Item No. 1 on Agenda

Staffordshire Police Authority


MINUTES OF A MEETING OF THE LIAISON AND CONSULTATION COMMITTEE

HELD ON TUESDAY 12 OCTOBER 2010 AT CANNOCK ROAD, STAFFORD

Present: 
Representing the Police Authority

	Brian, H.C.

Crawley, Mrs. R.

Gothard, E.L., MBE

Pearsall, D.M.  (Chair)
Vigurs, P.F.
	Compton, A.B., MBE

Edwards, Mrs. C.B.

Jebb, Mrs. C.R.

Haroon-Iqbal, Mrs. H.


Representing the Police Federation

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

Judson, M.A., Insp.
Hopkins, R., Sgt.
	Constables’ Branch Board, Chairman

Joint Branch Board, Chairman


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


Apologies: Mr. A. Bowen (Police Authority Member), Mr. R. Conteh (Police Authority Member) and Mr. M. Cunningham (Chief Constable).

Also in attendance: 
Mrs. A.J. Holmes – Authority Principal Officer 
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 10 May 2010 be confirmed and signed by the Chair.
Matters arising:

Equal Pay Review
2. The Deputy Chief Constable advised that the Force were currently working with PriceWaterhouseCoopers on the proposed desk-top review on equal pay. Arrangements were in hand for the Force’s Head of Personnel Services to consult the staff associations on the methodology to be used for this review. Mr. Shepherd thanked Mr. Paxton for this update and stated that he would make contact with Mrs. Evans to have sight of the methodology and to follow-up earlier discussions on the new systems.   
Items raised by the Police Federation
Communities First Programme
3.  The Chairman of the Police Federation’s JBB stated that the staff association had been fully engaged in consultation with the Force and Communities First (CF) Team for many months and that the Federation appreciated the amount of work that was on-going through the various work-packages. Mr. Judson acknowledged the considerable savings needed to be made over the next twelve months and beyond and the fact that the Force needed to respond by re-shaping itself. The Police Federation had made challenges via the agreed consultation channels but felt it important to inform the Authority of its views by highlighting its main concerns as detailed below:
(i) Local Policing 
The Police Federation had raised previously with the Authority its concerns around the resilience and response of police officers under the planned move to unified policing teams. The staff association were alarmed at the potential reduction in response officers of 15% under the CF proposals; officers who played an important role in responding to incidents 24/7. Also of concern was the suggested increase in the ratio of sergeants to police constables from 1:5 to 1:8. The Police Federation had asked for the rationale behind this move and were not happy with the explanation that it appeared to be a ratio that applied with apparent success in other forces. 

The emerging Force structure from April 2011 saw sergeants as ‘kingpins’, having a critical role in the successful delivery of quality policing services. If these officers were reduced in number, as proposed, the Police Federation had real concerns for the well-being of these officers with regard to their workload and achieving a healthy work life balance. Mr. Judson advised that the Force had been found wanting in this area in the past as regards inspector: chief inspector ratios. It was important, under the new structure, that officers’ well-being was adequately monitored so that they did not feel overwhelmed in their new roles, particularly if it were to lead to stress amongst these ranks and ultimately days lost through sickness absence.

(ii) Investigative Hubs

The Police Federation had concerns about the proposed reduction in sergeant supervisors proposed in the new Force structure for the same reasons as outlined above. Mr. Judson stated that he had yet to see the reasoning behind this proposal.

It was feared that, with the advent of Investigative Hubs, an elitist structure could be compounded where the Hubs became isolated from everyday operational policing. It was important, in the future, that uniformed officers with a desire to become detectives could be successfully moved into these Hubs if they were suitably qualified.  Mr. Judson stated that when there was a need for support for major incidents in the past, the major incidents teams had been able to approach Divisions for support for investigation work.  The new Investigative Hubs proposal appeared not to have this flexibility. This was fine if the workload remained at a stable level but it was feared, if there was a serious incident, that officers within the Hub could feel overwhelmed. The resilience of these new Hubs had yet to be demonstrated through the appropriate work package.

(iii) Operational Support  
Mr. Judson advised that a major area of development for the Force over past years had been the deployment of automatic number plate recognition (ANPR) software. It was understood that the CF proposals were to transfer the use of this technology from road crime teams to armed response officers.  The Police Federation were concerned that this move would be detrimental to response policing and may affect the resilience of overall response policing.

