NORTHUMBRIA POLICE AUTHORITY – 16 JUNE 2004

PROGRESS REPORT ON THE BEST VALUE REVIEW OF NORTH EAST AIR SUPPORT UNIT

REPORT OF THE CLERK AND THE CHIEF CONSTABLE

1
PURPOSE OF REPORT

1.1
To keep Members informed of progress that has been made in respect of the best value review of the North East Air Support Unit. 

2 BACKGROUND

2.1 The North East Air Support Unit (NEASU) is a consortium of three forces – Northumbria, Durham and Cleveland.  The unit was the result of a feasibility study undertaken in 1994, which recommended the formation of the joint air unit and it began operations on 1st June 1995.  The consortium was formed, by the three police authorities, under the powers of Section 23 (2) Police Act 1996 to provide an effective air support service to the three police forces.  

2.2 The joint Best Value review, involving the authorities and forces of Northumbria, Cleveland and Durham commenced in October 2001 with an inaugural meeting of the three chairmen when it was agreed that:

· Northumbria Police Authority’s best value methodology would be used

· The team undertaking the review would consist of representatives from all six organisations

· A Joint Advisory Group with two members from each authority would be established to offer strategic input throughout the review process.

2.3 The review looked at the existing service and used the four Cs of consult, compare, compete and challenge to identify areas of improvement and options for change.  After agreement of a baseline assessment report and option development report the final “option appraisal” report was drafted in September 2003.  This report, attached as Appendix A, contained five options for change, and was considered by the Joint Advisory Group on 8th September 2003.   At that meeting, which was attended by all three forces and authorities, the recommendations were approved in principle with the proviso that full agreement would be sought at all three police authorities.  (The final report was agreed at Northumbria Police Authority on 24th  September 2003, Cleveland Police Authority  September 2003 and Durham Police Authority March 2004)

2.4 As members will recall the step change was the replacement of the fixed wing aircraft with a second helicopter.  All three authorities agreed in September to this action and a bid was submitted to the Home Office for funding which was successful. It was clear throughout the review that any alterations to the type of aircrafts operated by the unit would represent a significant change and that inevitably there would be some disruption in service delivery. 

2.5 Whilst throughout the review there had been in-depth analysis undertaken on a number of intrinsically linked issues, such as location, pilotage, hours of coverage and arrangements for air observers, it was felt that it would be more appropriate to adopt a phased approach to these potential options for change if the decision to replace the fixed wing with a helicopter was made.  At the time of the final report in September a decision had not been formally made by the three authorities on the type of second craft so these linked implications could not be concluded.  It was intended that the Consortium Monitoring Group would take these issues, which are predominantly operational, forward.   

3.
HMIC INSPECTION 

3.1 HMIC inspected the review in March 2004 as part of Northumbria’s Best Value inspection programme.  The HMIC inspector, Superintendent John McDonald, presented his findings on the NEASU Best Value Review in an interim challenge presentation to the lead authority - Northumbria, with officers from Durham and Cleveland Police Authorities in attendance.  Copies of the presentation were made available to all three authorities at that meeting.  

3.2 At that time HMIC were reluctant to offer judgements on the service and also the prospects for improvement as some concerns were expressed which included issues around communication, formal approval of recommendations, development and agreement of implementation arrangements and also a lack of clarity over the potential future changes once the second helicopter was in operation i.e. pilotage, location etc. The three authorities were given three months to clarify implementation arrangements. 

3.3 Northumbria Police Authority has been informed that the inspectors intend to return to the three authorities and forces on the 19th and 20th July 2004 to ensure that appropriate action has been taken.  If they are satisfied a report will be drafted which will give relevant judgements on whether HMIC consider the unit is a good service and secondly whether the review has generated options for change that are likely to improve the unit.

4.
PROGRESS 

4.1 Following the interim challenge meeting the Clerks from each authority met to discuss the issues raised by the HMIC inspector.  It was agreed that there was a need for better communication and greater clarity over implementation of the improvement plan.  It was agreed that a number of key issues would need to be addressed:

· a clear recognition from all three authorities that the Best Value Review had now concluded and that the next step was the full implementation of the improvement plan which was approved by all three authorities as part of the final option appraisal report (see para 2.3). 

· the need for a detailed breakdown of the improvement plan and progress to date to be submitted to all authorities to clarify the current position

· the need for the development of a protocol for the communication of future implementation updates

· throughout the review members of all three police authorities stated that there should be more involvement with the unit.  The review concluded that the regular quarterly operational meetings of the Consortium continue and the terms of reference of the Joint Advisory Group should be reviewed to allow Members to:

· offer a continuing strategic input into the unit e.g. in the development of the Air Support Strategy

· be better informed when making recommendations, in relation to funding and monitoring performance

· the need for agreement that the issues of location, pilotage and air observers etc identified in the final option appraisal report form part of the future Air Support Strategy which would be implemented through the Consortium Monitoring Group

5.
PROPOSAL

5.1 It is proposed that as a way forward Members from all three authorities are asked to note the progress to date contained in the attached improvement plan update Appendix D and agree the following:

· a protocol for implementation updates attached as appendix B 
· terms of reference for the continued Joint Advisory Group attached as appendix C
· that the future issues identified in the original option appraisal report,  appendix A, are included as part of the new Air Support Strategy
6.
EQUAL OPPORTUNITIES IMPLICATIONS

6.1
There are no equal opportunity implications directly arising from this report.

7.
HUMAN RIGHTS IMPLICATIONS

7.1
There are no human rights implications directly arising from this report.

8.
FINANCIAL IMPLICATIONS

8.1
There are no financial implications directly arising from this report.

9.
RECOMMENDATION

9.1
The Authority is recommended to agree the way forward as detailed in para 5.1.
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NORTH EAST AIR SUPPORT UNIT

BEST VALUE REVIEW

Option Appraisal Report 
SECTION 1 – WHAT SERVICES DOES THE NORTH EAST AIR SUPPORT UNIT PROVIDE?

The North East Air Support Unit (NEASU) is a consortium of three forces – Northumbria, Durham and Cleveland.  It was formed under the powers of Section 23 (2) Police Act 1996 to provide an effective air support service to the three police forces.  Its formation was the result of a feasibility study undertaken in 1994, which recommended the formation of the joint air unit.  It began operations on 01 June 1995 and over 5 years of data is available to assess past performance and the future requirements of air support.

Continuous air support is provided in accordance with a service level agreement.  The service is provided by using:

· a Eurocopter EC 135 jet engined helicopter; and

· a Britten-Norman piston engined Islander fixed wing aeroplane.

Both aircraft are consortium owned; the aeroplane entered service new in 1996 and the helicopter in 1999.  The aircraft operate from bases at Newcastle and Teesside airports, under the command of the individual forces’ operations or operational support departments/ response policing units.

When operational, both aircraft are crewed by one pilot and two police officers (observers).  Ten pilots are on contract from an aviation company with twenty police constables and two police sergeants engaged as crew.  The unit has a support staff manager who also holds the post of Unit Executive Officer, a Civil Aviation Authority (CAA) requirement. 

Tasks regularly carried out by the unit include:

· Support to front line/ operational officers at crime scenes and searches for missing and vulnerable persons;

· Aerial platform for major incidents and disorder;

· Surveillance;

· Aerial photography and video;

· Transport of special units and airlifting of seriously injured casualties from remote, inaccessible, locations.

SECTION 2 - ARE THESE SERVICES CORE POLICING?

Although the services provided by NEASU are not core policing functions, they give support to various force objectives.  However, aspects of the service do require the exercise of police powers.

SECTION 3 - WHAT RESOURCES ARE USED BY THE NORTH EAST AIR SUPPORT UNIT?

The following costs relate to NEASU’s service provision and are shown in relation to the base estimate for 2003/2004: 
NEASU Budget

The base estimate for NEASU for 2003/04 is £2.780m.  The cost of the NEASU is shared between the consortium members, relative to members’ Formula Spending Shares (FSS).

Northumbria Police Authority maintains an income and expenditure account on behalf of NEASU and provides financial management information to a Consortium Monitoring Group (CMG) to facilitate budget monitoring and control. 

NEASU currently has a reserve representing past surpluses.  At 31 March 2002, the balance on this reserve was £343,000.  It is estimated that during the financial year 2002/03 this balance will increase by approximately £25,000 (£15,000 estimated interest and £10,000 underspend). 

The reserve represents the cumulative net unspent element of the Air Support Unit revenue budget that has been carried forward from previous financial years.  The reserve is maintained to allow for unexpected future events.  The reserve does not include any capital funding.  

CMG have agreed that the cost of Airwave air to ground communications should be met from the Air Support Unit reserve.  This cost is currently estimated at £265,000.
Employees 

Staffing directly employed in the service are shown in the table below:

Employees
Full Time Equivalents
Cost

Police Sergeants
2
£840,000 

Police Constables
20


Support Staff
1


Total
23


Premises 

Premises at Teesside and Newcastle Airports are utilised in providing the service.  At Teesside, office accommodation is leased and a charge is made for hangar parking.  At Newcastle, Police Authority owned hangar and office accommodation stands on land owned by the airport authority.

Teesside Airport
£35,600

Newcastle Airport
£45,400

Total Cost
£81,000

Other Major Cost Items 

There are a number of other major cost items associated with the service:

· Pilotage and aircraft maintenance is supplied on contract from aviation companies; 

· When aircraft are out of service due to maintenance, alternative aircraft are hired as replacements; 

· Fuel is purchased from aviation fuel suppliers; 

· Debt charges relate to the financing of capital expenditure;

· The purchase of the helicopter, in April 1999, included two years free maintenance and a warranty of 1,500 flying hours.  Consumables such as oils and general service items were not included in the free maintenance. 


