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Professor Alec Spencer, Convenor of the Scottish Consortium on Crime and Criminal Justice, welcomed the participants and introduced the Chair of the event, Sheriff Tom Welsh. Professor Spencer said that the event would take place under Chatham House Rules. There would be initial presentations. These would be recorded on an attributed basis in the report of the proceedings. The general discussion which followed would be recorded on an unattributed basis. The report would be sent to all participants and put on the Consortium’s website.

NICK FYFE: A BRIEF HISTYORY OF POLICING METHODS IN SCOTLAND

Nick Fyfe, Director, Scottish Institute for Policing Research and School of the Environment, University of Dundee, provided a brief history of policing methods in Scotland. 

The traditional methods of policing were: Random patrolling, Rapid response, Reactive investigation and Robust enforcement. The evidence on the effectiveness of these traditional methods was complicated but they appeared to be of limited effectiveness. However,   random patrolling was reassuring to the public and rapid reactive investigation had a vital deterrent function.

Crime and disorder was not random. The reaction to it must be targeted. Effective policing had to be intelligence- led. The most effective approaches were:  Places, People, Problems, Partnership, Procedural Justice.

· Places – focus on hot spots which had high levels of disorder. This was a promising approach. Crime was not displaced. It was about mobilising other agencies and partners

· People – crime is concentrated on a small number of people. 10% of offenders are responsible for 50% of the crime. Concentrating on the prolific offender paid dividends

· Problems - this involved being pro-active and tackling symptoms. A strong analytical base was needed

· Partnership – partnership with a wide range of agencies was the basis of an effective approach 

· Procedural justice – a police approach which was based on respect and fairness motivates the public to report crime and co-operate with the police

The application of all these approaches presented a complex picture. The challenge was to develop a coherent, strategic approach, one that focussed on fairness, what matters to the public and what works. The Police Reform Act and the policing principles set out in it, provided a good foundation, one based on collaboration.

There were three types of partnership:

(i) With communities – co-design and co-production of interventions

(ii) With universities – mobilising the best evidence on what works

(iii) With voluntary and statutory agencies and organisations – the landscape was quite fragmented. It was necessary to gather evidence on partnerships that worked

ALAN STAFF: OVERVIEW OF ISSUES FACED BY THE THIRD SECTOR FROM CHANGES IN POLICE METHODOLOGY

Alan Staff, Chief Executive of APEX Scotland gave a review of the issues faced by the Third Sector in responding to changes in policing methods. The full text of his presentation is at Appendix 1.

Sir Stephen House, the Chief Constable had, in his APEX lecture, set out his vision for the new force, Police Scotland. He had made it clear that he would embrace partnerships provided they were effective. He also made it clear that the police should not do things which others could do better. The question was, were the police withdrawing from problem solving.

Working with a single police force might make strategic working easier.

Partnership for the voluntary sector was always difficult since there was not equality with the public sector. PSPs (Public Sector Plc) might be a model but the jury was still out. The APEX partnership on alternatives to prosecution was promising.

Alan Staff noted five barriers to partnership:

· History, with the significantly different backgrounds and styles of the police and the voluntary sector

· Professional protection

· Victim mentality of third sector

· Attitude of middle and junior managers – they had to be committed to partnership, not just top management

· Money – funding can limit partnership

It was possible to do a lot more partnership working within the existing institutional arrangements.

SHONAGH ROY: INCLUDEM CASE STUDY

Shonagh Roy, Team Manager for Includem’s partnership work with the police, presented a case study to provide evidence on how a problem solving and whole systems approach could help reduce reoffending. The full text of her presentation is at Appendix 2.

Includem is an organisation which works on a 1:1 basis with young people. It provides intensive support which is available on a 24 hour basis. Since 2010, Includem has had a partnership with the police to deliver a programme based on the whole system approach. In the case of the young person who was the subject of the case study, the police went to his house to get him to sign up to the programme and made it clear that Includem worked in partnership with the police.  The young person was chaotic and vulnerable. He wasn’t co-operating with his social worker. He was suspicious of both the police and Includem. Includem kept in close contact with the young person and identified the triggers which led to offending. Includem shared information with the police and worked with the reducing reoffending team.