The proposed reduction in motorcycle capability was also of concern, with a small number of motorcycles to be retained for operational use when needed and with trained officers being re-deployed elsewhere in the organisation. This seemed to be a retrograde step as, when motorcycles were needed, the bikes would need to come out of ‘mothballs’ and the officers would then be abstracted from their new duties. The need for motorcycle visibility was still considered important, given the need for such capability to police royal visits, the Tour of Britain cycle race etc.

The Police Federation had concerns also at the proposed reduction in witness support functions that could possibly result in more work falling to operational officers. This proposal was not welcomed as this responsibility, it was foreseen, would fall onto neighbourhood policing teams and response officers who may not have the specialist training necessary or resources to deal with such vulnerable individuals.   
Mr. Judson referred to the communications review implemented earlier this year and, in particular, to the role of ‘POD’ sergeants. These officers had built up specialist knowledge that was having a positive effect on the way in which communications were being delivered internally within the Force and to our communities.  It was understood that there were proposals being formulated to reduce the number of these sergeants Force-wide. This reduction, it was envisaged, could adversely affect the quality of service delivered.

Once again, the Police Federation wished to voice its concerns around custody provision, relating in particular to the resilience of officers; adequate meal breaks; arrangements for prisoner transportation; and the travelling time between the point of arrest and the nearest custody suite. These issues remained a priority to a large number of Federation members. Mr. Judson acknowledged that a working group was in operation to look specifically at these difficulties but felt that the problems being faced were worthy of mention. The main area of concern related to abstractions from local policing teams, especially after Friday and Saturday evenings, with officers having to transport arrested individuals to either the North or the South custody facility and the negative effect this had on the number of officers left on shift to patrol the local area.  
(iv) Organisational Support

The Police Federation’s members had commented to the JBB Chairman that as senior Force managers were managing the CF work pages it may be difficult for them to address the need to reduce senior management roles in their proposals. 

Reassurance was sought from the Authority that the collaborative arrangements entered into by the Force with the Staffordshire Fire and Rescue Service (FARS) as regards personnel issues would not detrimentally affect police officers. If the Force were to provide services to FARS then problems may arise in the fixing of timely doctors appointments and case management conferences. The Force’s previous collaborative arrangements with the FARS re the provision of stores had had to overcome some difficulties.          
The proposal to introduce call-centres for Force human resources issues was felt to be unsuitable, given the need for 1:1 discussions on sensitive and confidential matters that could not be accommodated in this type of environment. There was a real fear amongst Federation members that, in times of high demand, such calls could be dealt with by ‘backup’ operatives outside of the Force area without the local knowledge to adequately deal with sensitive enquiries.  

The quality assurance documentation relating to professional standards had seemed to suggest that the Department was moving away from the Taylor principles, where local resolution to low level misconduct issues was advocated. This was of concern to the Federation.

