Item No. 12(f) on Agenda

Staffordshire Police Authority


MINUTES OF A MEETING OF THE LIAISON AND CONSULTATION COMMITTEE

HELD ON MONDAY 10 MAY 2010 AT THE CANNOCK ROAD SITE, STAFFORD

Present: 
Representing the Police Authority

	Bowen, A.

Gothard, E.L., MBE

Haroon-Iqbal, Mrs. H.

Pearsall, Mr. D.M.  (Chair)

	Brian, H.C.
Jebb, Mrs. C.R.

Lewis, F.W., MBE

Vigurs, P.F.




Representing the Police Federation

	Adams, A., PC
Colley, D., PC

Gunn, N.J, Insp.
	Constables’ Branch Board, Chairman

	Judson, M.A., Insp.                                          
	Joint Branch Board, Chairman


Representing Unison
	Shepherd, M.
Critchley, Ms. D.
	Branch Secretary
Deputy Branch Secretary


Representing the Superintendents’ Association

Supt. D. Holdway

Apologies: Mr. A. Jackson (Police Federation), Mr. R. Conteh (Police Authority Member), Sgt. J. Hill (Police Federation) and Mrs. C.B. Edwards (Police Authority Member)
Also in attendance: 
Mr. M. Cunningham - Chief Constable

Mrs. A.J. Holmes – Authority Principal Officer 
Mr. D.G. McBain - Deputy Chief Executive
Insp. G. Parsons – Authority Performance Analyst

Mr. D. Paxton - Deputy Chief Constable

Mr. A.R. Wallis - Chief Executive
PART ONE

Minutes

1. RESOLVED – That the minutes of the meeting held on 30 March 2009 be confirmed and signed by the Chair.

Declaration of Interests
2.  Insp. N.J. Gunn declared an interest in accordance with Standing Orders 7.1 to 7.3 in connection with minute no. 3 below (Custody Review), being Custody Inspector at the Northern Area Custody Facility.

Items raised by the Police Federation
Communities First Programme
3.  The Chairman of the Police Federation’s JBB stated that he was grateful to the Authority for being afforded the opportunity to put the Federation’s perspective on the changes proposed to the Force structure as part of the delivery of the Communities First Programme and for having sight of the Chief Constable’s Briefing Note supplied to Authority members in advance of the meeting. The Police Federation recognised the need for this significant review and raised specific areas of emerging concern for its members as follows:
(i) Response Policing
Mr. Judson reported that the Federation was concerned that the changes proposed to the Force’s structure would see the further diminishment of response policing numbers in favour of, more visible, neighbourhood policing. The reduction in the number of response police officers over the last few years had been an area of repeated debate with the Authority and Mr. Judson sought an assurance from both the Authority and the Chief Constable that response policing was valued and had an integral place within the new Force structure.
The Chief Constable stated that he was glad to be having this discussion that continued the dialogue that had already been undertaken through both formal and informal meetings with the staff associations. Mr. Cunningham welcomed the Federation’s acceptance of the rationale behind the Communities First Programme and looked forward to continued constructive discussions. He added that response policing was fundamental to effective policing and was a critical element of the Force’s business. However, all elements of core business were receiving new levels of scrutiny as a result of financial pressures and the need to demonstrate value for money in all service areas. Mr. Cunningham confirmed that the Federation, along with other staff associations and unions, would have a place at the negotiating table to discuss all proposed structural etc changes to the Force.

It was noted that the Chief Constable’s Briefing Note had mentioned the ‘reassignment’ of some elements of response policing and the Chief Constable was asked if any clarity had been made on where changes were to occur. Mr. Cunningham confirmed that clarity on proposed changes could not be given until clarity existed on future funding levels for the Force.