As a result of this close partnership working, the young person’s risks were now much better managed. He was fully employed and there had been no more recent charges.

PHILIP WALKER: GLASGOW COMMUNITY SAFETY SERVICES

Philip Walker, Chief Executive of Glasgow Community Safety Services provided a public sector viewpoint on the evidence that problem solving and whole systems approaches help to reduce offending.

In 2005 Glasgow City Council  established a company, Glasgow Community Safety Services (GCSS), (technically a charity)  which brought together all the different elements involved in community safety. The company was jointly owned by Glasgow City Council and Strathclyde Police. The company had 600 staff and there were 40 police officers seconded to it. Its services covered domestic violence, programmes for young offenders, children’s early intervention services, community payback, ASBO’s and a wide range of enforcement services such as litter control.

GCSS had a team of analysts and an intelligence team and access to the police crime intelligence team. They had fortnightly meetings with the police area commanders. They planned priorities together. There was a range of intelligence sources on problem people, people coming to the notice of the police, crime hot spots and issues, such as drinking dens. Problem solving was at the heart of the work and partnership was pivotal. Single service solutions were not solutions. Police Scotland had been very willing to provide police information.

There was a large array of council resources available to GCSS. There was constant analysis of the impact of GCSS’s activities. The key outcome measure was stopping offending. The community payback programmes were working very well and it had been necessary to create a programme which would allow participants on the programme to come back on a voluntary basis after the completion of their order. Community payback could be offered prior to the court process or as an act of reparation to wipe out unpaid financial penalties. All this could help unclutter the courts.

It was necessary to look at models for generating income. To start with 100% of income came from service level agreements. Now it was only 40%. Security technology makes money.

 GCSS would not be able to do all this without Police Scotland. Their intelligence systems and expertise were essential.

The aim was fully co-ordinated, intelligence-led problem solving.  

IAIN LIVINGSTONE: THE POLICE SCOTLAND APPROACH TO WORKING IN PARTNERSHIP

Iain Livingstone, Deputy Chief Constable for Crime and Operational Support, Police Scotland spoke on the Police Scotland Approach to working in partnership. His presentation is at Appendix 3

Iain Livingstone emphasised that the APEX lecture given by Sir Stephen House did not mark any move away from partnership. The police would not move away from problem solving and partnership.

Police Scotland was a very large organisation responsible for a third of the UK’s land mass. It was essential that they worked within a devolved model with local variations to take account of local circumstances. 

The new unified police service had the ability to work across boundaries, it had made financial savings. 

Structure. Local delivery was based on 14 divisions, some pre-existing which made for continuity although the opportunity for radical structural reform was thereby missed.

Resilience There had been a significant reduction in the number of the most senior officers, with a lot of responsibility being pushed downwards. The local community officers were akin to a GP who could deal with much but had access to specialist support and higher levels of expertise within the new police service.

What works. Police Scotland now has a core team of expertise to support 14 divisions. Police legitimacy is based on getting difficult incidents right. Swift response to major incidents has improved. But policing is not just about enforcement.

Ongoing challenges. With different approaches to problems under the previous forces, it was necessary to take the best from across the country and Police Scotland does not impose a single solution. It was necessary to address the issue of democratic accountability with Local Authorities determining how local scrutiny will operate in their own areas. Police Scotland needed both support and criticism.

DISCUSSION

During the roundtable discussion the following points were made:

Partnership

How was partnership best defined in relation to Police Scotland and its operations?

What is the meaning of partnership in this context? What are its limits?

How extensive was partnership with the police? Was there only to be partnership when  enforcement was involved? 

Policing requires working with others

The police will seek partnership in every aspect of their work

What is the strategy of Police Scotland in relation to partnerships and who will be involved?

