is looking at communication which includes the area of public feedback which has been highlighted by consultation undertaken during this review.
SECTION 6 - HOW CAN WE CREATE A SERVICE FOR THE 21st CENTURY?

This review covers an area the public feel to be extremely important. It has shown that we have some way to go to deliver what the public want to the level they want it.  Consequently, the issues are based around what the public expect and why we are not delivering it.

What do the public want?

1. To feel safer

2. To be safer

3. To see officers walking about their community

4. And to see them engaging with the community

5. Quality of life issues tackled

6. To be kept informed / open communication

What are the barriers to providing it?

7. Resources not managed adequately to provide enough patrol capacity

8. Quantity and quality of reassurance patrol not up to required standard

9. Additional patrol resources not used effectively

10. Public expectation not based on a realistic assessment

11. Public not kept suitably informed of progress of investigations

12. Potential to further develop partnership working – street wardens, private security firms, external CCTV schemes etc

13. Availability of information using current IT systems

14. Appropriate training for all staff delivering the functions of Patrol and Investigation
The options set out in the next section and, in more detail, in Section 11 have the sole aim of delivering a service that matches the needs of the citizens.   

SECTION 7 – SUMMARY OF THE RECOMMENDATIONS

To improve the current service we are proposing the following recommendations:
Group 1. Establish methods to improve resource management in order to meet public demand for more visible policing and safer streets

Recommendation 1. Reinforce adherence to the National Intelligence Model to fully realise the opportunities presented to improve current patrol activity thereby making it a more focused, managed and intelligence led function.

Recommendation 2.  Update the current resource allocation model to take account of the most recent data available.

Recommendation 3.  Develop a patrol policy incorporating guidance on a safe crewing component and health and safety issues.

Group 2.  Ensure those who provide patrol and investigation activities are appropriately skilled, valued and supported

Recommendation 4.  Using the National Competency Framework and by application of the National Occupational Standards, ensure all staff who perform a patrol function are appropriately skilled and trained.

Recommendation 5. Develop a corporate briefing policy to make full use of the information and intelligence gathered under the National Intelligence Model. 

Group 3.  Ensure best use is made of all alternative sources of patrol provision
Recommendation 6.  Identify all sources of alternative patrol and ensure they are directed through the National Intelligence Model to provide an efficient and effective 
managed patrol function.

Recommendation 7.  Develop a corporate model which utilizes Street Warden Schemes within the force area to maximum effect

Recommendation 8.  Ensure the full range of civilianisation opportunities presented under the Police Reform 
Act for utilising alternative patrol resources ie Community Support Officers, Investigation Officers, Detention Officers, Escort Officers, extension of Traffic Warden 
powers etc. are exploited
Recommendation 9.  Maximise the funding opportunities presented by the Police Reform Act to enhance the provision of patrol resources.

Group 4.  Ensure appropriate balance is achieved in respect of fulfilling public expectation
Recommendation 10.  Through the implementation of the Estate Strategy ensure all primary contact points with the public are of a high standard and provide a corporate service.

Recommendation 11.  Assess the development of Community Access Points within the force.

Recommendation 12.  Ensure that participants in community forums, public meetings and media events deliver a corporate message as per the Marketing and Reassurance Strategy.
The details of the appraisal of these options can be found in section 10.  

SECTION 8 - HOW DO WE INTEND TO MAKE THESE CHANGES?











Group 1  Establish methods to improve resource management in order to meet public demand for more visible policing and safer streets

1
Reinforce adherence to the National Intelligence Model to fully realise the opportunities presented to improve current patrol activity thereby making it a more focused, managed and intelligence led function.








Action
Issue 

(see page 23)
Lead Manager


Target







1.1
NIM Implementation Team to develop policies/procedures to ensure NIM compliance
1,2,3,5,7,9
NIMIT

Implementation Manager
Oct 2004







1.2
Training targets to be set 
14
As above
Dec 2004










2
Update the current resource allocation model to take account of the most recent data available.


Action
Issue 

(see page 23)
Lead Manager


Target

2.1
Reassess the current forcewide formula
8
Ch/Supt PR&I
Dec 2004







2.2
Draft revised forcewide model
8
As above
June 2005







2.3
Consult area command / specialist departments
8
As above
July 2005







2.4
Implement finalized forcewide model
8
As above
Aug 2005







2.5
Monitor forcewide model
8
Ch/Supt Personnel
Sept 2005







2.6
Reassess local arrangements for staff deployment
8
As above
Sept 2005







2.7
Draft a local model
8
As above
Oct 2005







2.8
Consult with local mangers
8
As above
Oct 2005







2.9
Implement local model
8
As above
Nov 2005







2.10
Monitor local model 
8
As above
Dec 2005

3
Develop a patrol policy incorporating guidance on a safe crewing component and health and safety issues.


Action
Issue 

(see page 23)
Lead Manager


Target

3.1
Consult area command staff, departments and staff associations
3,4,5,7,8,9
PS&PR Review Manager
Aug 2004







3.2
Develop a draft policy incorporating national ACPO recommendations
3,4,5,7,8,9
As above
Sept 2004













3.3
Submit to Force Policy Group for approval
3,4,5,7,8,9
As above
Oct 2004

3.4
Publicise final policy 
3,4,5,7,8,9
As above
Dec 2004




Group 2  Ensure those







 who provide patrol and investigation activities are appropriately skilled, valued and supported





4
Using the National Competency Framework and by application of the National Occupational Standards, ensure all staff who perform a patrol function are appropriately skilled and trained.

