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Scope of the Review

The review has looked at the provision of the Human Resource function by examining how staff are recruited, trained, developed and supported.  The review has taken into account the outcome of the Best Value Review of Training and, in particular, the issues identified in relation to the Performance Development Unit.  It has also taken cognisance of the changes to disability legislation. Specific services within the scope of the review are:

· The provision of personnel support and advice to area commands and departments

· Resourcing processes within the force, including recruitment, the management of attendance, staff deployment, promotion and pay & pensions

· The retention of staff in the workplace

· The training and development of staff, including training needs identification and succession planning

· Health, safety and welfare, including how we manage risks in the workplace and the provision of health and welfare services by the Occupational Health Unit

· Diversity, how the force tackles diversity issues in their widest context
Why we deliver these services 

The provision of Human Resources services is not a core policing function in that it does not require the exercising of police powers.  However, aspects of the service, such as Health and Safety, are covered by primary legislation whilst others, such as conditions of service, are covered by police regulations.
Without the effective management of Human Resources, internal and external service delivery would be seriously undermined.  Human Resources processes are central to having a skilled, motivated and professional workforce, and having high calibre employees is the best way of achieving excellence in service delivery to the public by police officers and police staff.

What do we do well  

The recent Baseline Assessment conducted by HMIC (October 2004) graded the human resource management function within the force as ‘good’.  A number of areas were highlighted as strengths, including:

· The Human Resource strategy and costed Human Resources plan which includes a training strategy and costed training and delivery plans

· Achievement of recruitment targets and increased diversity of the workforce

· Improvements in both police and police staff sickness levels

· Force working towards an integrated competency framework for all staff

· The continued work of the Establishment Review Team ensuring ‘fit for purpose’

· Regional collaboration

A number of areas for improvement were also highlighted which are currently being addressed.

A number of surveys have been conducted examining the work of the specific sections of Personnel Department.  For example the Establishment Review section conducted a survey of its customers during November 2003.  A questionnaire was issued to 78 managers within the force, 62 managers acknowledged receipt and 46 completed and returned the document.  Analysis showed that responding managers were 89% satisfied or very satisfied with the overall services provided by Establishment Review.  Areas for improvement have also been identified and will be acted upon.

As part of an internal review a satisfaction survey was conducted with both police officer and police staff managers and clients who had directly received services from the OHU.  In total 24 managers and 142 clients completed and returned their questionnaires.  In summary 75% of managers were satisfied with services provided by the OHU with this satisfaction level rising to 93% from actual clients.  The survey results information contributed to changes to the way in which OHU services are managed and provided and were instrumental in the development of the 5 year OHU strategic plan. 

What is the Force Vision for the Personnel Department

The human resource service directly supports the Force strategic priority to release the potential of our personnel through its vision:

· for a police service that is an attractive career option for people from all sections of society;

· that can recruit police officers, police staff and special constables of a high quality; 

· that can develop all staff to their potential to ensure excellence in the delivery of policing services; and
· that provides demanding and rewarding career structures for all police personnel; and ensure the highest quality of leadership and management.

The Personnel Department supports the visions by having clear key aims for it’s four key business areas highlighted in the following table.

Business Area
Key Aim

Personnel Services


To be a local, regional and national employer of choice by:

· Recruiting a high quality, diverse workforce in sufficient numbers at each grade or rank, able to be deployed flexibly and effectively;

· Retaining a competent, professional and diverse workforce; and

· Ensuring appropriate progression through the organisation.



Training and Development


To train and develop our people so that we have a skilled, dynamic, effective and highly motivated workforce.



Health, Safety and Welfare


To be an exemplar for health, safety and welfare, with the lowest injury at work and sickness absence levels in the country.



Race and Diversity


To be recognized nationally as a leader in diversity issues.



How the review will deliver the human resource vision

Many of the areas of the review have already been identified by management as a priority for improvement and substantial work has either been completed or is already underway.  This Best Value Review has allowed the review team to concentrate efforts for improvement in a more constructive and co-ordinated manner.  

The review has investigated and challenged the present arrangement of services and the outcomes they deliver.  This has been achieved through extensive external and internal consultation.

From the consultation work completed to date, many issues were identified which may provide further opportunities to improve the efficiency and effectiveness of the services provided. 

How the Human Resource service will deliver the vision

The service should be customer driven and four groups of customers have been identified:
· Individual requirements – current and potential staff 

· Management requirements – supervisors and managers

· Organisational requirements – area commands and departments
· Strategic & corporate requirements – Senior officers within the Force and the Police          Authority
To be truly effective, personnel department has to identify and articulate the requirements from each of its customers and then develop quality standards and delivery criteria around these service requirements.  This will require work to identify customer requirements and delivery expectations and then the re-modelling of roles, processes and procedures.

The service need to deliver high quality services to a measurable standard within a performance managed structure. The personnel Department must reposition itself to demonstrate that it delivers high quality services to a specific standard.  The department will need to introduce performance management measures to support this.  All staff will become involved in and be accountable for the culture of delivering quality services to the rest of the organisation.

Personnel Department must take the lead within the force in professionalising its functions and roles all of which, are in the main, support services.  Eventually all human resource roles within the department should be filled by human resource professionals working to Chartered Institute standards, whilst recognising that there will be a transition towards such a model.  Administration roles also need to be working within a similar culture of professionalism, development and opportunity. 