In law, a partnership constitutes a separate legal entity from those making up the partnership.   There were other models for working together: a loose association, a confederacy, a collaboration.

Was the term partnership being used when we meant collaboration?

There was a need for a common language and understanding of what is meant by partnership

All agreed that it was unthinkable for Police Scotland to withdraw or move away from partnership working.

The whole system approach on youth offending in Lothian and Borders could not have been such a success without police partnership.

A lot of partnerships are opportunistic and the result of some funding which becomes available, rather than strategic planning. It was necessary to bring organisations together to co-design services rather than just react to funding opportunities

Now that Police Scotland was established, it had the chance to pause and consider what partnership was about in a more strategic way.

Should there be standards for partnership?

Confidence, trust and information-sharing were essential for partnership. A lot of trust was required in deciding what information to pass on.  

Collaborative working should be day to day not just at the strategic level

Some partnerships do not deliver

The role of power in partnership needed to be looked at. Not all partners had the same power or resources.

A lot of the issues on partnership applied not just to the police but to other public and private authorities

Partnership went well beyond the criminal justice system. Many other agencies were involved.

Partnerships could be confusing with staff asked to do contradictory things 

Were there too many authorities for effective partnership? The landscape was cluttered.

 A lot of people could sit round a table but not achieve very much. A partnership which was legislated for might not bring the right people round the table.

Sheriffs were not at the meetings of Community Justice Authorities – a structural absence. 

There was a misunderstanding of the nature of judicial independence. It does not mean judicial isolation from discussion of  policies and issues.  

It seemed likely that there would be more judicial collaboration in the future

Under the system of problem solving courts in Canada and the US, the  police could go direct to the judges

The Christie Commission on the Future Delivery of Public Services had emphasised the need for partnership and integration. It was necessary to look at these partnership issues in the light of the recommendations of the Christie Commission. It was necessary to bring in health and education and the other agencies which had signed up to Christie.

Scrutiny of Police Scotland

The Scottish Police Authority had an important role in relation to Police Scotland. Its remit was to maintain policing, promote policing principles and continuous improvement of policing, and to hold the Chief Constable to account.

The key tasks of the Scottish Police Authority were: governance, challenge, scrutiny and support.

The Scottish Police Authority approves the strategic plan of Police Scotland but the Authority is not involved in operational practice.

The Board meetings of the Scottish Police Authority were open to the public – in the interests of transparency.

Local scrutiny panels had been established. It was necessary for local interests to recognise the opportunities for local scrutiny and exercise the powers available.  

Ward level policing plans were only effective with local engagement.

Police Scotland was open to local scrutiny on its plans. This was an important mechanism for partnership.

HM Inspector of Constabulary had an important scrutiny role. Does its challenge need to be more robust now that there is only one force?

The criminal justice system

All the elements of the criminal justice system have their own roles and individual responsibilities but none can deliver justice on their own

The problems and the answers do not all lie with Police Scotland – there are many players

The Justice Board for Scotland has an important role and Police Scotland is represented on it.

There are huge structural barriers to working together in the criminal justice system. Better personal skills are needed. It was necessary to look for collective solutions rather than for individual agencies just deciding that this is what they want to do. 

There was a misunderstanding of the distinction between operational autonomy and independence. It was possible to make independent individual decisions while working together on policy

All the people involved in the criminal justice system are paid for by the public and have a duty to work together to decide how best to use these public resources

There was a need for performance management

Outcomes and performance measures

Key performance measures can produce unintended side effects. For instance, the requirement to make a charge following stop and search or domestic violence incidents could lead to net widening and a worsening of the problem society was trying to solve. Prosecution did not necessarily produce a good outcome or solve the problem. It could just lead to court delays and ineffective short sentences or fines

Stop and search was not about prosecutions but about safety. For instance, taking alcohol off juveniles contributed to their safety.