Action


Issue 

(see page 23)
Lead Manager
Target

4.1
Undertake an assessment of the training requirements  
8 &14
Ch/Supt Personnel
Aug 2005







4.2
Determine the training requirements
8 & 14
As above
Sept 2005







4.3
Determine the most appropriate training method 
8 & 14
As above
Oct 2005

5
Develop a corporate briefing policy to make full use of the information and intelligence gathered under the National Intelligence Model.


Action


Issue 

(see page 23)
Lead Manager
Target








5.1
Develop a draft policy for all area commands and appropriate departments
1,2,3,4,5,7,

8,9,13
NIMIT

Implementation Manager 
Dec 2004









5.2
Consult area commanders and department heads
1,2,3,4,5,7,

8,9,13
As above
Dec 2004









5.3
Evaluate proposed policy following consultation,amend as necessary
1,2,3,4,5,7,

8,9,13
As above
Dec 2004








5.4
Agree and publish final policy
1,2,3,4,5,7,

8,9,13
As above
Dec 2004




Group 3  Ensure best use is made of all alternative sources of patrol provision

6
Identify all sources of alternative patrol and ensure they are directed through the National Intelligence Model to provide an efficient and effective managed patrol function.








Action


Issue 

(see page 23)
Lead Manager
Target










6.1
Consult area commanders/departmental heads
7,8,9
NMIT Implementation Manager
Dec 2004







6.2
Identify alternative patrol sources 
7,8,9
As above
Dec 2004







6.3
Develop policies/procedures to ensure NIM Compliance
7,8,9
As above
Dec 2004





7
Develop a corporate model which utilizes Street Warden Schemes within the force to maximum effect.


Action


Issue 

(see page 23)
Lead Manager
Target

7.1
Consult area commands/departments/staff associations
12 &13
Ch/Supt Community Safety
Aug 2005







7.2
Develop a draft policy following consultation 
12 &13
As above
Aug 2005







7.3
Publicise final policy
12 &13
As above
Aug 2005





8
Ensure the full range of civilianisation opportunities presented under the Police Reform Act for utilising alternative patrol resources ie Community Support Officers, Investigation Officers, Detention Officers, Escort Officers, extension of Traffic Warden powers etc are exploited.


Action


Issue 

(see page 23)
Lead Manager
Target

8.1
Personnel Services to commence review of alternative patrol resources in September 2004
12
Ch/Supt Personnel Services
Dec 2004





9
Maximise the funding opportunities presented by the Police Reform Act to enhance the provision of patrol resources.










Action


Issue 

(see page 23)
Lead Manager
Target

9.1
Evaluate opportunities presented by Police Reform Act
12
Ch/Supt PR&I
Ongoing


























Group 4 Ensure appropriate balance is achieved in respect of fulfilling  public expectation











10
Through the implementation of the Estate Strategy ensure all primary contact points with the public are of a high standard and provide a corporate service.

Action


Issue 

(see page 23)
Lead Manager


Target







10.1
Roll out upgrading of primary contact points as approved by Police Authority on 25/02/04
6
Estate Manager
Aug 2005





11
Assess the development of Community Access Points within the force.










Action


Issue 

(see page 23)
Lead Manager
Target

11.1
Evaluate Community Access Points at Sunderland and Seahouses.
6, 10 & 13
Estate Manager
Aug 2005

















12
Ensure that participants in community forums, public meetings and media events deliver a corporate message as per the Marketing and Reassurance Strategy.


Action


Issue 

(see page 23)
Lead Manager
Target

12.1
Produce and circulate an updated Marketing and Reassurance Strategy
6 & 10
Marketing Officer
April 2005







12.2
Area Commanders and Department Heads to produce local policy to link into force Strategy
6 & 10
Marketing Officer
April 2005







12.3
Evaluate corporate model
6 & 10
Marketing Officer
April 2005

SECTION 9 - HOW ARE WE GOING TO MEASURE WHETHER WE ARE IMPROVING?

The overarching aim of this review is to ensure that the people of Northumberland and Tyne and Wear feel safe in their communities.  The recommendation should increase the quantity and quality of reassurance policing provided.  Consequently there should be a commensurate improvement in the indicators that measure fear of crime and feelings of public safety.  However, it is difficult to isolate the various factors that have an influence on these indicators.  Also whilst this review will result in more and better visible patrol, this may take a period of time to be reflected in such outcome measures. The measures that are expected to improve are:

· Satisfaction measures including making contact with the police, action taken by the police, treatment and overall police performance

· British Crime Survey percentage of people who think the police do a good job, levels of risk of personal crime and household crime, fear of crime and perceived levels of disorder

· Residents’ Survey satisfaction levels with levels of foot and mobile patrol and fear of crime levels

· Data from internal Activity Based Costing surveys

· The levels of comments received about ‘more bobbies on the beat’ in Police Authority policing priorities consultation leaflet

· Feedback from Police and Community Forums

SECTION 10 - WHAT IS THE BEST PROCUREMENT ROUTE?

