NORTHUMBRIA POLICE AUTHORITY


         22 September 2004

___________________________________________________________________________

FRONTLINE POLICING INDICATOR TARGETS UP TO 2007/08

Joint Report of the Chief Constable and Clerk

___________________________________________________________________________

1
PURPOSE OF THE REPORT

1.1 To inform members of a Home Office requirement for the Authority to report targets for 2004/05 to 2007/08 for a frontline policing indicator, with associated action plans, and to ask members to agree proposals for these.

2 BACKGROUND

2.1 The Home Office Strategic Plan 2004-08 sets out a commitment to releasing the equivalent of at least 12,000 police officers to the frontline by stepping up the programme for cutting police paperwork and using IT and police staff more effectively.  The Public Service Agreement (PSA) 2 reported in the National Policing Plan 2003-06 also sets out the need to increase the proportion of time spent by police officers on frontline duties and states that ‘chief officers and police authorities should set clear targets in their local plans for significantly increasing the proportion of officer time spent on frontline duties’.  

2.2 In March this year the Government introduced a new performance indicator to measure frontline policing.  This indicator comprises a headline measure and two subsidiary measures:

Headline measure

· the percentage of police officer time available for frontline policing;

Subsidiary measures

· the percentage of time spent on frontline policing by both police officers and police staff; and

· the percentage of police officer time spent on the activity of visible patrol.

2.3 Activity Based Costing (ABC) data is collected by each force to provide comparative information on the costs of activities.  Most of the ABC data is collected from activity sampling of officers against a set of Home Office codes, with additional data for the numbers of officers and staff who carry out single-activity frontline functions.  The calculation of the frontline policing performance indicator is defined by the Home Office to ensure a consistent approach and to facilitate force comparisons.  Time lost through sickness and its effect in reducing the resources available for frontline policing is also reflected.

2.4 Based upon the returns provided by forces to date, the table below shows Northumbria’s current position compared to the national average.

Frontline Policing Performance Indicator - 2003/04


Northumbria Police
National Average

Headline measure:

Percentage of police officer time available for frontline policing
58.7%
63.4%

Subsidiary measures:

Percentage of time spent on frontline policing by both police officers and police staff
54.4%
54.7%

Percentage of police officer time spent on visible patrol
16.5%
15.4%

2.5
Northumbria’s headline measure is lower than the national average, but this may be due to a number of causes:

· Limited research suggests that forces that have a comparatively low level of crime, such as Northumbria, may tend to record a slightly lower frontline policing measure.  When not carrying out frontline duties, officers may nevertheless contribute support to frontline policing, but this is not captured by the measure.        

· There is scope in Northumbria’s return to the Home Office to recode the posts of some officers in single-activity frontline posts, thereby better reflecting the specific duties of these officers and standardising practice with that of the most similar family forces.  This improved compliance with the definition of the frontline measure would also have a small positive impact on it. 

· The proportion of time attributed to non-incident related paperwork and computer work is higher than average.

· Northumbria’s ratio of police staff to police officers is considered fairly low by HMIC.

2.6
Recent correspondence from the Home Office sets out a requirement for all forces to set targets from 2004/05 to 2007/08 for the headline measure, the proportion of police officer time spent on frontline duties, together with an action plan with milestones for key deliverables.  In addition to the target for the headline indicator, forces are also required to outline what they plan in terms of improvement against the two subsidiary measures.

2.7
The Home Secretary expects those forces that have the lowest performance against the headline measure to have the most challenging targets for improvement.  Ministers consider that the police service should be able to manage an average increase of 9 percentage points by 2007/08, which would be equivalent to more than 12,000 additional officers in frontline roles and would attain a national average of 72.5%.  
2.8
Details of the targets and action plans should be submitted to the Home Office no later than 30 September 2004.  Her Majesty’s Inspectorate of Constabulary will assess progress against actions plans as part of their inspection activity on efficiency.

3 PROPOSALS

3.1 Appendix 1 outlines a proposed action plan for Northumbria Police for 2004/05 to 2007/08, together with a set of targets.  Most of the actions outlined within the appendix had already been identified prior to this requirement from the Home Office.  Three of the actions listed for 2004/05, namely the realignment of roles to HMIC codes, the redesign of the ABC form and reinforcement to officers and staff of the importance of recording activity accurately, are administrative tasks that will have a positive impact on the measure.  