The Chair of the Authority confirmed that future Budget predictions could not be made at the current time, given the results of the general election on 6 May 2010. Clarity would come but not, it was envisaged, in the immediate future.   
(ii) Reductions in Inspector Ranks
Mr. Judson stated that it was apparent from the early discussions with the Chief Constable, and his Executive colleagues, that the changes proposed to the Force structure as part of the Communities First Programme would lead to a substantial reduction in the numbers of inspectors and chief inspectors. This was at a time when the Force nationally had a lower quota of such officers than like sized forces.
Mr. Judson also added that, as the proposed policing areas (based on local authority boundaries) were larger geographically than the current neighbourhood management areas, it was likely that the workload attributed to such officers would be even greater. The Federation was concerned for the well-being of such officers at a time when an improving work-life balance was being advocated. The Federation asked the Chief Constable to ensure that appropriate levels of supervision and support were built into the changes proposed to assist these officers in the transition period leading up to the introduction of the new structure in April 2011.

The Chief Constable could not state that there would not be a reduction in the number of inspectors and chief inspectors in the future structure of the Force, as not all of the answers to the questions being raised on the best structure to deliver a safer Staffordshire were known or quantifiable at the current time. Mr. Cunningham did, however, promise to ensure that all staff would be properly led, managed and supported through the changes. The criticality of good leadership was emphasised. Mr. Cunningham reassured the Federation that whatever the final proposals were for the management of policing areas, such officers would be provided with ‘top-cover’ from senior officers at all times. 
Insp. Gunn asked if clarity on workload management could be given early on in the discussions when the future structure of the Force was known. Ideally consultations at an early stage on such issues would be much valued as currently some Federation members were feeling increasingly isolated from work colleagues due to challenging workloads. 
Unison’s Branch Secretary advised that he had recently questioned the national ACPO lead on resilience about the effects on policing numbers that abstractions to deal with the 2012 Olympics could have on a reduced Force structure. Mr. Shepherd sought an assurance from the Chief Constable that the Force was making adequate provision for its part in the national events.

Mr. Cunningham replied that the Force would be required to participate in mutual aid for the preparations for and the event itself, and this did not solely relate to aiding south-east forces. The policing of the ‘Torch procession’ would be a challenge for all forces. The costs involved in such operations, representing the biggest post-war security operation, would need to be shared with the government.
The Chair of the Authority stated that the Association of Police Authorities had already made the government aware of the need to provide forces with adequate resources for this national event.

(iii) Reductions in all areas of business 
Mr. Judson sought confirmation that scrutiny of all areas of business for efficiency savings and future cost reductions would include the most senior ranks in the Force and the Authority. 
The Chair of the Authority advised that a Fit for Purpose Review of the Authority’s governance arrangements had recently been undertaken, against the premise of ensuring that the Authority undertook to deliver on its statutory obligations in a more robust manner and at no extra cost. Savings had already been accrued from measures to put in place to restrict numbers attending conferences and events etc and the Authority had been mindful of budget constraints while planning to recruit a new Chief Executive in the Summer/Autumn of 2010.
(iv) Custody Review
Mr. Judson advised that, since the review was announced in late 2009, a number of concerns had been raised about its planned implementation, including the resilience around the numbers of sergeants being allocated to custody and health and safety concerns re the transporting of violent prisoners in caged vehicles.  
The Chief Constable advised that he was aware of the concerns raised by the Federation and had asked that a risk assessment of the proposals contained within the custody review be undertaken prior to its implementation, of which the Federation would be an integral part. 

Mr. Judson acknowledged the Chief Constable’s statement and stated that it would have been desirable for such discussions to have been held in the embryonic stages of the proposals, rather than after a review had already been agreed: indeed some practitioners felt that they had not had the opportunity to comment on proposals for future custody provision within Staffordshire until after such decisions had been made. There had also been some disquiet expressed by members of the public and solicitors around the closure of custody facilities in the County town and Tamworth.

Mr. Cunningham stated that he wished all parties to be effectively engaged in the discussions about future custody facilities and the implementation of decisions already made. The Federation would be involved in all such future discussions.
Insp. Gunn commented that the Implementation Group for the review was already established and as such consultation on future arrangements was limited. It was seen as a missed opportunity that the paper originally agreed by the Force’s COMs Group could not have been shared before agreement with local custody sergeants and the Sergeants Branch Board.