Harm reduction should be the focus of performance measurement

An emphasis on prosecution could widen the net and up-tariff

It was not possible to measure everything

More bespoke local indicators were needed to take account of local problems, views and priorities e.g. the importance of road safety in certain rural areas 

Evaluation was essential: the partnership between academics and the police needed to be used to best effect

Absence of crime and disorder was the only test of effectiveness

It was necessary to look for collective solutions

Enforcement

The enforcement role was what distinguished the police from other agencies but it was just one of the roles of the police.

In many social problems, enforcement will be a key element e.g. ensuring that the fire doors of licensed premises are not locked

In some cases, enforcement will be the only appropriate response by the police: it does not mean a move away from partnership

Enforcement will not deliver on its own

There could be a conflict between harm reduction and enforcement, for instance in the field of sex workers. Two women might share a flat for safety but it might make them liable to enforcement activity for brothel keeping

Leadership

The leader’s style heavily influences what an organisation does.

The conclusions of the Christie Commission needed to be studied with care. 

SCCCJ, May 2014 

Appendix: Presentations from Apex Scotland and Includem

Alan Staff, Chief Executive, Apex Scotland

It seems like a long time now since Sir Stephen House gave the Apex Annual lecture and spoke about his vision for the then shiny new Police Scotland.  In that lecture he stated that the new organisation would embrace partnerships provided those partnerships were productive and effective, and importantly for many of us in the Third sector, that he was not in favour of doing things which could more efficiently or effectively be done by others.  At the time many people attending were anxious to see just what this new defining of the police role would look like, especially as it came so close upon the vision offered by SPS which also seemed to herald a new dawn in terms of joint working and person centred service development.  There seems to be a serious wind of change blowing across Scotland right now accompanied by a sense of excitement and willingness to challenge old orders, and those of us in the third sector have watched this change with great interest because it coincides with some significant changes in our sector which, if handled strategically and with a fair wind could see an emerging social society in Scotland which genuinely takes a strategic view and organises itself along the lines of what is best for society rather than what will perpetuate organisational sacred cows.
The idea of partnerships with the police is a daunting one if we look back at our history.  The barriers of information sharing, ideology, professional and non-professional prejudices and suspicions, protective practices and so on have always made working in true partnership with any public sector body problematic, usually because the union was never equal.  In fact it is always difficult to define something as a partnership when in fact the public body brokers the money, manages the project and sets the work plan – how this then differs from a service delivery agreement with the so called partner actually assuming the status of a contractor, is beyond me.  But that does not mean it cannot be done with the will and the drive.  We are privileged to be a partner in some excellent alternative to prosecution work in conjunction with CSG which is producing some very promising results.  It works mainly because the relationship with police information services and local officers allows it to do so through sharing of information.  It works because someone has the vision and the guts to say we will not be held back from doing the right things by rules and barriers which should be there to safeguard people but frequently prevent the sort of change which might actually make things better.

So in the spirit of optimism and anticipation, because I see great opportunities at a time when the Scottish Government is consulting on Improving the Justice System and the Justice Leaders are busily agreeing about what needs to happen, especially around breaking intergenerational crime and doing more around prevention both of crime and what we would refer to as offending behaviour, I offer what I believe to be the most significant barriers to successful partnership working with Police Scotland

History – we have grown up believing we can’t, that there are too many differences between us.  That the Police are inherently distrustful of everyone and are the solely interested in inflicting punishment on both the deserving and the undeserving and the third sector are ministering angels or marginally on the side of the offenders but in any rate the good guys.  Its rubbish, we all know it but both sides are guilty of at times perpetuating the discourse when it suits them.  When we recognise that we are all part of the strategic picture and that we all are striving in our own ways for the same goals these differences can and must be consigned to history so we can get on with the job in hand.

Professional protectivism – Silo mentality is not the sole province of the public sector, the third sector is just as precious about its uniqueness and to some extent there remain the fears that unless we can be superior we will be taken over or ignored.  Jealously guarded information is as much about not being willing to expose ourselves to scrutiny as it is about any logical data security concern.  Perhaps in reality most of this behaviour which is endemic comes from a manic sense of competitiveness forced upon us by archaic funding models and misused procurement principles.  If we can begin to work with real partnerships, co-design, joint funding and shared accountability we can begin to make the best use of what is out there rather than having as pour first thought the preservation of existing structures.