A ‘power by the hour’ (PBH) contract for the supply of major components was arranged for five years from 01 April 1999 to assist with accurate budgeting for expensive items.


A three-year maintenance contract commencing on 01 April 2001, following the end of the free maintenance period, was arranged to run concurrently with the PBH contract, both contracts expiring in March 2004.

· Maintenance of the fixed wing is based on a two year cycle, therefore costs are higher every second year when it requires more maintenance.

Pilotage
£648,000

Maintenance of aircraft
£533,000

Equipment and maintenance
£24,000

Aviation fuel
£147,000

Landing fees
£13,500

Aircraft insurance


£126,000

(Plane £40,400,

Helicopter £85,600)

Miscellaneous insurance
£15,800

Hire costs
£136,000

Debt charges
£179,800

General
£35,500

Total
£1,858,600

Revenue Generated by the Scheme

The service raises incidental income through the recharging for fuel and services to outside bodies such as North East Air Ambulance and other police forces.  The budgeted income in 2003/2004 is £15,000.  
Specialist Equipment

In addition to the aeroplane and helicopter, NEASU maintains a range of specialist hangar and aviation equipment.

The helicopter was purchased in 1999/2000 at a cost of £2.2m, financed by £470,000 Home Office grant, £730,000 borrowing (supplementary credit approval) and £1m from Consortium members.

The fixed wing, which came into service in 1996 at a cost of £835,000 was financed by £425,850 Home Office grant and £409,150 borrowing (supplementary credit approval).

Capital Schemes

There is £140,000 in the 2003/04 capital programme for NEASU to fund the following work:


COST (£)

Helicopter


Jettison doors
10,000

Replacement searchlight
50,000

Digital video cassette recorders
15,000

Replacement video monitors
25,000

Fixed Wing


Digital video cassette recorders
15,000

Replacement video monitors
25,000




TOTAL
140,000

SECTION 4 - HOW ARE THE SERVICES PERFORMING?

Overview 
At present there are no national figures or statistical information available to allow comparative analysis with other air support units.  There is, however, detailed tasking information available for incidents attended by NEASU.

Looking specifically at the incidents occurring in Northumbria, Cleveland and Durham, it is found that for the period April 1996 to March 2001, 58.50% of incidents occurred in Northumbria, 22.36% occurred in Cleveland and 19.14% in Durham.

The FSS proportions 2002/2004 are Northumbria = 56.23%, Cleveland = 22.08%, Durham = 21.69%.  It can be seen that the proportion of tasking is broadly in line with the relative size of FSS.  
Operational tasking (both preplanned and reactive) accounted for 91.68% of all tasks, with 7.86% of tasks being conducted for NEASU and PAS (typically related to training) and the remaining 0.46% being tasks for other forces or agencies.

In terms of the split between helicopter attendance and fixed wing attendance, the details for the April 1996 to March 2001 period are:

Force
Helicopter

(No. of Incidents)
%
Fixed Wing

(No. of Incidents)
%
Total Incidents
Total %

Northumbria
13,358
92.12
1,143
7.88
14,501
100.00

Cleveland
745
13.44
4,800
86.56
5,545
100.00

Durham
2,036
42.92
2,708
57.08
4,744
100.00

The helicopter was called to 16,139 incidents (65.10%)

The fixed wing was called to 8,651 incidents (34.90%)

Over this period the unit achieved 1,378 direct arrests in Northumbria, 497 in Cleveland and 472 in Durham.  It should be noted that ‘direct arrest’ means an arrest resulting from the presence of air support rather than officers leaving the aircraft and performing arrests on the ground (which can happen with the helicopter).  The unit also played a role in a further 1,038 arrests in Northumbria, 388 in Cleveland and 383 in Durham.

The unit also assisted in the recovery of property valued at £3,353,343.

The unit did not attend every request during this period and such instances are referred to as ‘denials’.  622 denials were given to Northumbria, 301 to Cleveland and 166 to Durham.  Reasons for denials include such things as inappropriate requests, mechanical problems and bad weather.

What the statistics tell us

A key performance indicator for the unit is availability and this is related to denials.  The following table shows the breakdown of reasons for denials by force for the extended period April 1996 to March 2002.

Denials
Northumbria
Cleveland
Durham

Mechanical Defect (FW)
2
7
3

Mechanical Defect (Heli)
23
2
6

Re-fueling (Heli)
2
0
0

Re-fueling (FW)
1
0
0

Servicing (FW)
0
1
3

Servicing (Heli)
7
1
2

Area not contained
124
47
31

Higher priority task
10
10
4

Denials
Northumbria
Cleveland
Durham

ID of offender known
28
9
4

Incident over before arrival
2
3
0

Insufficient information
155
91
46

Late request
68
20
9

No pilot
7
3
3

Other
15
5
4

Task inappropriate
89
63
19

Weather out of limits (FW)
21
58
43

Weather out of limits (Heli)
196
24
26

TOTAL
750
344
203

A denial does not necessarily mean that an aircraft is unavailable.  For example, the crew can determine that it is inappropriate to attend, e.g.:

· Area not contained

· ID of offender known

· Insufficient information

· Late request

· Incident over before arrival

· Task inappropriate

If these categories are removed from the table the total number of incidents where the aircraft was unavailable is:

· 284 incidents in Northumbria;

· 111 incidents in Cleveland; and

· 94 incidents in Durham.

The percentage availability in each force is therefore:

Force
% available

Northumbria
98.36

Cleveland
98.42

Durham
98.36

Average for Consortium
98.39

How do we compare?
Contact has been made with other forces throughout England and Wales (Northern Ireland and Strathclyde are also included) to discuss their individual air support arrangements.  Visits to several other forces in February 2002 compared areas such as service delivery methods and acquisition of services and resources.

The table below shows that of the 43 forces in England and Wales, only four are without direct air support, namely Cumbria, Kent, Lincolnshire and North Yorkshire. 

The majority of forces and consortiums operate solely with rotary aircraft apart from:

· NEASU (consortium)

-
both fixed wing and rotary craft

· Greater Manchester

(single force)


-
both fixed wing and rotary craft

· Cheshire and Hampshire

(single forces)


-
fixed wing only

Of the 27 consortiums and forces listed below, ten have directly employed all of their own pilots.

Summary of other Consortium Arrangements

Consortium
Member Forces

*=separate operations
Paramedic capability
Aircraft Type
Pilotage

Cambridgeshire, Essex & Suffolk
Essex*

Suffolk*

Cambridgeshire
No
3 Helicopter
Aeromega

Central Counties
West Mercia

Staffordshire
No
1 Helicopter
McAlpine Helicopter Ltd (MHL)

East Midlands
Leicestershire

Northamptonshire

Warwickshire
No
1 Helicopter
Direct Employ

North East
Cleveland

Durham

Northumbria
No
1 Helicopter

1 Fixed Wing
PAS

North Midlands
Derbyshire

Nottinghamshire
No
1 Helicopter
McAlpine Helicopters Ltd (MHL)

South East Region
Metropolitan

Surrey
No
3 Helicopter
Direct Employ

South & East Wales
Gwent

South Wales
No
1 Helicopter
Veritair

Chiltern
Thames Valley

Hertfordshire

Bedfordshire
No
2 Helicopter
McAlpine

Western Counties
Avon & Somerset

Gloucester
No
1 Helicopter 
Direct Employ

Forces not in a Consortium

Individual Forces
Paramedic capability
Aircraft Type
Pilotage

Cheshire
No
1 Fixed Wing
PAS

Devon & Cornwall
No
1 Helicopter
Direct Employ

Dorset
No
1 Helicopter
PAS

Dyfed Powys
No
1 Helicopter
Direct Employ

GMP
No
1 Helicopter

1 Fixed wing 
McAlpine

Hampshire
No
1 Fixed Wing
Direct Employ

Humberside
No
1 Helicopter
Direct Employ

Lancashire
No
1 Helicopter
Direct Employ

Merseyside
No
1 Helicopter
McAlpine

Norfolk

(setting up a new unit for 2002/3 so ad hoc arrangements)
No
Non Specific
Sterling

North Wales
Yes
1 Helicopter
Direct Employ

Northern Ireland
No
1 Fixed Wing
Direct Employ

South Yorkshire
No
1 Helicopter
Pilot Consortium

Strathclyde
No
1 Helicopter
Bond

Sussex
Yes
1 Helicopter
PAS

West Midlands
No
1 Helicopter
PAS

West Yorkshire
No
1 Helicopter
Pilot Consortium

Wiltshire
Yes
1 Helicopter
PAS

What do people think of our service?
There has been extensive consultation carried out throughout the review with:

· Members of consortium police authorities

· Chief Officers of consortium police forces

· Heads of Operational Support and Central Support Unit at Northumbria Police

· NEASU Consortium Monitoring Group

· NEASU staff and staff associations

· Finance Departments of consortium police forces

· Service users

· Airport Senior Managers/ Civil Aviation Authority

· Local Authorities

Overall, the general opinion of the current service is that air support is an essential part of policing, that the public found the presence of the aircraft both reassuring and protective and that it was cost effective.

Specifically, service users thought that communications with the aircraft and response times were good.  Over 83% considered the service to be either essential or useful.