As stated in Section 2 the services under review are core policing activities, therefore it is not appropriate to apply the procurement strategy.  There is already a mixed economy of patrol provision within Northumbria Police, with front line officers, specialist support officers, traffic wardens and special constables responsible for providing a visible presence.  In addition, neighbourhood and street warden schemes run by partner organisations have a role in supporting policing objectives.  This mixture of patrol provision may be enhanced by provisions under the Police Reform Act to extend the police family. 

SECTION 11 - INVESTIGATION OF THE OPTIONS

Investigations

Members of the Review Team have investigated the range of options that have been described above. This report summarises the result of the investigations as follows:

· The Options

· Recommendations

· Improvement plan

· Detailed Assessment of Options

Improvement Plans
At the conclusion of each of the investigation sections of this report are action plans. These identify in broad detail the steps to be taken to progress the options.

Once appointed, the Implementation Manager will produce quarterly reports, detailing the project’s progress.  Progress will be considered quarterly at the Joint Policy Planning Officer Group and will also be reported to members as part of the quarterly performance monitoring arrangements.

Supporting Information
Additional supporting information can be found in the Baseline Assessment and Option Development Report.

Group 1.  Establish methods to improve resource management in order to meet public demand for more visible policing and safer streets

The Option

Through the wide ranging public consultation exercises which have been conducted, it is clear that the citizens of Northumberland and Tyne and Wear want to see more police officers on patrol.  The current method of patrol is one of a routine function.  Officers are deployed to attend incidents and investigate crimes.  Patrol is often viewed as a secondary function, an unplanned activity which takes place whilst not attending incidents or investigating crimes.  

Effective and efficient human resource allocation is central to providing the resources necessary for a managed patrol service and an integrated response to associated investigation.  This option examines ways of maximising all the resources available to deliver reassurance policing more effectively, thus transforming the current ancillary duty of patrol into a managed and targeted function.

Analysis

In the past police activity, not only within Northumbria but also across the country, has been reactive with officers responding to events and investigating them after they have occurred.  Every force has provided this service differently, with no consistency in procedures. There is a clear need for identifying a method to bring together all the recognised best practice in intelligence led policing.  The National Intelligence Model (NIM) fulfils this need by targeting active criminals and identifying problems on the basis of intelligence.  

The NIM is a means of delivering integrated intelligence led policing.  The model aims to ensure that the most effective use is made of resources and to ensure all staff address identified priorities.  It seeks to maximize on successful outcomes by directing resources into areas where maximum impact is predicted.  It provides a framework for delivering intelligence led policing which supports the force’s problem solving model approach.  The problem solving approach, delivered predominately through Community Beat Managers, has operated successfully within the force for several years, whereas the NIM provides a standardised robust framework for all resources. 

Northumbria has fully adopted the National Intelligence Model by employing Criminal Intelligence Analysts, within every area command and at Headquarters within the Force Intelligence Bureau, and by ensuring the relevant mechanisms and procedures are in place to support the model.  Under the model every area command and operational department sets clear intelligence, enforcement and prevention priorities.  Such priorities are disseminated through the local Tasking and Co-ordination Groups.  These groups enable all staff to focus upon agreed goals and objectives, thus ensuring the function of patrol develops into a managed, focused activity.  In summary, the NIM, through focused, intelligence led patrol, in conjunction with the existing problem solving approach, provides an opportunity for the Force to achieve step-change in terms of its ability to improve service in the area of public reassurance.

A National Intelligence Model implementation team has been formed and an action plan has been agreed by the NIM project board.  Early remedial work will be identified and the aim is that Northumbria Police will be NIM compliant by 1 October 2004.

Whilst the National Intelligence Model will provide resources with clear direction and focus in relation to reassurance and high visibility patrols, to make it work we must ensure that we have the right resources in the right place.  Police officer deployment is based upon area command and department requirements.  Personnel Department is responsible for the deployment of all resources across the force.  At present Northumbria uses a needs-based formula (Resource Allocation Model) originally developed in 1998 and revised late in 2001.  Chief officers use it as a guide to the allocation of additional police officer resources, in particular it played a key role in the allocation of officers provided under the Crime Fighting Fund.  The formula is derived from the methodology used for the Home Office police funding formula which is utilized for the distribution of the police grant.  Northumbria’s formula has been described by HMIC’s financial advisor, Mr Barry Coker, as ‘the best possible method within the usual constraints’.  The formula allocates resources according to predicted workload, for example domestic burglaries, rather than the actual level of recorded workload.  This provides a balance; avoiding punishing successful areas where crime rates have fallen and favouring those areas with high crime rates. 

The current formula is based on a proactive crime targeting philosophy.  Amongst the factors taken into account during the development of the formula was the percentage of time available to officers to patrol.  

Recently the model was updated using current census data and internal activity based costing surveys.  The revised model showed that the present police officer numbers in area command remained appropriate and in keeping with the planned amalgamations of area commands as a result of the Public Service and Performance Review. 