Third sector victim mentality – we gather up the crumbs under the table of the public sector.  Its high time we grew up and there is no doubt that this is a recognisable feature of the new face of the sector.  It is deeply ingrained as is a sense of injustice and us against the system which can effect how we present ourselves.  Taking the plank out of our own eye will help make partnerships more likely I believe.

Standards – It is not reasonable to expect an organisation like the police which handles highly sensitive and secure information to simply trust the third sector to manage data sharing in a way which will not send the risk management soldiers running for the trenches.  Confidentiality, data sharing and trustworthiness are barriers and I think it is essential that a prospective third sector partner for the police has to have addressed these issues properly before expecting to begin a productive dialogue.

The choke point – the best strategies require the good intentions expressed by the leaders of all partners to be implemented by those assigned to carry out the activity.  In my experience in both public and not for profit sectors the key to establishing a successful partnership is not the well intentioned hand shakes of senior managers, but the middle and junior managers who can make or break the best plans.  Change of culture takes time and the barriers which can be cleared away at the strategic level by a persuasive logic model are less easily shifted when faced with custom and practice and perhaps less acceptance of change as generated by those with front line management responsibility.  A good partnership is ‘owned’ by this grade of staff.

Finally where is the money – We know Police Scotland have had to make significant savings and the third sector has suffered severe shrinkage due to reduced use of external providers by local authorities and fewer direct Government funded schemes.  Seeking significant sums of money from each other does not carry a high probability of success, but I do not believe that this should be an impassable first hurdle which then stifles all activity and innovation.  If we can develop ideas and models which are persuasive enough and which make a logic case, and we can do this together then I believe we have a Govt which is willing to listen and able to think outside the box if given enough ammunition.  The single biggest barrier to third sector and police partnerships is that we still work to a set of funding and delivery structures which are little changed from those of fifty and in some cases a hundred and more years ago.  The climate is right to do something about it and I truly believe we have those with both the vision and the nerve to do something which will see genuine change in how we see each other, relate to each other and work alongside each other.  We can do more with what we already have, and we can start doing it right now if we have the will and the courage to imagine something new, something better.

Shonagh Roy, Includem

In 2010 a partnership was struck up between Includem and Police Scotland to deliver a whole systems approach to tackle the problem of violent and alcohol related behaviours.

It was recognised that the revolving door of offending, charges, court and reoffending wasn’t having an impact on those young people at high risk with complex needs.  

 “a case study from Includem’s impact programme on the evidence –base that problem solving and whole systems approaches help to reduce reoffending”

To demonstrate that Includem’s partnership with Police Scotland, namely One Glasgow’s Reducing Reoffending Team, meant that the streamlined referral process, planning, assessment and decision making processes did ensure that Dean got the right help at the right time.

Referral Route - Targeted to highest risk and persistent initial engagement strategy 

· Dean (18 years old) was identified by police Scotland via their Offending Recency/ Frequency/ Gravity system aimed to highlight persistent offenders of serious crimes.

· Dean’s charges included assault and possession of an offensive weapon, they were numerous.

· Includem and community police met to discuss concerns about Dean.

· At 18, and with persistent violent and alcohol related offences it was recognised that Dean risked remaining a prolific offender unless intensive supports were offered and accepted.

· Dean had been referred to several projects in the past but failed to engage with them.

· When Dean, 18, began working with Includem, he was a chaotic, vulnerable young man with numerous charges. Involved in gang violence, Dean was causing harm to his community and creating victims. His offending behaviour was underpinned by alcohol misuse, and he was easily led and negatively influenced by his peers. Homeless and with no structure or routine to his life, Dean was not co-operating with his probation appointments or unpaid work and frequently had his benefits sanctioned. 