The Chair of the Authority thanked Mr. Judson for outlining the Police Federation’s concerns above and asked if any other Federation representatives had anything they wished to add to aid the debate. 
PC Colley advised that many officers had real concerns over supervision arrangements if the ratio of sergeants: police constables increased. Also officers were worried that the opportunity for advice ‘on the job’ from supervisors would be limited if the new ratios were implemented. As regards the transporting of detainees to custody suites, PC Colley cited examples from Stafford where the whole of the early shift following a Friday/Saturday night were abstracted to the Watling Street facility dealing with detainees arrested the previous evening/early morning, leaving the policing of Stafford Town centre exposed. PC Colley cited figures showing that 29% of travelling times on arrests had been over thirty minutes in duration for Stafford for the period from 1 August 2010 to date. Figures were also similar for Burton. The Chair of the Authority advised that this issue had been raised locally by the Authority’s link member for Stafford, who had personally sought reassurances from the Chief Constable that this issue needed to be addressed quickly.
As regards the comment expressed above about the Force’s Professional Standards Department, Mr. Shepherd advised that he sat on the national Home Office/NPIA professional standards committee where it was mooted that local professional standards departments were already taking on too much work. Many forces located their professional standards departments within the human resources remit of the organisation, due to the parallels drawn with this area of activity, especially vetting procedures.
The Deputy Chief Constable acknowledged the wide range of issues for discussion brought to the table by the Police Federation, all of which had been raised in the appropriate Force forums and in relation to which on-going consultation was taking place. Mr. Paxton believed that it was important for the Committee to fully understand the methodology adopted by the Force to reconcile such issues, whilst meeting the objective of planning effectively for the future delivery of quality services.
To give context, Mr. Paxton advised of the history of the CF programme and how the work packages therein had been identified. Achieving value for money was a prime indicator for all of these work streams. Terms of reference for each work package were agreed, in consultation with the staff associations and unions, and published. It was evident from the onset that certain work packages presented a larger number of issues than others and Mr. Paxton paid tribute to both the Police Federation and Unison in re-configuring their own organisations to adequately cover attendance at work package meetings and to proffer comments on all areas. The DCC commented that he had personally made himself available for discussions on any items where greater clarity had been sought. A number of work packages had been felt to be so far forward in their proposals that quality assurance sessions had been held during the summer, where the Programme Director, the Programme Manager, individual lead officers, senior managers and the staff associations/unions were able to examine the proposals put forward and challenge the rationale behind them. The discussions arising from these sessions were then captured in four quality assurance documents (as circulated to members and as shown in Appendix 1 to the signed minutes of this meeting) that were considered by the Force’s Chief Officer’s Management meeting held on 10 September 2010. These documents and the proposals therein had now been ratified by the Force’s COMM’s meeting on 10 September 2010.    
The DCC then delivered a short presentation emphasising the importance the Force placed on consulting on the new structures and effectively managing the structural changes necessary. Now that the preferred structure was known, as shared with the Police Authority at its development day on 16 September 2010, the Force had agreed a three stage consultation process that, it was envisaged, would be completed in 90 days. Stage 1 – was where managers would hold team briefings to share preferred options and request the views of staff affected by the proposals.  Stage 2 – is the stage where feedback received is considered. Staff associations and unions were encouraged to respond to proposals as a consultative body or on behalf of individual members if they so wished. Amendments to proposals would then be considered and formalised and presented to a Force COMM’s meeting for approval. Stage 3 – this stage had yet to be fleshed out as the CF programme had not reached this stage. However, it was proposed that individual consultation would take place with staff on how the changes proposed affected their individual roles and what the future options were. Staff would be invited to give their preferences at this stage.  
Mr. Paxton concluded by stating that the Force was serious in meeting its obligations as regards appropriate and meaningful consultations on all CF work packages and that a massive effort had been made to live up to these responsibilities. The Force continued to be proud of its relations with the staff associations and unions and strived to make the consultation process as professional and transparent as possible, keeping staff adequately informed at all stages. The DCC stated that it would be inappropriate to comment individually on the issues raised above, as they were already part of the ongoing engagement, but was happy to answer any outstanding questions not addressed. 

The Unison Branch Secretary supported the points raised by the DCC regarding the efforts made by the Force to engage fully in a responsible manner and cited examples of other public sector organisations that had not been so open in its dialogue or indeed in actioning the outcome of their restructuring. Mr. Shepherd commended the work of the monthly stocktake Strategic Resource Panel, on which the Authority and the unions were represented, in steering the Programme forward in a professional manner. 

The Chair thanked the DCC for his contributions and asked fellow Authority members if they wished to comment on any of the issues raised above.

Mr. Gothard, MBE cited examples of where he had questioned chief superintendents within the Trent Valley Division on the operational methods employed to transport prisoners. He had been informed of differing solutions to the problems being experienced and had been kept informed of new arrangements implemented to address areas of concern. Mr. Gothard stated that he was now reassured by the processes and procedures in place but he was keeping a ‘watching brief’ and would be challenging this area of activity through the quarterly performance meetings.  
The Chair of the Authority’s People Policy and Development Committee confirmed that she would purse the comments made around human resources issues with Force officers responsible to her Committee. Answers to questions raised could then be aired and discussed at the next meeting of the Committee in November 2010.

Mr. Judson thanked Mrs. Edwards for this commitment and stated that, at the end of the Programme when all proposals had been implemented, it was important that a proper evaluation process was undertaken and reported back to the Authority. 

Mrs Crawley commented that the prospective elitism mentioned in respect of the Investigation Hubs was a real area for concern. The fears of the Police Federation could be borne out by the Race Equality Council’s descriptors for the incitement of institutional racism.

Mr. Brian stated that he hoped that the changes proposed to sergeant: police constable ratios would not adversely affect the excellent work being undertaken by neighbourhood policing teams in Stoke-on-Trent. He also had concerns about the reduction in the number of inspector ranks and asked that the remit of their roles be examined before any proposals were finalised. In his opinion the inspectors within the City were already ‘going the extra mile’ and would find it difficult to cope with a more demanding, strategic workload.
The Vice-Chair of the Authority addressed the Police Federation representatives and asked if they were now, following the comments made above by fellow members, satisfied that the Authority was providing a robust challenge to the areas covered by the CF programme.
Mr. Judson concluded the discussions by thanking all present for the interesting and healthy debate held this morning. He stated that he recognised that the Authority was fully engaged in the consultation process and invited the Authority to consider ways of spreading this message throughout the organisation.