The consultation programme fundamentally challenged the current service.  Questions included whether there was a need to examine the consortium arrangements, the location of NEASU and type of aircraft operated and the civilianisation of air observers’ posts were raised.

SECTION 5 - WHAT OTHER FACTORS MAY AFFECT THE FUTURE ROLE OF THE NORTH EAST AIR SUPPORT UNIT?

Developments which may impact on the future of the service include:

· Police visibility and reassuring the public are central to the police reform agenda and, as such, in whatever form it takes in the future the air support service across the three force areas will serve an important function.
· Other implications of the Police Reform Bill, including the exercise of police powers by civilians and non-police officers, need to be taken into account.
· The complex Airwave air to ground communications system is being proactively progressed by ACPO, Home Office, PITO, O2 and individual forces.  The estimated cost is £110,000for the helicopter, £130,000 for the fixed wing, and £25,000 for equipment.  PITO is preparing a tender specification document which will enable forces to proceed with air to ground requirements (Generation 2).  Generation 1 air to ground equipment is only available at present but Generation 2, which is yet to be manufactured, will be required for the full air to ground solution.

· The major aviation services contract with Police Aviation Services (PAS) for pilotage, fixed wing aircraft maintenance and provision of relief aircraft, has been extended by two 12-month terms expiring on 31 March 2004.  Other aviation services, consisting of helicopter maintenance and supply of helicopter spare parts, are covered in contracts with McAlpine Helicopters Limited (MHL) and also expire on 31 March 2004.  

· Contracts for pilotage, maintenance and provision for relief craft may, therefore, need to be renegotiated for a further 12 months.  

· The power by the hour contract runs for a term of five years to 31 March 2004 and for a further five years unless either party gives notice of termination.  
The way in which the procurement of any one part of the services required is done could have an effect on any or all of the other services, e.g. should PAS only be offered a contract for the supply of a replacement fixed wing aircraft, it is likely that this will not be commercially viable and NEASU would be left for between 60 – 100 days per annum without fixed wing cover. 

· To receive Home Office funding in 2004 a bid needs to be put in place pre 30 September 2003.  This funding normally consists of 51% grant and 49% supplementary credit approval which usually makes up 50% of the purchase price of the aircraft.  Funding would be likely to be available, with predicted less competition over the two years 2004/05 and 2005/06.  The impending introduction of the Prudential Code represents a major change in the framework for Local Authority borrowing.  The basic principle of the new system is that Local Authorities will be free to invest so long as their capital spending plans are “affordable, prudent and sustainable”.  This statement focuses attention on the decision making process for capital investment which in turn will place greater emphasis on the production of an agreed capital strategy for the authority.
SECTION 6 - HOW CAN WE CREATE A SERVICE FOR THE 21ST CENTURY?

In order to create a service for the 21st century, it may be useful to look at how the service has evolved.

The Past

Some forces have been using air support since the mid-1980s.  In 1989, Northumbria Police, along with some of the other larger forces, each carried out a feasibility study which concluded that police officers in helicopters could provide valuable assistance to colleagues on the ground.

Since 1989, there have been many steps taken to increase the effectiveness of air support, including extending the number of operational hours and the purchase of new technology equipment, which particularly assisted with night time searches.

When the consortium was set up in 1995, further developments included continuous 24-hour cover and the purchase of a fixed wing aircraft.

A modern helicopter was purchased in 1999.  This helicopter was fitted with new technology and was faster, bigger and quieter than the previous aircraft, requiring far less maintenance therefore giving additional cover to the consortium.

The Present

The Home Office has made £4m of funding available annually for air support projects in England and Wales, which has made the purchase of aircraft and other major items of equipment possible.

All of the developments since 1989 have been closely monitored and have been viewed as gradual steps in providing additional visibility and reassurance to police officers, the public and also to increase efficiency and effectiveness of an expensive resource.

The Future

Now is the time to look to the future.  Nationally, it is accepted that the key to success in modern police air operations is well trained crews using up to date technology, able to respond very quickly, at any time, to support officers on the ground who are dealing with a wide range of crime related and public safety incidents.  It has been established that each of the forces in the consortium wishes to maintain air support.  Options for change, therefore, come down to the following issues; have we the right craft operating from the right locations and are staff within the unit appropriate to the role and employed in the most beneficial way?

The majority of operational arrangements for NEASU are intrinsically linked.  The arrangement that would have the most impact on all other operational matters and would significantly change service delivery would be a change to the types of aircraft deployed within the consortium.  Should two helicopters be operated then pilotage becomes more straightforward to arrange and consideration can be given to direct employment.  Since helicopters do not require a runway then there is a potential for locating away from airports and a single base in the centre of the consortium becomes another avenue for exploration.

To improve current services we are proposing the following: 

· Replacement of the current fixed wing aircraft with a brand new, not second hand, helicopter.

· The in-house development of a separate air support strategy.

· The development of a range of local performance indicators taking into account the national perspective.

· The existing terms of reference of the Joint Advisory Group to be altered and for them to continue meeting on a regular basis.

SECTION 7 - HOW DO WE INTEND TO MAKE THESE CHANGES? 
Action
Target

1. Replace the fixed wing aircraft with another helicopter.
BY APRIL 2005

2. Develop a separate air support strategy.
APRIL 2004

3. Develop a range of local performance indicators.
APRIL 2004

4. Alter the existing terms of reference of the Joint Advisory Group.
SEPTEMBER 2003

SECTION 8 - HOW ARE WE GOING TO MEASURE WHETHER WE ARE IMPROVING?

It has been noted earlier in this report that there are no national figures or statistical information available to allow comparative analysis with other air support units.  One of the service improvement options is to develop a set of local performance indicators to be used by NEASU which will provide indicators for year on year comparisons. 

The changes outlined in this review should lead to improved satisfaction with the service and increased flexibility.  These changes will be monitored post implementation through the relevant parts of the Policing Performance Assessment Framework (PPAF). 

SECTION 9 - WHAT IS THE BEST PROCUREMENT ROUTE?

The service options detailed in Section 10 set out the future shape of the service.  The procurement strategy needs to be applied to determine how that service should be secured.  There are seven procurement options within the strategy.  They are:

· The cessation of the service in whole or part;

· The creation of a public/ private partnership through a strategic contract or a joint venture company;

· The transfer or externalisation of the service to another provider with no in-house bid;

· The market testing of all or part of the service (where the in-house provider bids in open competition against the private or voluntary sector);

· The restructuring or repositioning of the in-house service;

· The renegotiation of existing arrangements with current suppliers where this is permissible;

· The joint commissioning or delivery of the service.

The application of the procurement strategy is unique in this Best Value Review as, due to the collaborative consortium approach for the delivery of the service, several procurement issues are regularly reviewed by the Consortium Monitoring Group, e.g. pilots, maintenance etc.  There is already a mixed economy of provision, however, it is clear that the recommendations will result in increased collaboration.  Collaboration is key to producing an enhanced service and economies of scale.  Within this context the procurement options can be broadly applied as follows:

The cessation of the service in whole or part

Consultation has shown that the provision of air support is viewed as essential by service users, therefore it is not feasible to cease the whole service. 

Considering parts of the service, the review recommends the cessation of fixed wing air support.  The review does not recommend the cessation of functional parts of the service such as surveillance services or pre-planned services.
The creation of a public/ private partnership through a strategic contract or a joint venture company

A PFI could be used to provide all or part of the aviation services, e.g. a contractor could own buildings and/or aircraft and/or equipment, which is leased to the authority under a PFI scheme.  The potential for changing the current service is enhanced by the possible availability of Home Office funding to reduce the costs of purchasing aircraft and support.  Such funding might preclude involvement by other agencies.  Wiltshire operate a PFI where PAS own aircraft for a police/paramedic air support unit, however, the review has established that the aircraft should not be used for non-policing roles which removes the attraction for PFI partnership.  Depending on the details and availability of funding, a new aircraft base might attract outside interest but this should be explored once any replacement aircraft is in service.

The transfer or externalisation of the service to another provider with no in-house bid

The whole service could, in principle, be procured from another agency such as ‘Police Aviation Services’, providing buildings, aircraft, equipment, engineers, pilots and observers but such a transfer or externalisation would almost certainly lead to a loss of control of resources and operations by the authority.  NEASU is a specialist operational policing support provided by experienced police officers interacting with colleagues on the ground.  Whilst an external provider could operate specialist equipment in an aviation environment, this is just one aspect of the service.

The market testing of all or part of the service (where the in-house provider bids in open competition against the private or voluntary sector)

Services such as maintenance or provision of pilots are already subject to competitive tendering and the procurement of new craft is subject to European tender.

The restructuring or repositioning of the in-house service

The service is to be restructured in accordance with the options outlined in Section 10.

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

The procurement of a second helicopter will lead to a need to renegotiate the contracts concerning the provision of pilots along with maintenance contracts.

The joint commissioning or delivery of the service

This service is already delivered jointly with the forces and police authorities  of Northumbria, Cleveland and Durham.

SECTION 10 - 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 reports, detailing the project’s progress. 

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

OPTIONS FOR CHANGE
It became apparent as the review progressed that there are three distinct groups of options for change.  

Group A options will fundamentally change the way in which the service is delivered, with the options within this group all being intrinsically linked.

Group B options will also affect the service operationally, but can be taken forward independently, regardless of the Group A options.

The Group C package of options are predominantly management improvements involving planning and performance management.