3.2 Other actions programmed for 2004/05 have also been planned or have commenced, including the Management of Offenders Project and the thematic review of paperwork and computer work.  These, and the actions indicated for subsequent years, are intended to improve the use of the force’s resources and its service to the public.  Their primary purpose is not to improve the indicator.  

3.3 The administrative actions listed above in 3.1 are expected to give a 3% or 4% improvement to the measure, without changing in any way the duties or employment of any officers.  However, further large increases will depend on actions that, in many cases, are not yet fully committed by the force or by the Authority, as policy or as having secured funding or resources.  Additionally, the likely effect of such actions on the frontline policing measure cannot yet be exactly quantified.  Members may wish that such actions and improvements to the measure be presented in the action plan to the Home Office as aspirational and indicative of their intentions.  

4
EQUAL OPPORTUNITIES IMPLICATIONS

4.1 Nil.

5 HUMAN RIGHTS IMPLICATIONS
5.1 Nil.

6
FINANCIAL IMPLICATIONS

6.1
The Treasurer confirms that costs arising from the Management of Offenders Project, the Thematic on paperwork and computer work, redesigning the ABC form and the realignment of HMIC codes will be met from within existing budgetary resources.
6.2
The cost implications for Police Community Support Officers, the Occupational Health Strategy, and Frontline Focus - Civilianisation have been included within the 2005/06 Medium Term Financial Forecast and will be considered as part of the 2005/06 budget setting process.
6.3
The cost implications of a Corporate BCU Model and Frontline Focus (Task Bundling/Retained officer posts) are not quantifiable at this point in time as these strategies are still under review.

7
CONCLUSION

7.1
The Authority is required by the Home Office to submit targets and an action plan to improve performance against the frontline policing measures.  Appendix 1 provides an action plan and a set of targets.  The target of a 13.8% improvement by 2007/08 would equal the Home Office’s national target of 72.5%.  This target improvement is substantially larger than the national target improvement of 9%, satisfying the Home Office’s expectation that a force below the national average will set a harder target.  It is however particularly demanding, because of the force’s lower baseline, and because of the relative difficulty for a force with a low crime rate in recording a high frontline policing measure. 

8
RECOMMENDATIONS


Members are asked to:-

i) 
Note the contents of this report and to approve the action plan and targets that are appended for submission to the Home Office.

ii) 
Agree the submission of the targets and associated action plan to the Home Office is accompanied by a statement that the Authority retains the right to reassess these targets in the light of future performance, experience and competing priorities.
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														APPENDIX 1

		Year		Target Improve- ment		Title		Description		Status		Lead Department		Sponsor

		2004/05		5% (63.7%)		Management of Offenders Project.		The Management of Offenders Project will release police officers to frontline duties through the appointment of 93 police staff performing the  roles of Detention Officers, Custody Investigating Officers, Custody Investigating Offender Management Officers and Case Management Officers.		Pilot		Criminal Justice Department		Assistant Chief Constable (Central Support)

						Recruitment of Police Community Support Officers.		The force is currently in the process of recruiting 43 Police Community Support Officers.		Approved		Community Engagement Department		Assistant Chief Constable (Crime)

						Thematic on paperwork and computer work.		A thematic review is to be conducted into the amount of time allocated to paperwork and computer work by officers.		Approved		Corporate Development Department		Deputy Chief Constable

						Redesign ABC form and reinforce the importance of recording activity accurately.		As part the ongoing ABC exercise, training and awareness will be provided to all officers and staff completing ABC forms.  This training will be supplemented by guidance notes.  In addition, a consultation process has been undertaken within the force to develop the ABC form to provide more accurate management information.		Approved		Corporate Development Department		Deputy Chief Constable