 4.  RESOLVED – (a) That the concerns of the Police Federation on the changes proposed to the Force structure as part of the Communities First Programme, including local policing, investigative hubs, operational support and organisational support, be noted and acknowledged. 
(b) That the update from the Deputy Chief Constable reinforcing the Force’s commitment to the consultation process be welcomed. 

Items raised by the Staffordshire Police UNISON
(i) Regional Collaboration
5. Unison’s Branch Secretary advised that the union wished to seek clarity on the Authority’s position relating to regional collaboration and wished to seek a reassurance that any move towards change followed meaningful and full consultation. Mr. Shepherd acknowledged that regional collaboration could realise real benefits and was grateful for sight of the status update of pathfinder projects forwarded with the agenda for today’s meeting (circulated to members and as set out in Appendix 2 to the signed minutes).
Mr. Shepherd stressed the need for the terms of reference of any collaborative venture to adequately safeguard the future of partners if, say, one or more partners withdrew from the venture during the period of joint working. The need to document the apportionment of costs and benefits was vital to the success of the venture. There was also the need to carefully think through the wider implications, including any proposed relocation of staff, especially the potential threat of economic redundancy claims from those staff who simply could not afford to commute.

The Chief Executive to the Authority stated that the pathfinder projects being discussed regionally were the culmination of all four regional authorities and forces looking collectively at how services could be delivered more effectively by joint working to achieve service efficiencies and realise cost savings. Discussions had evolved from this premise and collaborations were being considered to achieve the same or more with less resource within the short to medium-term. Regional discussions now centred upon what could be realised in the identified service areas and it was hoped that a decision could be made on which, if any, projects to progress at a regional chairs, chief executives and chief constables meeting to be held later this month. It was also understood that West Mercia Police Authority were to host a meeting with staff associations and unions on 21 October 2010 to introduce the proposed pathfinder projects and discuss their agreed terms of reference and perceived service benefits for each force. Mr. Wallis reminded the Committee of the powers of the Home Secretary to direct authorities and forces to collaborate if they could not demonstrate that they were actively engaged in such ventures in a way which met the Home Secreary’s requirements. He also advised that the Authority and the Force recognised that collaborative ventures outside of the West Midlands region could also realise benefits and that their eyes were open to such partnerships.
Mr. Judson confirmed that the Police Federation would be represented at the meeting on 21 October 2010.
Mr. Shepherd stated that Unison believed in local collaboration where benefits could be proven and stated his gratitude at the responses given at today’s meeting. 
The Chair of the Authority reiterated Mr. Wallis’ comments about Government’s powers to instruct and stated that Staffordshire was fully engaged in all the regional pathfinder projects, taking the lead in some areas.
(ii) Possible Donation towards Unison Welfare Fund
6. Unison’s Branch Secretary requested the Authority to consider a donation towards the union’s Welfare Fund that was used to give welfare support, including debt management advice, to its members. Mr. Shepherd advised that the fund provided a vital lifeline to members and relied on funds donated voluntarily and by regional and national offices.
7. RESOLVED – That the concerns of Unison on regional collaboration be noted and acknowledged.

8. RECOMMEND POLICE AUTHORITY – That consideration be given to a donation to Unison’s Welfare Fund.

(NOTE BY CHIEF EXECUTIVE – Unison’s discussion item ‘Unnecessary Expenditure’ was withdrawn following reassurances given to the Branch Secretary from the Chief Constable and the Deputy Chief Constable.)
Mr. Alan Wallis, Chief Executive

9. Unison’s Branch Secretary paid tribute to the work of Mr. Wallis as Chief Executive to the Authority and thanked him formally for the advice and support afforded to him over the years. Mr. Shepherd wished Mr. Wallis well in his retirement. Mr. Judson, on behalf of the Police Federation, wished to be associated with this statement.
Diversity Issues

10. 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
11. The Chair of the Authority thanked the staff associations and Unison for the constructive dialogue undertaken at today’s meeting. The ability to discuss issues of such importance in such an open and frank manner could only benefit policing in Staffordshire today and in the future.  
Dates of Future Meetings

12. RESOLVED – That future meetings of the Committee be held on 
Monday 28 March 2011

Tuesday 11 October 2011

with all meetings commencing at 10.00am. 
D. M. PEARSALL
                                                                                              Chair
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