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  11 March 2008

Bridgebury House, Woburn Road, Kempston, Bedford MK43 9AX 

	For further information, or to see the papers, please contact  the Police Authority:

(          
CALL Janet Wardell on (01234) 842066
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IN PERSON, (by appointment) 9am to 5pm, Monday to Friday

[image: image3.png]


              
Bridgebury House has facilities for disabled people.


Web-site:-    www.bedfordshirepoliceauthority.co.uk
                          Email:-  police.authority@bedfordshire.police.uk




To:
Members of the Bedfordshire Police Authority


(Mrs S Alexander, Ms C Atkins MBE, Mr S Choudhry, Mr P Conniff, Mr M Farooq 
Mrs P Fletcher, Mrs S Gillard, Mrs R Gutteridge ,Mrs L Hockey, Mr P Hollick, 
Mrs E Horrocks, Mr V Lee, Mr M Pantling, Mr R Saleem,. Mr B Spurr, Mr J Wells 
and Mr R Younger).

A Special meeting of the BEDFORDSHIRE POLICE AUTHORITY will be held at Bridgebury House, Woburn Road, Kempston on Tuesday 11 March 2008, at 3.00pm, to give further consideration to the Chief Constable’s proposal to increase the Chief Officer Team. The Chief Constable’s report is attached.

JOHN ATKINSON

Clerk to the Police Authority

BEDFORDSHIRE POLICE AUTHORITY

 FORMDROPDOWN 

 FORMDROPDOWN 

Committee

:
 Police Authority

Date

:
 11 March 2008

Agenda Item

:
 1

Lead Officer

:
 Chief Constable

Subject

:
 Force Executive Resilience

Background  Papers

:
 None

Purpose


To outline to members a need for an additional Assistant Chief Constable


Recommendations
:
The Authority agree the appointment of an additional ACC to enable the opportunities created by collaboration to be fully exploited as quickly as possible and to create capacity to better manage performance.


The Authority create the post on a permanent basis to replace an existing Chief Superintendent post which has been held for collaboration work and is currently vacant.


1.
Introduction
1.1 The demands on Bedfordshire Police continue to grow, arising from greater awareness of threat and risk around international terrorism, serious and organised crime and public protection.  Additionally, there is growing scrutiny of the organisation from HMIC, most notably in the area of protective service provision1 and citizen focus.  Finally, both the Authority and the Force recognise the significant potential for improving service delivery and efficiency gains from the collaborative effort, particularly with Hertfordshire Constabulary.

1.2 Bedfordshire Police operates from a low funding base when compared to its most similar forces and yet continues to achieve significant efficiencies year on year.  We have also demonstrated significant commitment to innovation, for example, mobile data, Lantern pilot, implementation of the three directorates, and collaboration as evidenced by the successful creation of the Beds. and Herts. Major Crime Unit, the Chiltern Transport Consortium and the Chiltern Air Support Unit. 

1.3 To build on the work already in place to improve the performance of the Force both in territorial policing and protective services and to develop the collaboration programme, there needs to be significant Chief Officer leadership and involvement.  Our experience from the BAHMCU work, which was led by the DCC, demonstrated that success depends on visible leadership, personal involvement and strong political awareness, negotiating and influencing skills.

1.4 The purpose of this report is to seek agreement from Members to increase the Chief Officer capacity to lead on collaborative work and to ensure that performance improvements are in place, maintained and properly demonstrated through the inspection process.

1.5 The report presents two options for the Authority to consider – a temporary post with a review after an agreed period of time or a substantive post from 1st April, albeit the post may be filled on a temporary basis initially.

2.
Current position
2.1  
Bedfordshire Police now has one of the leanest Chief Officer teams of any force in England and Wales and yet has to manage similar demands from external stakeholders and day to day service delivery.  The Force has managed significant change over recent years, delivering a reduction in the number of BCUs, implementing a dynamic directorate structure to recognise both the need for clear front line policing focus (Territorial Policing), dedicated Level 2 resourcing (Protective Services) and a professional support capability (Corporate Services), as well as collaboration projects.