· Includem and Police Scotland attended the family home. The joint sign ups are about transparency, to ensure the young people are fully aware of the partnership. We explain that we hold regular meetings held with Includem and Police Scotland, and our information sharing protocols. The Robust and intensive enforcement of the Police is matched with robust and intensive support from Includem. It’s not an easy sell. Especially as the programme isn’t an easy soft touch approach either -   In fact Dean later said when talking about the work from “a Better life” - that time in prison might have been easier than working with us but he was glad he did it.

· Dean’s relationship with the Police meant he was reluctant to engage with the programme but with repeated unplanned contacts by Includem staff we achieved this.

· He was given a marker on The Police National Computer. This meant that should he be charged and held in custody, Includem’s 24 hour helpline would be notified and workers could respond at the earliest opportunity to support him to reflect on the consequences.

Young people have benefited from a worker’s support at this teachable moment.

· Dean’s past experiences with the police had always been negative so the idea of the police trying to offer support was met with a lot of suspicion. He had charges for Breach of the peace and police assault which accompanied almost all other charges as he responded so negatively to their presence. (see ABL relationship map – exploring the relationships in his life, their influence and potential for positive change.  Dean has marked “polis – hated” with a big arrow suggesting he wants them out of his life)

· The partnership with Includem and the workers were naturally also met with suspicion. The relationship built between Includem and dean took time but was fundamental for him to achieve a positive outcome in the long run.  This involved challenging this idea of the “hated” police and providing him with techniques and alternative strategies to manage these interactions. There would never be love there but there stopped being hate which paid off as the only charge Dean picked up when working with us was not accompanied by further police related charges. The incident didn’t escalate, and Dean was able to manage his emotions, remain calm and manage his behaviour with the police.

· When Dean missed planned contacts unplanned contacts were put in place. The reducing reoffending team supported us to manage potential risks to workers around his peers in order that we could put supports in at target times like Friday and Saturday night.

· Our planned engagement with Dean enabled the use of Includem’s structured cognitive toolkit “A Better Life”, tailored to Dean’s learning style and supporting him to identify the areas he felt would best support him to reach his full potential and become a successful contributor to his community and wider society. Dean focused on specific modules to address Offending and Risk taking Behaviour, and Drugs and Alcohol. 

· Open discussions on offending and risk-taking helped Dean to identify triggers for offending behaviour, and we worked with him to manage those risks.  

The sessions were treated as confidential within agreed parameters with the Dean and Police Scotland. Our meetings with the reducing reoffending team focused upon the progress made or difficulties faced not the content of the work delivered. There is a trust within the partnership that is understood by all parties involved that there is no collusion but a robust model of challenging and problem solving founded upon GIRFEC, duty of care and change theory. 

· Where workers became aware of potential risk to Dean, his peers or other members of the community this information was immediately shared with One Glasgow and/or the Gangs Task Force so that resources could be appropriately deployed or risks reduced.  

As with all young people, where possible this information sharing was transparent with Dean and where it would place him at risk the information was treated confidentially but the outcome was the same, risks  were better managed and the potential for harm reduced.

· We supported Dean through the court processes, supplying reports and liaising with his lawyer. We also linked Dean in to the homeless case work team, the benefits agencies, back into his probation and unpaid work, and also supported him with the exam for his CSCS card, which enabled him to come off of his benefits and into full-time work in construction. 

So what’s the Community Impact of this whole system approach?

Custody per person per year costs approximately £40,000; the potential financial savings made by investing in this impact partnership programme are hard to calculate. But in terms of Dean, he values the life he has now, no recent charges, no longer creating victims within the community, fully employed, settled at home with his family and not always looking over his shoulder for retaliation for the last offence or for the police.

ADMINISTRATOR: helen rolph, 2/1, 10 CAIRD DRIVE, GLASGOW G11 5DS, TEL: 0141 5343123; 07811 384 083

EMAIL scccj.info@ntlworld.com, WEBSITE WWW.SCCCJ.ORG.UK CHARITY NO. SC029421
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