Having determined the appropriate level of resourcing within area commands and departments the next consideration must be that of the shifts worked by those resources. At present a range of flexible shifts are worked within area commands and departments.  These shifts have developed over the last decade to produce a pattern, which aims to match maximum resource availability with times of peak demand.  However, research into the shift patterns in operation within area commands has revealed a gap between resource deployment and incident demand.  Three specific areas were highlighted: -
· From 0200 - 0900 resources outnumber incident demand

· From 1300 - 1700 resources also outnumber incident demand, albeit to a lesser extent

· From 1700 - 2200 incident demand heavily outnumbers available resources.

The implications of this are obvious.  At times of peak demand available resources are unable to meet the demands placed upon them thus resulting in a significant number of incidents being attended hours after the initial report.  The 2003 Residents' Survey revealed that only 44% of all respondents were satisfied with the prompt arrival of the police.  It also follows that if sparse resources are deployed to attend incidents there is often no, or at best limited, time available to perform a patrol function.   Not only does this adversely affect levels of public reassurance, opportunities are also lost in preventing and detecting crime.

It is recognised that at some times of peak demand the shifts do not meet demand requirements.  However, the Chief Constable has stated, in his speech at the Force Conference 2003, that dependent upon continued good performance he is of the view that there is no present need to adjust the shift pattern of the majority of officers.  

Activity Based Costing survey data revealed that only 18% of officers’ time was spent on uncommitted patrol, whilst around 20% of their time was spent completing paperwork.  These findings were in line with other police force surveys and mirror the findings contained within the national study documented within the report ‘Diary of a Police Officer’.  This evidence further underlines the need to ensure efficient resource deployment and that effective use is made of those resources when they are available. 

Force policy, introduced in 2000, directed area commanders to establish local patrol policies of which the issue of double crewing was a part.  Despite this there remains no corporate approach to the issue of patrol.  

Double crewing is the practice of two officers patrolling together.  It has the obvious impact of halving the available number of resources able to attend incidents and available to perform a patrol function.  It is accepted that the nature of policing is such that certain incidents need two or more officers to attend to ensure an appropriate response to the incident and officer safety.  Conversely many incidents do not require more than one officer to adequately deal with them.  If two or more officers do attend routine incidents this is inefficient.  Research has shown that, similar to patrol policies, double crewing varies widely across the Force and where local policy exists implementation of it has been found to be patchy at best.

A position statement emanating from the ACPO Health and Safety portfolio regarding the deployment of police officers and the single crewing of police vehicles is currently being considered nationally.  The recommendations contained in the report have been considered by Northumbria Police Chief Officer Team, who are in broad agreement with them.  It is proposed that they will be taken forward through the force committee structure and adopted as policy.   

Recommendations
1.  Reinforce adherence to the National Intelligence Model to fully realise the opportunities presented to improve current patrol activity thereby making it a more focused, managed and intelligence led function.

2.  Update the current resource allocation model to take account of the most recent data available.

3.  Develop a patrol policy incorporating guidance on a safe crewing component and health and safety issues.

Reasons 

1. To ensure effective use is made of all available resources

2. To increase high visibility patrols

3. To ensure effective resource allocation across the force  

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











Action


Issue 

(see page 23)
Lead Manager


Target

1
Reinforce adherence to the National Intelligence Model to fully realise the opportunities presented to improve current patrol activity thereby making it a more focused, managed and intelligence led function.













1.1
NIM Implementation Team to develop policies/procedures to ensure NIM compliance
1,2,3,5,7,9
NIMIT

Implementation Manager
Oct 2004

1.2
Training targets to be set 
14
As above
Dec 2004










2
Update the current resource allocation model to take account of the most recent data available.

2.1
Reassess the current forcewide formula
8
Ch/Supt PR&I
Dec 2004

2.2
Draft revised forcewide model
8
As above
June 2005

2.3
Consult area command / specialist departments
8
As above
July 2005

2.4
Implement finalised forcewide model
8
As above
Aug 2005







2.5
Monitor forcewide model
8
Ch/Supt Personnel
Sept 2005







2.6
Reassess local arrangements for staff deployment
8
As above
Sept 2005

2.7
Draft a local model
8
As above
Oct 2005

2.8
Consult with local mangers
8
As above
Oct 2005

2.9
Implement local model
8
As above
Nov 2005

2.10
Monitor local model 
8
As above
Dec 2005

3
Develop a patrol policy incorporating guidance on a safe crewing component and health and safety issues.

3.1
Consult area command staff, departments and staff associations
3,4,5,7,8,9
PS&PR Review Manager
Aug 2004

3.2
Develop a draft policy incorporating national ACPO recommendations
3,4,5,7,8,9
As above
Sept 2004

3.3
Submit to Force Policy Group for approval
3,4,5,7,8,9
As above
Oct 2004







3.4
Publicise final policy
3,4,5,7,8,9
As above
Dec 2004

Detailed Assessment of the Option

Cost
No additional costs have been identified.

Quality
Revised resource allocation and effective deployment of resources will meet both force and members of the public’s requirements 

Staffing


No additional staffing requirements have been identified.