Over the past year, the Force has moved towards introducing a new HR IT system at a cost of approximately £600,000 in order to better co-ordinate, simplify and smarten staff and managerial access to personnel data. The project is overseen by ACC Management Services and will be delivered operationally in 2005.  

Training and development have been subject to a recent national Best Value Review, placing the Force amongst the best in the country.  A specific Training Project Board was created to progress implementation of the resulting recommendations.  The majority of the resulting local recommendations have been implemented.  In addition, the national Foundations for Change recommendations are being progressed internally and on a regional basis with other Heads of Training Departments.

However, the force is not complacent within this area, further service improvements are being driven forward.  For example work is nearing completion to introduce a High Potential Development Scheme for police staff.  In addition, initiated by Senior Management to take a broader, more radical view of future provision in this field, in conjunction with Durham Constabulary and Cleveland Police, scoping work is currently taking place to examine the potential for a regional training college with full income generation facilities, run by training professionals on behalf of contributing forces.  The results of this scoping work will be presented to the Police Authority in the Spring of 2005

With regard to health, safety and welfare (incorporating Occupational Health) the structure, agenda and membership of the Force Health and Safety Strategy group has been reviewed and reformed in order to ensure that the Force is proactive and better positioned to deal with the changing environment in which it operates by: 

· Environmentally scanning the operational and Health and Safety arena to identify issues which may impact upon Northumbria Police

· Monitoring and reviewing relevant statistics to identify trends and areas of risk to the organisation

· Placing an emphasis on performance management of H & S issues

· Ensuring that health and safety is mainstreamed into all area commands and departments

Within the last year, the entire health and safety instructions and procedures for the Force have been revised and re-written in order to make them more meaningful and user-friendly to staff. 

In the area of race and diversity substantial amount of work has been undertaken within the Force over the past year in order to improve services. These have included:-

· The creation of a Diversity Unit within Personnel Department

· Revitalisation of the Black Police Association and Gay Police Association, with funding provision

· The creation of a Women’s Forum and a Disability Group, with funding provision

· The creation of a Force Diversity Strategy Group and Diversity Action Group replacing the old Diversity Development Group in order to ensure  pro-activity, data monitoring, performance management and robust tasking and co-ordination of all  internal and external diversity issues

· A single Diversity Action Plan is being created encompassing all 6 diversity areas

· Collaborative work at a regional level has been progressed by the Force in order to share the burden of development work 

Gaps between the current service and the vision

The following table highlights the gaps between the current service and the vision that the Best Value review has highlighted.

Business Area


Gap

Resourcing


· Requirement to market the organisation as a good career choice, highlighting what the force has to offer both potential and existing employees

· Requirement to market the services of Personnel Department across the force, including raising the awareness of the service provided by Personnel Department

· Examine methods to maximise the effectiveness of recruitment processes within the force e.g. bulk recruitment events



Retention


· Review police staff terms and conditions in relation to external markets, specifically the use of career breaks, flexible working, homeworking and salary comparisons with external organisations and companies

· Fixed Term Contracts – examination of the resulting training and management problems often created when police staff on Fixed Term Contracts are successful in their application for permanent posts

· Funded Temporary Contract Posts – Internal processes in dealing with extensions or deletions of funded posts causes some management difficulties, the processes require review



Progression
· Examination of career path development, including the use of high potential development schemes

· Integrated Competency framework  - the introduction of the framework in 2005 will assist in the development of well defined career pathways for police officers and police staff


Training and Development

· Requirement to ensure that adequate training is provided to permit the consistent application of human resource policies

· The force requires an appropriate, corporate police staff Induction Training package

· Requirement to identify future strategic ‘Skills Gaps’ and develop training programmes to aid improved succession planning and career path development to ensure the force improves its effectiveness

· Review the allocation methodology for education courses and in particular the arrangements for ‘Post Entry Education’ 

· Determine further training requirements in relation to Diversity issues



Health, Safety & Welfare
· Determine and solve the cause of the backlog of Health and Safety training

· Further explore occupational health services which may be suitable for possible outsourcing



In addition to these gaps there are a number of further service improvements which will be addressed alongside this review, including:

· Ensuring consistency within the application of Human Resource policies and procedures 

· Improve the lines of communication between all staff and management within Personnel department

· Consider and deliver further opportunities to devolve salary allocation to local     management

· Introduce redesigned processes and an internal Human Resource IT system to improve management information and allow electronic service delivery where appropriate for example possible on-line completion of application forms for both Police officer and Police staff vacancies on the Northumbria Police internet site.  

· Continue to improve the use of environmental scanning within the department to aid a proactive approach to HR services
· Develop existing and where appropriate provide additional mechanisms to reward good performance and address poor performance

· Examine the delivery of services from Personnel Services and the arrangements for the deployment of both police staff and officer posts within the department
· Maximize the effectiveness of existing contracts for the provision of personnel services
What will happen next?

If members agree that the service issues that have been identified are comprehensive and challenging and a change in service delivery to address gaps will enable the Force to achieve delivery of the Human Resource vision as set out in the Human Resource Strategy and costed Plan 2004/2007

The review team will:

· Prepare a detailed temporal ‘Work Plan’ based upon service delivery gaps.

· Investigate the service gaps further and propose a number of recommendations to improve service delivery.  

· Determine the financial implications of the resulting recommendations.

· Prepare and submit final report
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