Group A

· Aircraft

· Location

· Pilotage

· 24 hour coverage

Group B 
· Arrangements for air observers 

· Tasking and financial arrangements

· Geographical coverage

· Pre-planned tasking

· Service expansion

Group C

· Air support strategy

· Local performance indicators

· Consortium arrangements

GROUP A OPTIONS

Through the analysis of all of the information gathered throughout the review, it is clear that the most fundamental change to the service would be to replace the fixed wing with another helicopter.  Bringing a new craft into service would entail a significant upheaval for the unit and issues such as location, pilotage and the hours of coverage are directly dependent on any decision about the type of aircraft operated by the unit.

If the decision to replace the fixed wing with a new helicopter is made there are two elements to bear in mind: 

1. There will be future major implications relating to pilots, location, and hours of coverage.  Due to the timescale in replacing the fixed wing, it is proposed that, for continuity, these will be fully considered once the fixed wing is replaced. 

2. Transitional arrangements for existing contracts will need to be addressed. 

The following, therefore, concentrates on the main issue of the aircraft.  A summary of future implications are also detailed, but the full analysis will form part of the implementation plan and air support strategy.  It is proposed that transitional arrangements are considered as part of the existing mechanisms through the Consortium Monitoring Group.    

AIRCRAFT

The Option

In particular, consideration was given as to whether the consortium would be better served by:

i. a single fixed wing craft;

ii. a single rotary craft;

iii. a fixed wing and a rotary craft;

iv. two rotary craft;

v. two fixed wing craft;

vi. a single fixed wing craft and two rotary craft; or

vii. a single rotary craft and two fixed wing craft.

Despite the number of potential service options, it became apparent during the early stages of option appraisal that several options could be readily rejected.

The problem of conflicting demand over the consortium is very rarely an issue when operating with two aircraft, therefore it would not be appropriate to procure an additional aircraft and run the unit with three aircraft.  Conversely, operating the service with a single aircraft would incur increased transit times and may well lead to conflicting demand.  Two aircraft, as supported by tasking information, would appear to be the most appropriate for the unit.  Operating the unit using two fixed wing aircraft however, would result in a poorer service including reduced flexibility, delayed response times and the removal of the ability to land the craft and assist officers and other people on the ground.

Analysis

The appraisal of this option revealed several additional factors and issues that had not previously been considered:  

Funding

£4m of Home Office capital funding for air support projects is available each financial year.  The NEASU consortium has been awarded in the region of £2.5m in previous years and £68,000 of the £70,000 requested for the year 2003/4 for replacement aircraft equipment.  Competition is usually considerable but the Home Office have indicated to the Consortium Monitoring Group that there would be less competition in 2004/5 and 2005/6 for funding.  Priority for applications for funding are given to new craft, then for replacement craft and then given to requests for replacement equipment.  

Although there are annual rounds of funding, contractual obligations would mean that the next opportunity to bid for funding would not arise until 2007 if the fixed wing is not replaced now.  By then, the fixed wing will have been in service for over 11 years and it is also possible that the current helicopter might also need replacing.  Other air support units have already replaced craft which have had less flying time than the EC 135 operated by NEASU and are now operating with new generation helicopters. 

If the fixed wing was replaced by a brand new helicopter in 2004 this would allow for the same type of helicopter to be purchased under the Home Office Framework Agreement.  However, this process would take approximately 12-18 months before the new craft would be in service so there might be a need to hire a helicopter for the overlap period.  
Updating Equipment

Spending to replace outdated equipment has generally been put on hold as the review has progressed.  Ideally, the fixed wing aircraft should be fitted with Airwave communications estimated to cost £130,000, Traffic Alert Collision Avoidance System (TCAS) at £40,000, replacement propellers at £42,500 and replacement more modern and fuel efficient diesel engines at £150,000, totaling £362,500.  The residual value of the fixed wing is estimated at £200,000 (subject to survey).

In addition over the last two years, the principal item of this aircraft’s role equipment, the thermal imaging/video camera system, has become unreliable to the point that NEASU’s credibility has suffered.  Contractors have been unable to find a remedy and work is still ongoing with this problem.  The cost to replace this system with a modern version, normally only put into new aircraft, is estimated to be £350,000.  The full suite of role equipment, fitted out by the contractor to a new aircraft ex-factory would be likely to cost in the region of £900,000 (excluding the cost of the basic aircraft).

Relief Aircraft

Another issue concerns the provision of a relief aircraft.  From 2004, there is a question mark over, in particular, fixed wing relief craft availability.  There is one relief fixed wing craft available nationally operated by ‘Police Aviation Services’ (PAS) and NEASU, Cheshire and recently Hampshire are the only air support units to use it on a contracted or adhoc hire basis.  Consultation with PAS themselves has revealed that the aircraft’s cost as a stand alone service may be unviable, although as part of a major package of services the opposing view can be taken.  Consequently, the medium term plans for the aircraft very much depend on market requirements.  They plan to continue with the aircraft until April 2004, following which a decision will be made on whether or not to continue operations in light of contracts in place.  They acknowledge that such a decision will largely depend on the plans of both Cheshire and NEASU.  The service could operate with a single craft if no relief is available, but the fixed wing aircraft operated by NEASU requires more maintenance than modern helicopters such as the EC 135.  It is estimated that the fixed wing will require up to 60 days in one year and up to 100 days in alternate years.  A new generation helicopter is scheduled for about 25 days maintenance a year.  Older generation helicopters also are becoming less available and less reliable.  All relief craft are not expected to have Airwave communications for several years until those being fitted with airwave now are eventually replaced by new aircraft.

Flexibility

Some consultation undertaken with service users and staff from the unit has indicated that replacing the fixed wing with another helicopter would add to the flexibility of the unit, creating a more practical and effective police air support service across the whole consortium area.  There is an expectation and reassurance by many operational police officers that air support is only a few minutes away at any time of the day or night to support them.  Helicopter crews, compared to fixed wing, can be more practically involved with ground-based colleagues and the public with the ability to provide illumination of scenes, give directions through public address or to land and leave the aircraft to give assistance and to investigate incidents.  There is also the possibility of increased publicity for the service due to the ability to undertake more life saving tasks, promoting public safety etc.  

Conclusion

Taking the issues detailed above into account, it would seem clear that the service provided across the whole consortium can be improved by replacing the fixed wing with another helicopter.  A further issue lies with whether this should be a new helicopter or whether there would be an opportunity to purchase a second hand helicopter.

A new helicopter would be approximately £3.68m, depending on the Euro/£ exchange rate, with a bid made to the Home Office for capital funding via grant and borrowing approval as previously detailed in this report.  If the bid were successful, £0.92m would be received from the Home Office in the form of grant and £0.92m in the form of borrowing approval in April 2004.  The consortium would need to secure funding for the remaining £1.84m from the 3 Police Authorities.

Assuming that a new EC 135 helicopter was to be purchased, a negotiable deposit from the consortium’s £1.84m would be paid to McAlpine Helicopters (the only UK distributor) at the time of placing an order.  The balance would be paid on receipt of the helicopter.  Depending on when the order is placed, the in service date of a new helicopter would be at the earliest mid-2004, or alternatively, April 2005. 

Maintenance and insurance costs would increase upon delivery of the helicopter.  Coupled with the repayments on the credit arrangement, this will mean an increase in the force’s costs for the consortium.  The Home Office Framework Agreement with McAlpine Helicopters for the provision of new aircraft is being renegotiated and will include two years warranty and free maintenance but does not include power by the hour costs.

A second hand helicopter could be purchased using Home Office funding but could not be bought under the Framework Agreement.  It is estimated that a good quality second hand EC 135 helicopter would cost between £2-3 million (fully equipped and converted to the police role) and due to the quick turnover in the market, a deposit would be required and there are also issues surrounding the need for a European tender.  

A second hand helicopter, of an older generation type, in terms of performance and reliability would not give substantial benefits.  There would be advantages associated with the flexibility of a helicopter but there would be added costs involved which have not been appraised.  A second hand helicopter, of an older generation type, already fitted with Airwave generation one communications and full role equipment, is currently available at a cost of about £800,000 from Lancashire Constabulary, who have replaced this aircraft with a new generation helicopter of the type already operated by NEASU.

Potential Advantages
· Lower competition against bid for funding for 2004/5 and 2005/6

· Improved flexibility for relocation and deployment across the whole consortium area

· Consultation revealed a strong support for two helicopters

· Reduced training requirements

· A relief aircraft is not required

· Perception of fairness across the consortium as a whole

· Maintenance/ pilotage savings due to (assuming identical helicopters) the same craft; if operated from a central location, reductions in staff of two pilots £130,000 and four constables £140,000

· Modern helicopters generate less noise than older generation helicopters and the fixed wing operated by NEASU

· Additional publicity regarding possible life saving tasks

· Allows NEASU to be brought up to date with the latest technology used by many other air support units 

· Income from sale of the fixed wing; 

estimate subject to full aircraft survey and status of maintenance £200,000 less SCA; 

no further fixed wing maintenance required saving approx. £125,000 - £175,000 per annum

Potential Disadvantages

· A good quality second hand EC 135 is still expensive

· Possible training implications if a second hand non EC 135 is purchased and the need to go out to European tender

· Increased annual helicopter maintenance £360,000 per annum with a reduction of up to £100,000 per annum with free maintenance in the first two years

· Cost of purchasing a brand new helicopter (see below) 

To replace the fixed wing with another helicopter, the contribution from the consortium forces can be calculated as: 

Cost of new EC 135 helicopter


£2,910,000*

Cost of conversion to police role

£   970,000



Less trade in of fixed wing


£   200,000 










£3,680,000



Less Home Office Capital funding

£1,840,000










£1,840,000



Add estimated debt still owed on fixed wing 
£   120,000
Total Contribution from forces £1,960,000

Therefore split as per the current consortium arrangements = 

Northumbria
approx. £1,102,108

Cleveland

approx. £  432,768

Durham

approx. £  425,124

* Based on three month rolling Euro exchange rate 

(April to June 2003  – 1:425 Euros = £)

Recommendation:

It is recommended that Members agree to the replacement of the current fixed wing aircraft with a brand new, not second hand, helicopter.