Performance
Option will result in increased, more directed time spent on patrol

Equity of Service
Option will be applied across the force, therefore, there will be no inequality of service provision

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

Group 2.  Ensure those who provide patrol and investigation activities are appropriately skilled, valued and supported

The Option
Consultation with staff involved in the delivery of patrol revealed high levels of commitment to serving local communities and protecting the public.  Due to the additional officers provided under the Crime Fighting Fund, Northumbria's police establishment is the highest it has ever been.  It is imperative that the opportunities this presents to reduce crime and provide reassurance to the public are maximised.   This option examines methods to ensure operational resources are appropriately skilled, valued and supported.

Analysis

Training has a crucial role to play in ensuring that all operational resources are appropriately skilled for the vast range of tasks they are required to perform.  Through the well established staff appraisal process, Performance Development Review, the training and development needs of staff are regularly highlighted.  Training and development requirements are then centrally collated, prioritised and translated into appropriate courses and other methods of learning.  

During 2002/2003 every force in England and Wales had to conduct a review of training.

The principles of the project were: -

· To bring training, or better learning, closer to the internal customer

· Encourage collaboration within forces, between forces and with outside organisations in the planning and delivery of training

· Gain an understanding, in both financial and non financial terms, the cost (input) and value (output) of learning

An ACPO/APA national project board was established to oversee, guide and co-ordinate the work.  Specific reports were produced and submitted to the Project Board.  The review resulted in five recommendations: -

Tier 1  Nationally Prescribed Changes to Police Training

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

Tier 2  Local Strategic Issues

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.

Tier 3  Internal Management Issues

5. Progress the range of service improvements highlighted throughout.

A specific action plan has been formulated and implementation of the recommendations is underway.

From April 2003 the Home Office required that all forces must develop a Human Resource Strategy.  This strategy must contain a costed training plan which documents all the training courses which are planned to be delivered throughout the forthcoming year.  Underpinning the Human Resource Strategy is the force’s Training Strategy.  Such strategies are intended 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.

Through focus groups conducted as part of this review communications skills, 'beat craft', leadership and supervision skills for both police constables and supervisors were highlighted as specific training requirements.  Traffic Wardens and Special Constabulary members highlighted the need for additional training to improve their effectiveness.

The National Competency Framework provides a comprehensive set of job related competencies.  The competencies apply to all staff, both police officers, police staff and Special Constable members.  The framework allows staff to identify their specific role and responsibilities.  Each core responsibility is supported by a number of activities which clearly define what is required from each individual to carry out their role.  In addition each activity area identifies the standards of knowledge and skills needed to achieve the competency.   

The National Occupational Standards identify the main roles and responsibilities within a defined area.  They show the outcomes of competent performance and the standards expected to be reached to achieve these outcomes.  

Together, the National Occupational Standards and the National Competency Framework will provide a clear assessment framework for staff at all levels.  This will in turn result in the identification of training needs of all staff against a national standard.   

The current position is that the Police Negotiating Board introduced a number of changes to police pay and conditions in 2003, including the Special Priority Payment Scheme.

The force did not spend all money allocated to the scheme in 2003 and because of this it has been extended to four new groups of officers, namely 24/7 uniform sergeants (patrol and custody) with two or more years in the rank, Community Beat Managers (two or more years in rank), operational Detective Chief Inspectors and Detective Inspectors.

Differential payments have also been introduced for identified groups to recognize their different levels of responsibility.

An ‘on call’ scheme has been introduced which is designed to limit the number of people required to be on call and to reward those who carry out this function.

Additionally, a ‘Bonus Payment Scheme’ has been approved by the Police Negotiating Board.  It is a one-off payment to reward people who carry out “occasional work of an outstanding, unpleasant or important nature”.  This scheme is open to any member of staff.

It is clear that to maximise the effectiveness and efficiency of police patrol, all resources performing the function need to be well led and well directed:  aimless patrol benefits no one and is therefore inefficient.  Despite considerable efforts, the standard and format of briefings, has for many years, varied widely in terms of corporacy and quality. 

Effective briefings are at the core of successful intelligence led policing.  They are also central to the National Intelligence Model.  The Model is designed to impact at three levels of crime; at a local level, cross border level and at serious and organised crime.  Within all three levels Tasking and Co-ordination Groups meet on a regular basis to review activity and determine future priorities.  

Consequently, a corporate briefing policy focusing, as per the model, on local crimes, criminals and other problems affecting an area command will ensure that patrol time is used to maximum effect, not least because the handling of volume crime and disorder will be a particular issue at this level.  The net effect of a corporate policy will be to ensure that all patrol time is focused where the need is greatest. It therefore follows that by putting officers in the right place at the right time for the right reasons, patrol effectiveness will be heightened.  This will lead to improved reassurance, crime reduction and more offenders being brought to justice.

Recommendations contained in a National briefing model document were agreed at the ACPO National Intelligence Model Project Board on 9 March 2004.  This follows consultation with all ACPO forces and a pilot trial in Hertfordshire.  The recommendations outlined therein are due to be issued as ACPO guidance as an appendix to the National Intelligence Model (NIM) minimum standards.  The NIM Implementation Team will progress.

Recommendations

4.  Using the National Competency Framework and by application of the national Occupational Standards, ensure all staff who perform a patrol function are appropriately skilled and trained.

5. Develop a corporate briefing policy to make full use of the information and intelligence gathered under the National Intelligence Model. 