The Chief Constable stated that he was committed to full consultation on issues that affected service delivery. He was committed to improving communications and had made recent changes to COM’s agenda to allow for more meaningful engagement with staff to take place.  This would ultimately lead to more informed decisions affecting the future of the Force.
4.  RESOLVED – That the concerns of the Police Federation on the changes proposed to the Force structure as part of the Communities First Programme, including the Custody Review, be noted and acknowledged.
Item raised by the Superintendents’ Association

5. Supt. D. Holdway advised that the Superintendents’ Association supported the work ongoing to produce a structure that would allow the Force to continue to deliver the highest quality of service and recognised the budget constraints to achieve this aim. Discussions had already been held with officers from the Executive Team to achieving some clarity around proposals to reduce the number of Superintendent and Chief. Superintendent ranks, with the remaining officers commanding the new policing areas. The Association was grateful for these early discussions and accepted that a reduction in their ranks was inevitable but concerns existed on how such reductions would impact on service delivery standards.

The Chief Constable was grateful for the Association’s support on the commitments of the Force to deliver the Communities First Programme and welcomed continued dialogue with the Superintendents’ Association on command and leadership resilience in the new structure

6. RESOLVED – That the concerns of the Superintendents’ Association on proposed reductions in supt. and ch. supt. ranks the changes proposed in the new Force structure as part of the Communities First Programme be noted and acknowledged.

Items raised by the Staffordshire Police UNISON
(i) Job Evaluation
7. The Branch Secretary advised that in January 2008 Unison had written to the then Chief Constable requesting that the current system of job evaluation be looked at in the light of the Police Staff Council’s published Job Evaluation 13 Scheme and joint working to revise the scheme began. This was halted in June 2009 when, as part of Operation Columbus, it was agreed that the Project should be allowed to continue its work around re-structuring. This work had now been subsumed into the Communities First Programme and assurances had been given that a complete review of all police posts would be undertaken using the new scheme in due course. Mr. Shepherd advised that Unison were disappointed to learn that the Authority had regarded one of its own staff recently when Force staff job evaluations were still ‘on hold’. Unison questioned the fairness of this action from its Employer, although supported the appropriate reward and recognition of its members for the work undertaken whether employed by the Force or directly accountable to the Authority.
The Chief Executive of the Authority stated that the position for employees directly employed by the Authority was different to that of employees of the Authority under the direction and control of, and therefore accountable to, the Chief Constable. Mr. Wallis confirmed that, through the Authority’s Fit for Purpose Review, a member of the Authority’s Secretariat had been re-designated to reflect additional administrative and member support duties being undertaken since January 2009 and to provide for the continued development of the post. The job description and person specification for the new post had been job evaluated by the then Head of Human Resources Department to ensure consistency of approach and had been the subject of proper consultation and approval in accordance with the Authority’s governance arrangements.

 In accepting these comments, Mr. Shepherd stated that the Authority should be clear about what messages such actions send out to Force colleagues, as the Authority technically is seen as the Employer of all police staff and police officers. Mr. Wallis noted these comments and stated that during the pilot inspection of the Authority in April 2009, the inspectors had commented that the Authority’s structure had been seen by them as ‘lean’ for delivering on its statutory responsibilities. The Fit for Purpose Review Team had been mindful of these comments but felt that notwithstanding the inspectors’ comments, additional resources should not be diverted away from front-line policing to bolster its own staffing structure. 
(ii) Equal Pay Review
Unison had written to the then Chief Constable in January 2008 to ask that resources be made available in relation to an equal pay review as vulnerable areas of challenge were becoming apparent. Mr. Shepherd advised that this work was now overdue and referred to recent high profile cases where employees had brought successful cases against their employer, for example Birmingham City Council, and where the consequential claims were alleged to be for substantial amounts of money.  
The Chief Constable acknowledged that an implementation date for this work needed to be identified and gave a reassurance that this work would commence as soon as practicable.
(iv) Discrimination on Recruitment 
Mr. Shepherd advised that he had been in dialogue with the Director of Resources on behalf of a union member about the processes used for recruitment for police staff as compared to police officers, especially as regards apparent differences employed in such practices. Recruitment processes needed to be open and accountable. A suitable way forward had now been agreed for the member of staff in question.   