						Implementation of Occupational Health - Five Year Plan.		Whilst aspirational and extremely challenging, Northumbria Police wishes to be the best performing force in the country in relation to sickness absence.  It is considered that the vision is achievable with suitable focus and investment.  Northumbria will adopt annual targets to reduce days lost through sickness absence levels to 5 days for both police officers and police staff within 5 years.  It is proposed that in order to achieve these targets, a 5 year rolling plan for the improvement of the occupational health function across all levels of the Force is implemented.		Approved by Police Authority		Personnel Department		Assistant Chief Constable (Management Services)

								The purpose of the first 2 years of the plan is to improve and develop current arrangements.  During this period, attention will be focused on line management education, management information and support, service delivery issues, inspection and auditing and resourcing issues.  The issues addressed in the first 2 years of the plan will provide a firm foundation to enable innovation and proactivity in the management of attendance during the subsequent 3 years of the plan when wider, more fundamental issues such as motivational factors, working patterns, partnerships, health promotion and fitness issues will be addressed.

						Realignment of HMIC codes.		An exercise will be conducted into the realignment of HMIC codes.		Approved		Corporate Development Department		Deputy Chief Constable

		2005/06		3% (66.7%)		Frontline Focus.		Frontline Focus is developing an integrated model of staffing that seeks to maximise the potential for using police staff to release police officers to operational duties to improve efficiency and effectiveness.  The project has three phases:		Policy Develop-ment Stage		Personnel Department		Assistant Chief Constable (Management Services)

								1. Posts capable of civilianisation. Approximately 100 posts currently occupied by police officers have been identified as capable of being performed by police staff.  This would release in the region of 400 police officers to operational duties.  Costing options have been generated.
2. Task bundling. The tasks undertaken by operational officers have been examined using the Integrated Competency Framework.  It is planned that those inhibiting police officer contribution to operational duties will be constructed into roles to be performed by police staff.
3. Retained officer posts.  A rise is anticipated in the number of retained officers following the application of the Disability Discrimination Act and reductions in the number of medical retirements.

						Establishment of a Corporate BCU Model.		The model is currently under construction as part of the Public Service & Performance Review Implementation Support Team.  It will categorise and set resourcing levels in BCUs.  The aim is to achieve 95% of resources fulfilling a frontline operational role under the categories ‘24/7 Uniform patrol’, 'Community policing’ and ‘Crime’.  5% will perform the ‘Support’ function from the current level of 14% of staff who perform operational and non-operational roles and do not fit under the categories above.  This entails either re-categorisation of staff who already fulfil a frontline role, or a change of role from non-frontline to frontline.		Policy Develop-ment Stage		Implementation Support Team		Deputy Chief Constable

						Rationalisation of police officers, roles and the provision of a corporate stocklist of roles.		Amalgamation of the 15 area commands into 6 has presented opportunities, through economies of scale, to rationalise police officer and police staff roles.  It is also proposed that all functions and the number of staff required within each of the new area commands is drawn from a corporate stocklist.  The precise roles needed as well as how many of each role there should be per area command would be identified.		Policy Develop-ment Stage		Implementation Support Team		Deputy Chief Constable

						Recruitment of Police Community Support Officers.		Recruitment of PCSOs under the Neighbourhood Policing Fund.		Policy Develop-ment Stage		Community Engagement Department		Assistant Chief Constable (Crime)

						Implementation of Occupational Health - Five Year Plan.		See above

						Management of Offenders Project.		See above

		2006/07		3% (69.7%)		Frontline Focus		See above

						Implementation of Occupational Health - Five Year Plan.		See above

						Recruitment of Police Community Support Officers.		See above.

						Establishment of a Corporate BCU Model.		See above.

		2007/08		2.8% (72.5%)
Total increase 13.8%		Frontline Focus.		See above.

						Implementation of Occupational Health - Five Year Plan.		See above.

						Recruitment of Police Community Support Officers.		See above.

						Establishment of a Corporate BCU Model.		See above.

		Footnote

		While the main aims of these actions are to improve the service to the public and the use of force resources, it is intended that they will also contribute to increasing the three frontline policing measures.

It is also expected that other actions will also increase these three measures, including:

Implementation of a Human Resources Information System;
Implementation of local BCU efficiency plans;
Bureaucracy Taskforce recommendations; and
Implementation of Best Value Reviews.
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