Reasons 

1. To ensure all staff performing a patrol function are appropriately skilled and trained

2. To ensure all staff are fully briefed prior to commencing tour of duties

3. Maximise the gathering of intelligence from all staff whilst on duty

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











Action


Issue 

(see page 23)
Lead Manager
Target





4
Using the National Competency Framework and by application of the national Occupational Standards, ensure all staff who perform a patrol function are appropriately skilled and trained.

4.1
Undertake an assessment of the training requirements 
8 &14
Ch/Supt Personnel
Aug 2005







4.2
Determine the training requirements
8 & 14
As above
Sept 2005







4.3
Determine the most appropriate training method 
8 & 14
As above
Oct 2005

5
Develop a corporate briefing policy to make full use of the information and intelligence gathered under the National Intelligence Model.








5.1
Develop a draft policy for all area commands and appropriate departments
1,2,3,4,5,7,

8,9,13
NIMIT

Implementation Manager 
Dec 2004









5.2
Consult area commanders and department heads
1,2,3,4,5,7,

8,9,13
As above
Dec 2004









5.3
Evaluate proposed policy following consultation, 

amend as necessary
1,2,3,4,5,7,

8,9,13
As above
Dec 2004








5.4
Agree and publish final policy
1,2,3,4,5,7,

8,9,13
As above
Dec 2004

Detailed Assessment of the Option

Cost
No additional costs have been identified

Quality
Staff conducting patrols will be better trained and patrols themselves will be more effective and meet the needs of members of the public

Staffing
No additional staffing requirements have been identified

Performance
Patrol will be more efficient and effective

Equity of Service
Option will be applied across the force, therefore, there will be no inequality of service provision

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

Group 3.  
Ensure best use is made of all alternative sources of patrol provision

At present the function of patrol is mainly performed by uniform officers and Community Beat Managers based within area command.  Additional support is provided by officers from Operational Support and Crime Management Departments as well as Special Constabulary members and Traffic Wardens.  In addition, 45 Police Community Safety Officers (PCSOs) have been employed utilising Home Office funding.  

A number of measures to assist the police service in tackling crime and anti-social behaviour were introduced in the Police Reform Act.  One measure provides the Chief Constable with the power to authorize suitably skilled and trained support staff, employed by the Police Authority, to exercise some police powers and undertake a range of specific duties. 

Previous options within this report are designed to improve resource management to meet the public demand for more visible policing and to ensure that resources are trained for this role.  This option investigates the alternative sources of patrol provision available to the force, including those current resources under-utilised within the force and new resources identified through the Police Reform Act.  

Analysis

The Audit Commission Report 'Streetwise' (1996) highlighted how some police forces were missing opportunities offered by the Special Constabulary in helping bridge the gap between supply and public demand for visible policing.  Similarly, the Government's stance on the issue of Special Constables is that they wish to see more of them. The management of Special Constables should be improved to ensure they are effectively deployed "to provide an increased visible presence in our communities"   (Home Office Minister, John Denham 2002).

Special Constables are volunteers who perform uniformed police duties in their spare time.  Whilst they are not entirely a 'free resource' (training, equipment and supervisory costs must be met) the opportunities Special Constabulary members present in respect of fulfilling the patrol function are seldom maximised effectively.  There are several reasons why this not so.  The main reason is that the average duty time of a Special Constabulary member is four hours per week.  This makes the allocation of significant responsibilities difficult to administer.  In addition retention is an issue.  There is a high turnover among Special Constabulary members with 25% or so leaving each year and many of them staying for less than two years.

The use of Special Constables provides clear potential as an alternative source of patrol provision.  Encouragingly, an internal review of the Special Constabulary, conducted in 2001, revealed how the majority of members were performing the duties which they enjoyed the most, namely foot and mobile patrols, as well as policing special events. Less encouraging, however, was the finding that there was a lack of purposeful deployment, resulting in wasted opportunities and frustrated Special Constabulary members.

Traffic Wardens were introduced in the 1960’s to reduce the burden of traffic enforcement duties on police officers.  Under the Decriminalisation Act many local authorities throughout the country have taken advantage of the ability to employ their own parking control attendants.  This has led to many forces transferring Traffic Wardens to local authorities.  However, other work such as providing an emergency school crossing service, parking control at special events, normally performed by Traffic Wardens is not transferred with the result that such work falls to front line officers. 

Some forces have already recognised the valuable role that Traffic Wardens perform as part of the wider police family.   Examples include; the extension of their powers; widening their role and responsibilities and ensuring they contribute to aspects of reassurance and intelligence led policing.

Currently, within Northumbria, Traffic Wardens perform a traditional role, although there are areas where other duties are performed.  Consultation has revealed that specific Traffic Warden’s feel undervalued and lacking in terms of leadership.  In addition, specific Wardens feel a general unease and their role threatened by the transference of enforcement duties in respect of parking to local authorities.  Traffic Wardens themselves were found to be keen to diversify and take on a much greater range of services than is currently the case.  This is also a view supported by Area Commanders.  There is a clearly a valuable opportunity to extend and enhance the role performed by Traffic Wardens to support the delivery of policing objectives.  With respect to Traffic Wardens and their roles, a review of police staff functions will commence later this year linking into the Public Service and Performance Review.