The Chair of the Authority was pleased to note that agreement had been reached on the individual case cited and that any barriers to entry to both police staff and police staff were now transparent.
(v) Workforce Modernisation

The Branch Secretary advised that the view of the union was that workforce modernisation was moving too slowly within the Force and that the pilot in the Chase Division had not realised its perceived benefits of having a civilianised workforce. There were still many examples of police officers being employed within roles that do not require them to utilise their police powers. This was not considered a cost effective way of moving the organisation forward and the opportunity could be taken of encompassing workforce modernisation within the Communities First Programme.   
The Chief Constable confirmed that the Force needed to look critically at those areas where police officers were undertaking roles that did not require them to use their powers, whilst, concurrently looking after the welfare and well-being of a limited number of police officers who were not deemed fit to undertake operational duties. Mr. Cunningham assured the union that workforce modernisation was strongly embedded within the Communities First Programme’s agenda to achieve the ultimate aim of having a workforce able to deliver high quality policing outcomes for the public. 

(vi) Financial Review
UNISON accepted that the Authority had a financial overview of Staffordshire Police. However the Branch Secretary asked if the Authority believed that they had sufficient oversight of all areas of Force business to ensure that value for money was being achieved and wastefulness was being prevented. 

Additionally, Mr. Shepherd advised that the union were concerned with the amount of money being spent on bonuses, and the various additional payments paid, to police officer colleagues.  UNISON asked that the Authority give an undertaking to review additional expenditure around the changes made to Staffordshire Police structures, including work through the Communities First Programme.
The Chair of the Authority stated that the Authority believed it had the correct level of oversight on all Force groups, with lead members reporting back to the Authority itself, its Committees and Members’ Meetings as appropriate.  The Authority had a robust relationship with the Force and challenges and scrutinises where necessary, acting as a critical friend on all business areas. Such challenges presented themselves both formally in committee meetings and informally during other interactions, such as regular meetings with the Executive Team.  However the Authority had recognised the need to do more in this area and had recently agreed to the establishment of a Planning and Performance Review Joint Panel, of which the Chief Constable is a member, to scrutinise all areas of Force business, and to look in depth at particular areas, having regard to value for money considerations.  
The Deputy Chief Constable stated that the Communities First Programme review was based on individual work packages relating to identified service areas. These work packages, and the proposals contained therein, were accessible to Force staff on the Intranet. Mr. Shepherd commented that recent discussions with the Project Board had indicated that such proposals would each have a mandatory 90-day consultation period to gather the views of interested parties etc before decision-making was determined. This period was not deemed long enough when proposals were complex or spanned service areas to collate members’ views and collate them responsibly and meaningfully. In noting this point, Mr. Paxton indicated that the 90-day period was not fixed in ‘tablets of stone’ and that often consultation could be completed in less time. However, he did acknowledge that more complex and contentious areas might need longer and assured the union that this would be accommodated by the Programme Board.  Additionally, he requested that the Programme Board be notified if there were other consultees that could usefully be added to individual work packages to make the consultation as wide and meaningful as possible. 

The Chief Constable assured all present that no decisions would be taken on any work packages until he personally was satisfied that appropriate consultation had taken place.

8. RESOLVED – That the concerns of Unison on job evaluation, the equal pay review, discrimination on recruitment, workforce modernisation and the Authority’s financial oversight of the Force, especially as regards the Communities First Programme, be noted and acknowledged.

Diversity Issues

9. The Committee considered, in accordance with the Authority’s Equality Scheme, the implications and relevance of items on the agenda for the Authority’s and the Force’s functions and policies and the promotion of diversity.

Chair’s Concluding Comments
10. The Chair of the Authority thanked the staff associations and Unison for the frankness of their views and for the constructive dialogue undertaken at today’s meeting. Mr. Pearsall stated he hoped that the good working relationships that existed between the Authority, the Force and the Police Federation, the Superintendents’ Association and Unison would long continue through the difficult and challenging times that lay ahead.  
Dates of Future Meetings

11. RESOLVED – (a) That future meetings of the Committee be held on 
Tuesday 12 October 2010
Monday 28 March 2011

with all meetings commencing at 10.00am and being held at the Cannock Road site, Police Headquarters.

(b) That the Authority would welcome a request to hold an ad-hoc meeting of the Committee at any time if deemed necessary by either of the staff associations or Unison. 
D. M. PEARSALL
                                                                                              Chair
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