Reasons:

1. Improved service to the consortium as a whole.

2. Long term financial benefits.

Improvement Plan

Implementation of the recommended option would be achieved as follows:

Action
Lead Manager
Target

Place bid for HO funding
Unit Executive Officer
September 2003

Tender for new aircraft
Unit Executive Officer
TBC

Acquire new aircraft
Unit Executive Officer
TBC

Commission craft
Unit Executive Officer
TBC

Detailed assessment of option

Cost
There will be no change in staffing costs as a result of this option as both fixed wing and helicopter pilots are the same cost in the current contract.

Conversion costs of Teesside airport:

Dedicated helicopter fuel supply, £40,000 and

Helicopter ground handling unit, £30,000.

There will be a decrease in fuel costs; fuel costs for the fixed wing are about £90,000 p.a. and helicopter fuel costs are approximately half at around £46,000 p.a.

Since 9/11, insurance costs have increased.  Currently total aircraft insurance is £126,000.  Current helicopter insurance costs are higher than the fixed wing (£85,600 helicopter compared to £40,400 for the fixed wing) so insurance is expected to rise if the fixed wing is replaced by a helicopter.
Increased maintenance costs.

There will be no additional IT costs.

Quality
This option will enhance quality by bringing the service more in line with customer requirements for greater flexibility.

Staffing
There will be no change in staffing arising from this option, as the revised service will initially operate the same number of shifts, each requiring a pilot and two observers. 

Performance
The implementation of this option should lead to improved performance in terms of flexibility and response time.

Equity of Service
The replacement of the fixed wing by a helicopter will lead to a service with greater flexibility which would be better able to meet the needs of its customers across the whole consortium.  It is particularly important that NEASU is equally able to meet the needs of customers in rural areas as well as in urban areas where there is most demand.  As has been evidenced, there have been numerous instances where helicopter crews have been able to give practical assistance to operational officers and members of the public.  This not only gives extra visibility and reassurance but it also substantially helps with the demands on resources.

Sustainable Development
Noise levels from modern helicopters are lower than older machines and the fixed wing in its current configuration.  Also, modern helicopters are built to the latest safety specifications.

FUTURE IMPLICATIONS


As highlighted previously in the report, a change in the type of aircraft operated by the unit represents a significant step change in service delivery.  It is inevitable that there would be some disruption and reduction in the service delivery throughout the year.  It might be appropriate to adopt a phased change to the intrinsically linked issues of location, pilotage, hours of coverage and, in addition, the arrangements for air observers.  Whilst there has been in-depth analysis already undertaken on a number of these issues, until a decision is made on the type of craft operated, the way forward cannot be formally concluded at this time.  An overview of some of these operational issues are detailed below.  There will also be a need to put in place transitional arrangements due to the current contractual obligations, especially around pilotage.  All future implications will need to be reviewed by the Consortium Monitoring Group.

Location 
NEASU currently operates from bases at Newcastle and Teesside Airports.  In the short term, for reasons of continuity, it is felt that it would be best if the two craft were still operated from both airports.  Whilst a single, central location would have some advantages, there are also advantages from operating from airports which are relatively close to the centres of population.  Relocation would require high investment, in the region of £2m.  In-depth analysis has already been undertaken regarding location, including a geographical study.  This information can be used in the future to help decide whether the costs associated with finding a suitable new site clearly demonstrate that there would be an improvement to the service provided by such an investment in changing the location of the unit.  

Pilotage

NEASU currently procures pilots via a contract arrangement, although several other forces and consortiums employ their own pilots.  However, there are many issues involved with the direct employment of pilots, including advice from the Home Office Aviation Adviser and other personnel guidance.  If the service is to be provided by two rotary craft, additional issues are created, which along with the many other advantages and disadvantages, all need to be analysed to decide whether it would be advantageous for pilots to be directly employed by Northumbria Police Authority on behalf of the consortium.   Employment of pilots by NEASU could lead to significant cost savings, improved resilience and flexibility, especially if one aircraft type was operated.  There are still disadvantages which would require further investigation.

Hours of Coverage 
NEASU currently provides 24-hour coverage, provided by the two aircraft and an analysis of tasking data has been undertaken.  It is intended that, once the new helicopter is in service, this will form the basis for a re-assessment of the hours of operation of the unit to decide whether such cover is still required and, when operating with more than one craft of the same type, whether both craft need to provide the same level of cover.  

Arrangements for Air Observers

The role of air observer at NEASU is currently a police officer post.  Several forces, such as Hampshire, Suffolk and Wiltshire, employ a combination of constables and support staff as air observers.  Consideration needs to be given as to whether it would be advantageous for Northumbria Police Authority, on behalf of the consortium, to employ support staff observers.  Detailed consultation has taken place throughout the course of the review and opinions on this subject are conflicting, depending upon the arrangements of other individual air support units.  Furthermore, evaluation of using support staff as air observers is not yet available from these air support units.  There are clear cost savings involved, but any evaluation needs to determine whether the role of air observers requires the use of police powers.

Due to the fact that a change to the type of craft operated by the unit represents a major upheaval and disruption for the service, it is felt that the timing, not the principle, of any further examination of this issue would be inappropriate at the moment. 

GROUP B OPTIONS

These options address whether the present coverage and capacity of the unit is vital and if the service would still remain effective if a reduction in service delivery was made.  Additionally, the expansion of the service, including measures such as changes to the consortium and new partnership arrangements, are also investigated.

NEASU currently offers a service principally dedicated to effective operational policing in the consortium force areas.  These options consider whether there is a need to change the:

· the tasking or financial arrangements

· geographical coverage

· preplanned tasking

· expansion of the service

TASKING AND FINANCIAL ARRANGEMENTS

The Option

This option looks at the consortium to identify whether the existing arrangements are still relevant and satisfactory; in particular relating to tasking, whether the financial arrangements are adequate and the charges fair and equitable.

Analysis

Consultation suggested that generally there was satisfaction with the current consortium arrangements.  Specific issues raised included:

· No problems have arisen with the current financial arrangements of the Consortium with annual balances transferred to a Reserve Account, which has been in surplus since the start of the current accounting arrangements.

· Executive and Senior Officers from Northumbria and Cleveland Police agreed that the current apportionment of costs seemed fair, appropriate and adequate.  However, Chief Officers from Durham felt that funding should be retrospective and based on usage.

· The current arrangement is well managed and clearly defined and there are no operational problems with the unit.

· The Unit Executive Officer has responsibility for the day to day running of the Unit and succession planning is perhaps an issue.

Financial arrangements for NEASU

When analysed, the cost of air support per 1,000 head of population across the consortium shows that it is £1,043 per thousand people in Northumbria, £1,040 in Cleveland and £937 in Durham. 

The different cost for Durham reflects the make-up of the FSS formula in each force, with Durham having a different level of deprivation to Cleveland and Northumbria.  Thus, as an approximate figure, air support costs one pound per person per year over the consortium area.  Within Northumbria, the costs of air support account for 0.65% of the total force budget.  The proportion of Cleveland’s budget spent on air support is 0.59% and the proportion of Durham’s is 0.64%.

The review team investigated the effects of changing the way costs are apportioned.  Performance information relating to tasking identified that there would appear to be no obvious benefit in changing the formula. (See tables below)
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Information from Chiltern Air Support Consortium shows that the consortium split more or less mirrors the tasking hours last year.

Consortium split 


Tasking hours last year

Thames Valley

60%




60.2%

Hertfordshire

25%




23.6%

Bedfordshire

15%




16.2%

The consortium was originally divided by population.  However, it is now based on usage - Hertfordshire were using 16-17% and paying for 25%.  The accounts now work 18 months in arrears and usage has increased in Hertfordshire over the last 18 months.

GMP Air Support Unit is not part of a consortium but has a local arrangement with neighbouring forces, e.g. Lancashire, Merseyside, West Yorkshire, South Yorkshire and North Wales.  A meeting takes place every three months and a management group meets annually.  The purpose of these groups is partnership working to reduce costs and improved services.

Recommendation:

It is NOT recommended that Members alter the consortium arrangements at this stage. 

Reasons:

1. The current arrangements are working well and generally everyone is satisfied.  

2. Evidence also shows that there would be no obvious advantage to changing the costing formula to tasking instead of FSS.

GEOGRAPHICAL COVERAGE 

The Option

The air support unit currently covers the entirety of the three forces of Cleveland, Durham and Northumbria.  The majority of tasks occur around the urban centres of Middlesbrough, Stockton, Newcastle, Gateshead and Washington, with only a small percentage of tasks occurring in the outlying, predominantly rural areas such as North Northumberland.  This option examines whether, given the variation in tasking from an average of just under an incident a day to an incident approximately every 6 days, whether the unit should continue to provide a universal service or concentrate on the areas of highest demand.

Analysis

A comprehensive study examining the number of incidents attended in each BCU during the five year period April 1996 to March 2001, is shown in the table below.  