2.2  
Despite such innovation, we recognise that the combination of the CSR settlement and the need to improve services and linkages with other forces requires sustained effort and energy being put into the collaborative agenda particularly to develop capacity and capability around protective services. This can only grow as the opportunities to collaborate develop.

2.3  
Additionally, there are major projects that require Chief Officer attention, such as the rebuild of Greyfriars, the MKSM developments, working with the changed local government structures, the combination of which is unique to Bedfordshire Police.


2.4  
The 2007 Baseline Report highlighted a lack of resilience in key areas of the Force.  Some areas of weakness in process could and should have been highlighted internally. This requires immediate attention, leadership and monitoring at a strategic level, particularly because of the scale of statutory HMIC scrutiny in 2008/9 (see Appendix A).

2.5  
On 11th January 2008, the Chief Officers of Hertfordshire Constabulary and Bedfordshire Police agreed a further agenda for collaboration opportunities which covers counter terrorism, domestic extremism, firearms, dogs, civil contingencies, operational planning and professional standards.  On 19th February both Police Authorities met to discuss collaboration and the longer-term agenda.  This meeting confirmed collaboration, particularly between the two forces, as the way forward.

2.6  
Additionally, within the Region we are already committed to collaborative projects in relation to serious and organised crime, air support, ICT, including Command and Control and Scientific Support, all of which will require considerable Chief Officer input and oversight to bring to successful outcomes.  Specifically, we are required to provide a Chief officer lead for the Command & Control project.  

2.7  
Ideally the Chief Officer lead needs to have significant understanding of operational policing issues as well as other skills identified below.

2.8  
We have already discussed with the Chief Constable of Hertfordshire arrangements for Chief Officer oversight of the protective services collaboration work and it is clear that if we can offer additional capacity it will assist their team in both managing collaboration and the day to day service delivery.

2.9  
The collaboration focus, the emerging demands outlined above and the desire to ensure that the capability of Bedfordshire Police is properly recognised through the next inspection and performance assessment, requires additional strategic capacity not currently available in the Chief Officer team.

3.
Proposal
3.1 To add resilience to the Chief Officer team, it is proposed that an additional Assistant Chief Constable be appointed to lead the Protective Services Directorate.  If agreed, the Deputy Chief Constable would assume responsibility for the following:

i) The Bedfordshire Chief Officer lead on an extended Bedfordshire/Hertfordshire programme of collaboration, beyond major crime.

ii) The Bedfordshire Chief Officer lead on any ‘6Cs’ collaboration developments (excluding existing and embedded agreements) to allow the other Chief Officers to concentrate effort on local service provision and other projects affecting Bedfordshire.

iii) The oversight and delivery of a clearly documented and rigorous risk assessment of our preparedness against the ACPO Protective Services minimum standards (published January 2008).

iv) The oversight and development of the Inspectorate element of Corporate Development ensuring a documented and thorough gap analysis of all 2008/9 Inspection areas (see Appendix A) and the development of an improvement plan to meet identified gaps.

v) The development of a Forcewide Performance Management Framework taking into account identified best practice and the recent HMIC ‘Lessons Learned’ publication arising from the performance management element of the 2007 HMIC Inspection process.

4.
Benefits
4.1
The proposed structure will give very clear responsibilities for the day to day running of the Force and enable the two ACCs and DCS to ensure that local service delivery against the local policing plan and local projects is being delivered.

4.2
The DCC will be able to take independent oversight of performance across the Force and in particular the assessment of our services against the national standards of service we are expected to deliver.  This structure is recommended as good practice in the HMIC Performance Management Inspection 2007: Lessons Learned.

4.3
As importantly, the DCC will have the time and capacity to deliver the benefits that collaboration can bring to a small force.  Whilst it is impossible to put a financial sum on what collaboration will deliver, or clearly articulate the totality of service improvements over the next three to five years, the range of services being looked at cover 300-500 staff posts and budgets of £20-£30m per annum.