The Home Office's Crime Reduction Programme lays down clear aims for the recently introduced Neighbourhood and Street Wardens Programme namely: "Wardens will provide a reassuring presence, promoting community safety, tackling graffiti vandalism and low level disorder.  They will also support vulnerable residents".   It is clear the Government strongly supports the introduction of such schemes. 

Several schemes are already in place across the force and while derived from a number of different funding sources and with varying resources and remits, central to them all is the patrol function.  Levels of liaison within the police, both with the area command where schemes are located and centrally, vary considerably.  It is clear that these schemes offer potential sources of alternative patrol provision and there is scope for further excellent working relationships to be forged.

Under the recent Police Reform Act Chief Officers can now authorize suitably skilled and trained support staff, employed by the Police Authority, to exercise powers and undertake duties in the following areas: -

· As Community Support Officers, including in some cases with a power to detain suspects;

· As Investigation Officers with PACE powers of entry, search and seizure;

· As Detention Officers with powers to handle people in custody;

· As Escort Officers to transport prisoners rather than using police officers.

The Act also allows Chief Constables to set up accreditation schemes for street wardens, security guards and similar staff employed by other agencies.  Enhanced powers for Traffic Wardens were also created to allow them to stop and check vehicles and assist with the movement of abnormal loads.

The majority of forces have introduced Community Support Officers and a number of forces are piloting them with detention powers.  It is clear that the Government believes the responsibility for and the provision of certain aspects of patrol are not exclusively that of uniformed police officers but part of the remit of an extended 'police family'.

The current position is that interviews for investigation officers and detention officers have recently been conducted.  Detention officers will commence on 1 May 2004 and investigation officers will commence in July 2004, working from Bedlington, Etal Lane and South Shields police stations.

45 PCSOs have been employed utilizing Home Office funding.  They are deployed at Gateshead, Newcastle and Sunderland area commands.  Evaluation is being undertaken by the University of Northumbria.

Recommendations

6.   
Identify all sources of alternative patrol and ensure they are directed through the National Intelligence Model to provide an efficient and effective managed patrol function.
7.    
Develop a corporate model which utilizes Street Warden Schemes within the force area to maximum effect.

8. 

9. Ensure the full range of civilianisation opportunities presented under the Police Reform Act for utilising alternative patrol resources ie Community Support Officers, Investigation Officers, Detention Officers, Escort Officers, extension of Traffic Warden powers etc are exploited.

9.
Maximise the funding opportunities presented by the Police Reform Act to enhance the provision of patrol resources.

Reasons 

1. To ensure all sources of patrol are identified and directed appropriately

2. Maximise the use of external resources and partnership working arrangements 

3. Further explore the opportunities presented under the Police Reform Agenda

4. Continue the use of external funding opportunities

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











Action


Issue 

(see page 23)
Lead Manager
Target




6
Identify all sources of alternative patrol and ensure they are directed through the National Intelligence Model to provide an efficient and effective managed patrol function.







6.1
Consult area commanders/departmental heads
7,8,9
NMIT Implementation Manager
Dec 2004







6.2
Identify alternative patrol sources 
7,8,9
As above
Dec 2004







6.3
Develop policies/procedures to ensure NIM Compliance
7,8,9
As above
Dec 2004





7
Develop a corporate model which utilizes Street Warden Schemes within the force area to maximum effect.

7.1
Consult area commands/departments/staff associations
12 &13
Ch/Supt Community Safety
Aug 2005







7.2
Develop a draft policy following consultation 
12 &13
As above
Aug 2005







7.3
Publicise final policy
12 &13
As above
Aug 2005





8
Ensure the full range of civilianisation opportunities presented under the Police Reform Act for utilising alternative patrol resources ie Community Support Officers, Investigation Officers, Detention Officers, Escort Officers, extension of Traffic Warden powers etc are exploited.







8.1
Personnel Services to commence a review of alternative patrol resources in September 2004
12
Ch/Supt Personnel Services
Dec 2004











9
Maximise the funding opportunities presented by the Police Reform Act to enhance the provision of patrol resources.























9.1
Evaluate opportunities presented by Police Reform Act
12
Ch/Supt PR&I
Ongoing

Detailed Assessment of the Option

Cost
Additional costs may be incurred in staffing equipment, transport etc.  The extent of this, and of any other funding from partners or other sources, will depend upon the model to be adopted.

Quality
Option will result in targeted patrols, provided by a range of staff highlighted within the Police Reform Agenda

Staffing


No additional staffing requirements have been identified.

Performance
The use of external staff and non sworn staff will result in greater efficiency in the provision of the patrol function

Equity of Service
Option will be applied across the force, therefore, there will be no inequality of service provision

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

Group 4.
Ensure appropriate balance is achieved in respect of fulfilling  public expectation

The Option

The concept of public consultation has for many years been an established priority of both the Police Authority and Northumbria Police.   The public have always been keen to express their opinions and views on numerous police issues through this process.  It is clear through the wide range of consultation exercises that have been conducted that public expectations are high and that there is a marked difference between what the public wants and what it is possible for the service to deliver. 