BCU
Number of Incidents (April 1996 to March 2001)

Middlesbrough
1,669

Stockton
1,543

South Tyneside
1,378

Sunderland City
1,326

Newcastle North
1,311

Washington
1,307

Gateshead East
1,249

Sunderland West
1,160

Gateshead West
1,116

SE Northumberland
1,063

Newcastle West
1,022

Langbaurgh
1,021

Chester le Street/Durham
978

Darlington
910

Hartlepool
780

Easington
764

Tynemouth
739

Wear and Tees
668

Wallsend
582

Sedgefield
547

Derwentside
536

Newcastle East
511

SW Northumberland
422

Newcastle Central
292

N Northumberland
289

Total
23,183

The savings from reduced cover are negligible compared with the total NEASU budget and are outweighed by the impact of a lack of service in outlying regions. Whilst rural areas do not experience the levels of burglaries and car crime that urban centres are subject to, the types of task necessitating an aerial response include searches for missing persons (often in remote areas) and casualty evacuation.  These types of task would require large amounts of resources to complete without air support and there would be a large increase in the time taken to respond to and complete such tasks. Furthermore, there is little evidence that conflicting demand is a significant issue.

Please note that due to the small year on year fluctuations in the number of incidents attended in each BCU, it was felt that it was unnecessary to undertake this exercise again in 2003.

Advantages

· Fuel savings would be made.

· The potential for conflicting demand or increased response times is reduced. 

Disadvantages

· The creation of a two tier service for officers and public, i.e. reduced ability to respond to incidents and a reduced level of reassurance.

· Changes in the FSS based funding arrangement would be required.

· Changes in geographical coverage would result in a lesser service for rural areas.

Recommendation:

It is recommended that Members retain the existing arrangements regarding the geographical coverage of the unit.

Reasons:

1. Equality of service.

2. Cost savings not justified compared to the potential impact of withdrawing air support from outlying regions.

PRE-PLANNED TASKING

The Option

NEASU currently provides a primarily reactive service, but a significant amount of pre-planned work is also performed.  As with the issues discussed above, there is scope for cost savings in terms of fuel and operational benefits in terms of avoiding the conflict between pre-planned and 'live' incidents.  This option examines whether there is a need to change the nature of the service provided by the unit. 

Analysis

As the majority of tasks (85.7% between April 1996 and March 2001) are reactive, it does not make sense to consider not providing a reactive service.  Of the remaining tasks, 6.3% are carried out for headquarters’ departments and other regional agencies.  The other 8% of tasks are associated with the running of the unit and tasks for other forces.

A conflict between pre-planned and operational tasking rarely exits.  If the unit were to stop providing support to pre-planned operations then, again, the cost savings would be negligible compared with the unit's operating costs.  Equipment used to support pre-planned operations has already been purchased so the only savings in this regard would be the small costs of annual maintenance.  

Recommendation:

It is recommended that Members retain the current mix of tasks.

Reasons:

1. Due to the small cost benefit involved, it is worth retaining the ability to assist in pre-planned operations.

EXPAND THE SERVICE – ALONE OR IN PARTNERSHIP  

The Option

Tasking information revealed that three forces that are not part of the current NEASU consortium; Cumbria Constabulary, Lothian & Borders Police and North Yorkshire Police, have previously called for air support assistance from NEASU on several occasions on an adhoc basis.  This option examines whether the current consortium could be expanded to include additional forces or whether the involvement of other agencies is feasible for the service.

Analysis

Contact was made with each of the above forces requesting their views on expanding the partnership arrangements.  From the responses received, whilst all three forces were content with the current situation, they indicated that they were unwilling to enter into formal partnership arrangements at present as they also had access to air support units from other forces.

Police Air Support units operate under the conditions of a Police Air Operator’s Certificate (PAOC) and primarily provide support to police operations.  The nature of police duties can overlap with other agencies, such as ambulance, fire and rescue, coastguard and other rescue services, particularly in cases of major incidents where significant numbers of police resources may be engaged.

In other cases where there is risk to life, air support is often requested by police officers to help in resolving incidents.  Occasionally, the NEASU helicopter transports seriously injured casualties to hospital landing sites, not only helping in preserving life, but enabling police officers involved in incidents to be released earlier and making them available for other duties.  The North East Air Ambulance Service is involved in partnership with the Great North Air Ambulance in a consortium providing its own specialist services in Northumberland, Tyne and Wear, Durham, Cleveland and North East Yorkshire.  There is no scope for partnership with the police other than to continue monitoring the possibility of sharing maintenance or pilot services in the future.

The ability to respond urgently to requests from police officers is a major factor in maintaining an effective service and in giving reassurance 24 hours a day.  If NEASU were to undertake work of a general nature for other agencies, it would be likely that flying time would be substantially increased and availability for police officers would be adversely affected.  Ambulance service helicopters operating in the region are used and specifically equipped to deal with non-life threatening cases and patient transfers on behalf of other trusts over long distances.  

Recommendation:

It is NOT recommended that Members further approach any other agencies or forces with a view to expanding the service at this stage. 

Reasons:

1. Other forces not currently part of the consortium do not want formal partnership arrangements.

2. A joint arrangement with police and another agency would conflict with responses to local police demand.

3. The North East Ambulance Service is looking to develop its own air support dedicated to ambulance operations.

GROUP C OPTIONS

This group of options consider planning and performance management issues.  

Specifically, they examine whether there is a need for a separate air support strategy for the unit, whether it is necessary to develop a set of local performance indicators and an assessment of the NEASU consortium composition.

DEVELOP AN AIR SUPPORT STRATEGY  

The Option

Currently, NEASU supports the operations and objectives of the consortium forces but does not have a separate air support strategy of its own.  This option considers whether such a strategy, incorporating a marketing strategy, is necessary to give direction to the projected strategic development of the unit during the next five years.

Analysis

This proposal suggests the need for a plan of action and a strategic vision for the future of the unit and arose during the consultation and comparison phases of the review.  
The strategic aim of the unit is to improve confidence by reducing, detecting and preventing crime and disorder and by improving public reassurance.  This will allow intelligence-led patrol in accordance with the National Intelligence Model and in partnership where appropriate. 

A strategy will define clear purposes and direction operationally and support the planning process, facilitating structured decision making especially in respect of finance by the consortium.

A strategy could be developed ‘in house’ or, alternatively, a costing and tendering exercise could be undertaken to identify consultants who could be employed to create one.

It is intended that the lifespan of a strategy would be five years, commencing initially on 1st April 2004 through to 31st March 2009, with evaluation criteria for the implementation of this strategy needing to be established from the outset using national and other performance indicators.  The strategy would be owned by the consortium. 

Due to the significant links with all of the other service options under appraisal, such a strategy would not be able to be developed until the outcomes of the Best Value Review are known and would, therefore, need to be reflected in the implementation plan.

However, some consultation undertaken as part of the review has suggested that a strategy may not be necessary.  Initially, two out of the three consortium forces commented that air support is a tool to deliver the individual force strategies, with the priorities and aims of the unit set by the consortium.  Further internal consultation at the Consortium meeting of 23 August 2002 gained support by that forum for the draft strategy, in principle.

Enquiries with other air support units has not revealed the existence of strategies.  However, this has been a recommendation of HMIC in recent inspections of units.

Whilst, at this stage, costs cannot be identified in fine detail, they are not anticipated to be large.  The opportunity and administrative costs would fall largely to the Unit Executive Officer.  The strategy would be incorporated into the existing business planning process, with the consortium having a key role.  The consortium would absorb any associated business into their regular meetings, updates against the strategy would be a standing item. 

In theory, the production of a strategy could be outsourced to a consultancy.  In practice, the anticipated cost of doing this would be disproportionate to progressing the strategy ‘in house’. 

In theory, sponsorship could be obtained to fund the development of a strategy.  At this stage, the anticipated costs of producing a strategy are low opportunity and capital costs, e.g. printing.  In practice, these are highly unlikely to attract sponsorship as there would be no obvious ‘payback’ for the sponsor as the strategy documents generated would be for internal use only.

The NEASU strategy would not conflict with those of the consortium forces and police authorities.  They would all be working to similar strategic aims, e.g. reducing crime and improving public reassurance.  The purpose of the strategy would be to ensure that the unit was fulfilling those strategic aims.  This would be achieved by specifying the actions and associated resources required to progress the strategy.

Recommendation:

It is recommended that Members agree to the in house development of a separate air support strategy. 

Reasons:

1. Recognised as sound, standard business practice to improve efficiency, effectiveness, planning, resourcing and accountability.

2. Would add support to Home Office funding bids because it could be demonstrated that the funds would fulfil strategic aims.

3. For other units, HMIC have recommended the development of a strategy.

4. If the fixed wing is replaced by another helicopter, a strategy will assist with guidance for the intrinsically linked implications, e.g. location, pilotage.

Improvement Plan

Implementation of the recommended option would be achieved as follows:

Action
Lead Manager
Target

1.  Following publication of Best Value Review, revise draft strategy
Unit Executive Officer
December 2003

2. Final consultation on revised draft strategy via consortium.
Unit Executive Officer
February 2004

3. Publication of strategy and monitoring of progress by consortium.
Unit Executive Officer
April 2004

Detailed assessment of options

Cost
The costs depend on how strategy is developed and implemented.

No extra staff have been identified.  This work is in keeping with the existing role of the Unit Executive Officer.  The associated opportunity costs are not identifiable at this stage, but are not going to be large.

There will be no additional costs to the existing accommodation.

No additional IT costs have been  identified at this stage.