4.4
Not only is the range of potential collaboration with the savings and service improvements significant, but we must also ensure that as the smallest force in the Region, proper judgements are made as to what is in the best interests of the people of Bedfordshire and Luton.  It is therefore imperative to have a dedicated post at the strategic level to maintain the best balance during negotiations between local priorities and wider needs.

5.
Costs
5.1
The total cost of an ACC post is currently £124K.  This includes all allowances and employer’s costs, (e.g. including pension liability).  Such a post would also require secretarial/PA support, but this would be found from within existing resources.

5.2
If an external appointment were to be made there would also be re-location costs to a maximum of £40K.

5.3
There is also a need to create some additional office capacity in the Executive Suite, but this can be tied in with other alterations being undertaken to accommodate the new Corporate Services structure and the costs found from this year’s underspends.

6.
Funding
6.1 As a result of the merger of the Bedford and Dunstable Divisions, I purposely retained a post of Chief Superintendent to support the regional collaboration agenda at that time.  That post is now vacant and for the reasons described above, I would look to remove this post and replace it with a Chief Officer post at ACC level.

6.2 This would provide £100K towards funding the cost of the additional ACC with the remaining £24K being funded from collaboration funding as agreed as part of the 2008/9 budget.

6.3 Such an arrangement has the benefit of not reducing police constable numbers and although it has the potential to affect the overall resilience of the superintending ranks, this is not expected to create a significant issue. 

6.4 As explained at the Police Authority meeting in February, external opportunities for funding the additional post have been explored.  I have been advised that subject to a suitable business case being submitted, a grant of £100K will be made by the Home Office in support of the collaboration agenda.   

6.5 This will assist with any one off costs and cover £24K differential referred to above in para. 6.2 above.

7.
HMIC View
7.1
In preparing this report, full and thorough consultation has taken place with HMIC.  Mrs. Stitchbury endorses the proposal, recognising that it significantly improves resilience at the senior level to drive collaboration and improvement activity. 

8.
Options

8.1
If the Authority accepts the principle that an additional ACC post is necessary to drive collaboration and improve the performance of the Force, then there is a logic to making the post permanent from 1st April 2008.  

8.2
It would be a matter for discussion then as to whether to advertise straight away or to fill the post on a temporary basis pending the completion of the 2008 Strategic Command Course at the end of this year.

8.3 Advice has been sought from HMIC regarding the availability of suitable candidates given the timing and it is suggested that it would be appropriate to advertise straight away.  If the Authority did not find any of the candidates suitable, the post could be re-advertised next February.

8.4 If members are not convinced that the case is made out for a permanent post, then a post could be created on a temporary basis and reviewed after an agreed period.  

9.
Risks
9.1 It is fully recognised that the appointment of another Chief Officer is potentially a sensitive issue both internally and externally, however, in terms of costs there is no overall impact on the budget already agreed by the Authority or staffing elsewhere in the force.

9.2 The risks associated with not creating the additional capacity are that collaboration projects will take significantly longer and that Bedfordshire will not be able to make its full contribution and protect local interests where it is right to do so.  There are also risks to performance management and how the Force ultimately is seen to perform through national assessment processes.

10. Recommendations

10.1 Recommendation 1: The Authority agree the appointment of an additional ACC to enable the opportunities created by collaboration to be fully exploited as quickly as possible and to create capacity to better manage performance.

10.2 Recommendation 2: If recommendation 1 is agreed, the Authority create the post on a permanent basis to replace an existing Chief Superintendent post which has been held for collaboration work and is currently vacant.

Report Author:
Chief Constable

Agenda:  bpa113081 Protective Services to include Major Crime (Homicide), Serious and Organised Crime, Counter Terrorism and Extremism, Civil Contingencies, Critical Incidents, Public Order and Strategic Roads Policing
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