This option examines the methods currently used to inform the public of the range of services and duties performed by Northumbria Police and highlights areas for improvement.  

Analysis

There are various methods which provide an understanding of public perception in relation to patrol and investigation as it is delivered by Northumbria Police.  Three residents’ surveys, conducted in 1995, 1997 and 2000, reveal that a significant proportion of people are dissatisfied with the levels of foot patrol.  Whilst levels of satisfaction with foot patrol were around 20%, over 60% were dissatisfied.  In relation to levels of mobile patrol, slightly higher levels of satisfaction were found, between 44% - 57%, whilst dissatisfaction levels remained at around 30%.

Every year the Police Authority consults the public in order to assist in the process of setting policing priorities.  In previous years youth disorder and anti-social behaviour have featured in the top ten priorities.  The consultation exercise has also provided an opportunity to comment on the patrol and investigation service the public receive.  In 2001, over 20% of those who made further comments said they wanted to see more officers on the beat.  During September/October 2002 the exercise was repeated.  Results show that over 70% of the 28,000 responses received indicated  ‘to patrol the streets’ as a priority.  

It is clear that the public want to see more officers on patrol within their communities.   It is believed that by targeting available patrol resources there will be a commensurate rise in the level of public satisfaction.  This is based upon the premise of maximising police visibility and how reassured and safe people subsequently feel in their communities.  The National Intelligence Model underpins all of the previous options highlighted within this report and will provide a framework to ensure more directed, targeted, patrols are delivered, thereby addressing the concerns of citizens and improving satisfaction levels. 

Presently, there are a number of high quality publications informing the public about what services they can expect from Northumbria Police as well as providing information on how we are performing against both local and national targets.  Examples include the Local Policing Plan, Best Value Performance Plan, Strategic Plan, Area Command Policing Plans and the Policing Charter.  These documents are available in a range of formats, for example audiotape and large print, and are printed in a range of ethnic minority languages.  In addition, Northumbria receives widespread media coverage through local television, radio and newspapers.  An internet site is also available with the option of an interactive feedback link.  

Throughout the force there are numerous police and community meetings which take place on a regular basis.  They provide the opportunity for both the police and local community members to raise timely and relevant policing issues. 

The force Estates Strategy acknowledges that there are a range of public - police interaction points across the force, for example in person at front enquiry desks at police stations, by telephone at communication centres and through face to face contact with members of Northumbria Police.  Further interaction points are under development such as those delivered via the E Policing Project, for example internet based communication and the provision of three Community Access Points (CAPs).  The current situation is that two Community Access Points located at Sunderland and Seahouses are due to be in situ by June 2004.  A third access point to be based at Allendale has been approved, however, the arrangements for its purchase are still being negotiated.

One of the areas raised at the Force Conference in 2000 was how the force communicated internally and how it marketed itself.  Following the Conference a Communications and Marketing Working Group was established to further examine this area and develop a strategy covering both reassurance and marketing.  The ethos of effectively communicating the vision of Northumbria Police in a way that will reassure the public was enshrined within the resulting Reassurance and Marketing Strategy.

A Marketing Officer was appointed on 1 June 2003 and a new Marketing Strategy has been formulated and approved (valid from April 2004 to 31 March 2005).  It replaces the existing Marketing and Reassurance Strategy and provides the direction for all future marketing, promotion and communication both internally and externally.  It seeks to maximise all opportunities to reduce the fear of crime and disorder through identified strategic priorities. 

Recommendations
10.  Through the implementation of the Estate Strategy ensure all primary contact points with the public are of a high standard and provide a corporate service.

11.  Assess the development of Community Access Points within the force.

12. Ensure that participants in community forums, public meetings and media events deliver a corporate message as per the Marketing and Reassurance Strategy.

Reasons 

1. To ensure the force projects a professional image to members of the public

2. Maintain and improve upon the high level of public consultation and community engagement

3. Ensure that wherever possible and appropriate a corporate message is delivered to members of the public

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












Action


Issue 

(see page 23)
Lead Manager


Target




10
Through the implementation of the Estate Strategy ensure all primary contact points with the public are of a high standard and provide a corporate service.







10.1
Roll out upgrading of primary contact points as approved by Police Authority on 25/02/04
6
Estate Manager
Aug 2005











11
Assess the development of Community Access Points within the force.











11.1
Evaluate Community Access Points at Sunderland and Seahouses.
6, 10 & 13
Estate Manager
Aug 2005







12
Ensure that participants in community forums, public meetings and media events deliver a corporate message as per the Marketing and Reassurance Strategy.

12.1
Produce and circulate an updated Marketing and Reassurance Strategy
6 & 10
Marketing Officer
April 2005







12.2
Area Commanders and Department Heads to produce local policy to link into force Strategy
6 & 10
Marketing Officer
April 2005







12.3
Evaluate corporate model
6 & 10
Marketing Officer
April 2005

Detailed Assessment of the Option

Cost
No additional costs have been identified.

Quality
An improved, professional image of the force will be portrayed coupled with improved public access points.

Staffing


No additional staffing requirements have been identified.

Performance
Communication standards will increase which may then lead to improvements in public reassurance levels.

Equity of Service
Option will be applied across the force, therefore, there will be no inequality of service provision

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