Quality
· Quality will be enhanced by the definition of clear purpose, priorities, direction and accountability.  A strategy would support planning and resource allocation, facilitate structured decision making within a strategic framework and should impact on performance, i.e. service delivery.  In addition, it will enable ‘marketing’ needs to be fulfilled.

Staffing


There will be no change in staffing arising from this option but a clear purpose, direction and accountability will be defined, enhancing role clarity.

Performance
Implementation of this option should lead to improved performance through the definition of a clear purpose, direction and accountability, enhancing role clarity.

Equity of Service
A strategy would provide a formal mechanism to address equity of service.



Sustainable Development
A strategy would provide a formal mechanism to address sustainable development.



DEVELOP A SET OF LOCAL PERFORMANCE INDICATORS  

The Option

This option would provide performance indicators for future year on year comparisons.  Although no operational advantages have been identified, it is clear that accountability in terms of performance and clear target setting will enable service improvements to be measured.  In line with current guidance, the performance information will have to be focused, appropriate, balanced, robust, integrated and cost effective.

Analysis 
Performance management is nothing new – it is about ‘good management’.  The government, through the Best Value regime, is expecting organisations to place greater emphasis on determining the community’s needs and priorities and allocating resources to achieve key targets.  Continuous improvement and greater transparency are intended to make a real and positive difference to the services people receive.

Effective performance management is a cornerstone of any well-managed service and is essential to the delivery of Best Value.  Best practice information from the Audit Commission recommends that national and local performance indicators (PIs) are used to ensure progress towards strategic aims and objectives, assessing the performance of day-to-day activities.

Performance indicators are an essential guide to the effectiveness of all units, including air support, and enable managers to monitor and manage service delivery, efficiency, outputs and outcomes.

This option, acknowledging HMIC protocols, the 1996 HMIC thematic inspection of NEASU, the HMIC 2000 inspection of North Midlands Helicopter Support Unit and the information gathered during the consultation stage of the Best Value review, proposes the identification of suitable performance indicators and a system of performance management for the implementation of such indicators.

During the consultation process, the issue about management information was raised in connection with whether self-deployment was used appropriately.  Analysis revealed that NEASU relies upon some success by being able to respond immediately as incidents begin to develop, without receiving a request.  It also involves repositioning of the helicopter to forward locations to deal with planned operations.
Consideration is currently being given to the developments being driven under the Policing Performance Assessment Framework – ‘the domains project’.  In this area, we anticipate one of the major roles for NEASU will be the reassurance element.  For local purposes, the performance indicators would be grouped into the goals of any air support strategy being developed.

There is a drive by ACPO Air Operations Working Group to develop a system of national performance management of air support.  Work is being carried out and is progressing by following the principles of the National Policing Plan and the Policing Performance Assessment Framework.

The Audit Commission, in their guidance for Best Value, did envisage suites of performance indicators being produced both to aid national comparison and to satisfy local needs.  Work has been started on identifying a suitable suite of local indicators and will be passed to the implementation manager for further development.

NEASU records all available data relating to tasking and deployment.  The figures give information about when craft took off, how long it took to get to the scene, what the incident was, what the outcome was etc.  It is apparent, however, that even with every operational piece of data available there is sometimes uneasiness about the cost/ benefit of air support.

The Home Office carried out a study which gives comparisons of the time taken to perform searches by air and those searches undertaken by officers on the ground.  The study found that it is difficult to realistically judge what level of resources would have been applied had air support not been available.  The basic premise, however, that air support can be much more efficient than ground based resources would appear fundamentally sound.  

If air support as a whole is worthwhile then the issue of performance comes down to making optimum use of the unit as an operational tool, thus providing maximum benefit to the public.  A key feature of air support is the public reassurance role and PI’s need to reflect both reassurance and operational effectiveness.  It must be mentioned that optimising the role of air support is not the sole remit of the unit itself.  Each of the three forces must also play a part in making sure that they make the most efficient use of the unit and this needs to be reflected in operational arrangements.

Recommendation:

That Members agree to the development of a range of local performance indicators under guidance from ACPO Air Operations to develop a nationally agreed system of performance management which will enable comparisons and benchmarking to be made with other air support units.

Reasons:

1. Accountability in terms of performance

2. Clear targets will enable service improvements to be measured

3. Provision of easily accessible data for future comparisons

4. Regularly reviews systems and processes

Improvement Plan

Implementation of the recommended option would be achieved as follows:

Action
Lead Manager
Target

1. Identify suitable performance indicators and system of management
Unit Executive Officer
TBC

2. Consult on performance indicators
Unit Executive Officer
TBC

3. Implement performance management system
Unit Executive Officer
TBC

Detailed assessment of options

Cost
There are no additional costs identified with this option.

Quality
This option would demonstrate an improvement in the level and quality of service.

Staffing
This option has no staffing implications.

Performance
This option would lead to improved performance against the range of performance indicators introduced. 

Equity of Service
This option would lead to improved equity of service as performance data will ensure that NEASU is equally able to meet the needs of customers in rural as well as urban areas.

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



NEASU CONSORTIUM COMPOSITION
The Option

This option considers the current membership of the Consortium and looks at how the involvement of Members of the police authorities could be further developed.

Analysis

Members of the police authorities did, however, state that they would like more involvement with the Consortium.  The current membership of the Consortium Monitoring Group is consortium forces’ Assistant Chief Constables and Heads of Operations, finance managers - Northumbria and Durham, and the Unit Executive Officer.  The majority of the consortium matters discussed at the regular quarterly meetings are operational.  There may not be an advantage to Member attendance at these meetings, however, it is agreed that increased Member involvement would add value to the unit as Members would be better informed when making decisions, particularly around funding and also when monitoring performance.  

The Joint Advisory Group has worked well through the course of this Best Value Review with two Members representing each Authority attending meetings.  A way forward could be to continue holding meetings annually, or more frequently if considered appropriate, when current issues could be discussed regarding the unit.  Any observations or advice could then be fed back to the consortium through the Unit Executive Officer. 

Recommendation:

It is recommended that Members agree that the existing terms of reference of the Joint Advisory Group to be altered and for them to continue meeting regularly.
Reasons:

1. Existing consortium arrangements are efficient and effective.

2. Apportionment of costs are fair.

3. Tasking, administration and protocols are fair.

4. Increased Member involvement will lead to further service improvement. 
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Improvement Plan

Action
Lead Manager
Target

1. Terms of reference for the existing Joint Advisory Group to be reviewed and updated 
NPA
TBC

2. Timetable of meetings to be arranged.
NPA
TBC

Detailed assessment of options

Cost
There will be costs associated with Members’ attendance at meetings and administration.  These costs will be minimal.

Quality
Members will be more involved and better informed which will assist in future decisions with regard to the service. 

Staffing


This option has no staffing implications.

Performance
There are no performance implications associated with this option.

Equity of Service
There are no equity of service implications associated with this option.

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



APPENDIX B

REPORTING PROCEDURES FOR:

IMPLEMENTATION OF NEASU BEST VALUE REVIEW

1.
BACKGROUND

The HMIC inspection of the North East Air Support Unit Best Value review identified a need for clarity in relation to implementation arrangements for the improvement plan.  This should resolve issues around terminology, communication and decision-making.

2.
REPORTING 

Contact

· Each authority and force to nominate a contact officer to receive updates from Northumbria Police Authority on implementation of the NEASU Best Value Review.

Timing

· Updates will be sent on a monthly basis to both the Force and Authority contacts by Northumbria Police Authority

Format

· The format of the update will be as attached Appendix 2 and will be sent both by email and in printed copy.

Individual authority arrangements

· Authorities should make their own arrangements to disseminate and report on the implementation of the best value review

APPENDIX C

NORTH EAST AIR SUPPORT UNIT JOINT ADVISORY GROUP

TERMS OF REFERENCE  

Background

The North East Air Support Unit Joint Advisory Group was originally set up in 

October 2001 to offer advice, challenge and influence the joint Best Value Review of the North East Air Support Unit.  This group consisted of six Members - two from each authority involved i.e. Northumbria, Cleveland and Durham.  The Group met at each key stage of the best value review to consider baseline information, issues raised throughout the review and options for change.

The Review was completed in September 2003 with the final meeting of the group taking place on 8th September 2003. 

Throughout the review members of all three authorities stated that they would like more involvement with the Unit. Various options were considered throughout the Best Value Review including the current membership of the Consortium Monitoring Group, which is consortium forces’ Assistant Chief Constables and Heads of Operations, finance managers – Northumbria, Durham and Cleveland  and the Unit Executive Officer.  As the majority of the consortium matters discussed at the regular quarterly meetings are operational it was considered that there might not be an advantage to Member attendance at these meetings.  

It was agreed that the Joint Advisory Group worked well through the course of the Best Value Review and that this Group could be developed and continue to meet on a regular basis.  The main aim of this group would be to offer strategic advice to the Unit.  The outcome of which would be Members would be more involved at the appropriate level and would be better informed when making decisions, particularly around funding and also when monitoring performance.  

Terms Of Reference
Membership

· Membership will be two members from each authority Northumbria, Durham and Cleveland. Members will be appointed on an annual basis by their respective authorities.  

· Representatives from Northumbria Police, Durham Constabulary and Cleveland Police will be invited to attend.

· The North East Air Support Unit Executive Officer will attend each meeting

· Police authority officers from all three authorities will be invited to attend the meetings to support Members.

Functions of the Group

· To offer strategic advice to the Air Support Unit Consortium on any matters relating to effective and efficient running of NEASU 

· The Group will not be a decision making group - any observations or advice will be fed back to the Consortium Monitoring Group through the Unit Executive Officer.

· To receive periodic updates on implementation of the Best value review

· To provide a channel of communication between police authority members from Northumbria, Cleveland and Durham and representatives of the Air Support Unit Consortium to facilitate a two way exchange of views.

Chairman

The Chairman of the Group will be appointed on an annual basis each April and will be on a rotation basis with each authority chairing the group every third year.  The first Chairman will be a member from Northumbria Police Authority in 2004/2005.  If the Chairman is absent from the meeting another member chosen by the majority of members of the group will preside.

Meetings

To ensure a degree continuity of meetings will be held on, no less than, a half yearly basis depending on current issues.  

The format of the meetings will depend upon current strategic issues and could include presentations.  It is essential that meetings be organised in a way to encourage debate.  

Venues will vary depending on the agenda and could include meetings at any of the three authorities involved or the Unit itself.

Administration 

The appointed chairman’s authority will undertake the secretariat function.  This will involve organising meetings, production of minutes and dissemination of relevant information. 
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BEST VALUE REVIEW OF NORTH EAST AIR SUPPORT UNIT (NEASU) - IMPLEMENTATION
Option No.
Task ID Number
Task
Percent Complete to date
Due

Date
Comments/evidence in support of Percent Complete

1
NE1.0
REPLACE THE CURRENT FIXED WING AIRCRAFT WITH A NEW HELICOPTER


NE1.1
Place bid for Home Office funding
100%
Sept 2003
A bid was placed by Northumbria Police Authority (NPA) on behalf of Consortium in September 2003.


NE1.2
Consult Home Office police aviation advisors concerning bid
100%
Oct 2003
Consultation with Home Office and NPA officers was conducted in October 2003.  


NE1.3
Consult Consortium police authorities when result of bid is known in January 2004
100%
Jan 2004
· January 2004, PITO confirmed that a ministerial reply had been requested by 23 January 2004 re HO funding.

· February 2004, PITO confirmed the outcome of the capital-funding bid. Northumbria and Durham Authorities then approved acceptance of bid and the order was to be placed for a new helicopter subject to approval by all Consortium Authorities.

· March 2004, Cleveland Police Authority was consulted and confirmed approval as above. Bid was now confirmed by all consortium Authorities.


NE1.4
Undertake contract management in accordance with Home Office framework arrangement and Northumbria Police Authority
75%
March 2005
· October 2003- January 2004, relevant documents were acquired and meetings held with NPA officers. The Home Office framework arrangement was reviewed along with the contractor’s document in preparation for a NPA report and meeting, provisionally in February 2004. 

· February 2004, Further assessment of documents was made in preparation for the Home Office capital funding announcements, which were delayed to February 2004. Reports were also required for consortium police authorities.

· March 2004, NPA officers prepared to order the new helicopter. The actual placement of the order was held due to the need to wait for the outcome of the Cleveland Police Authority meeting on 25 March 2004.

· March 2004, Following Cleveland Police Authority approval, NPA officers prepared to place the order for the new helicopter after further correspondence with contractor.

· April 2004, Further contract preparation was made by Northumbria Police Authority Legal and Corporate Services.

· May 2004, the contract was agreed and signed by NPA Legal and Corporate Services. Further contract management is required during conversion of helicopter to the police role.


NE1.5
Acceptance of aircraft ex-factory


100%
April 2004
· April 2004, notification was given by the contractor that new helicopter airframe, identified for NPA and subject to receiving order, is due to arrive at contractor’s base, Oxford in late April 2004.

· April 2004, the aircraft acceptance document was prepared in consultation with NPA Legal and corporate Services. Confirmation was received from the supplier that subject to receiving the order, the new airframe would arrive at the contractor’s base by 10 May 2004.

· May 2004, ex factory aircraft acceptance was completed by NPA Legal and Corporate Services and Air Support Manager.


NE1.6
Arrangements for helicopter pilots
20%
March 2005
· October 2003 – January 2004, Consultation was carried out with the NPA legal and corporate officer concerning helicopter pilot arrangements in 2005.

· February 2004, Background work was carried out considering procurement options.

· March 2004, further consideration of contract arrangements by NPA officers was put on hold pending the outcome of the Cleveland Police Authority meeting on 25 March 2004.

· March 2004 NPA approved a one-year pilot contract to March 2005. Cleveland Police Authority approval of funding and ordering new helicopter meant further discussion was held with NPA Legal and Corporate Services to consider procurement of pilots from April 2005. It is intended that an investigation will commence in May 2004 to consider options.


NE1.7
Acceptance of completed role equipped aircraft

April 2005



NE1.8
Commission new aircraft

April 2005



NE1.9
De-commission fixed wing aircraft
10%
April 2005
· October 2003 – January 2004, Provisional research work was conducted after several contractors expressed an interest to arrange disposal. Consultation was required with NPA Legal and Corporate Department.  

· February 2004 – April 2004, Further research was paused until after Home Office capital funding awards.

· May 2004 NPA Legal and Corporate services are to consider the options for de-commissioning the fixed wing aircraft. 

Option

2
NE2.0
THE IN-HOUSE DEVELOPMENT OF A SEPARATE AIR SUPPORT STRATEGY


NE2.1
Following publication of Best Value Review, produce draft strategy
30%
Dec 2003
· Jan 2004 – May 2004, areas being examined are: efficiency, effectiveness, planning, resourcing and accountability.

· Strategy to specifically consider issues around pilotage, location, air observers and hours of coverage 


NE2.2
Consult Consortium Monitoring Group (CMG) on draft strategy

Consult Joint Advisory Group on draft Strategy
65%
Jan 2004
· January 2004, Initial consultation was carried out with CMG on 12 January 2004 to confirm areas for examination and draft document.

· February 2004, Further preparation was made with the final outcome being dependent on the Home Office capital funding awards.

· March 2004, development was put on hold pending the outcome of the Cleveland Police Authority meeting 25 March 2004. The decision on whether to proceed with ordering a new helicopter will obviously directly affect the strategy. 

· April 2004, publication of the strategy was scheduled for May 2004. Following observations by HMIC, the draft strategy is to be referred to Consortium Monitoring Group in (CMG) September 2004.

· Draft Strategy to be considered by JAG


NE2.3
Final consultation with CMG and Joint Advisory Group on revised draft strategy

Feb 2004
· March 2004, on hold as above.

· Sept 2004, Referral to CMG and Joint Advisory Group


NE2.4
Publication of strategy and monitoring of progress by Consortium

May

2004
· March 2004, on hold as above, now expect strategy consultation and publication in April 2004.

· March 2004, Due to two months delay with approvals to order new helicopter, publication of strategy scheduled for May 2004.

· Date of publication of strategy changed to incorporate HMIC comments 

· Sept 2004 referral to CMG, and Joint Advisory Group

Option3
NE3.0
THE DEVELOPMENT OF A RANGE OF LOCAL PERFORMANCE INDICATORS TAKING INTO ACCOUNT THE NATIONAL PERSPECTIVE


NE3.1
Identify suitable performance indicators and system of management
80%
Dec 2003
· A Consortium/ACPO working party started to prepare a draft national model for consultation. Meetings were held in 2003 and January 2004 to produce a draft for the ACPO Air Operations Technical and Training Sub-Committee (T&T).

· January 2004 Further preparation was made for a presentation to ACPO Air Operations.

· February 2004 NEASU took the lead nationally on IT solutions to proposals.

· March 2004, a proposed IT system was developed for testing.

· May 2004, IT system being tested in Sussex.


NE3.2
Consult with ACPO Air Operations Working Group and Technical and Training Sub-Committee
75%
Jan 2004
· January 2004, Proposals were presented to ACPO Air Operations Technical and Training Sub-Committee which gave support.

· February 2004, proposals were presented to the ACPO Air Operations Working Group with a recommendation for national consultation.

· March 2004, further development was carried out after consultation with the ACPO Air Operations Working group.

· March 2004, further work was conducted with the ACPO Air Operations Technical and Training Sub-Committee in developing a pilot computer system incorporating draft financial model and activity analysis compliant with National Domains Project.

· April 2004, an update was presented to the ACPO Air Operations Technical and Training Sub-Committee.

· May 2004, preparation was made for national air support consultation. 

· June 2004, the ACPO working group meeting is to consider wider issues as directed by ACPO Air operations. Research is to be presented to the Consortium Monitoring Group.


NE3.3
Present draft national model to Consortium for consultation
100%
Feb 2004
· January 2004, A presentation was given and support received.

· March 2004, Further development carried out with ACPO.

· May 2004 Further consultation required with Consortium.


NE3.4
Publish Consortium approved elements of national model

April 2004


Option 4
NE4.0
THE EXISTING TERMS OF REFERENCE OF THE JOINT ADVISORY GROUP TO BE ALTERED AND FOR THEM TO CONTINUE TO MEET ON A REGULAR BASIS


NE4.1
Consideration of Terms of reference of the Joint Advisory Group and terms drafted
100%
May 2004
· March 2004, Discussions were held with NPA Best Value officers who will now progress this recommendation.


NE4.2
Submit revised terms of reference to Northumbria, Cleveland and Durham Police Authorities 

June 2004
· Revised terms of reference included in progress report on implementation of the Best Value review following initial interim challenge by HMIC


NE4.3
Meeting of the Joint Advisory Group arranged to discuss draft Air Support Strategy

Sept 2004 
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