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Introduction

1. Devon and Cornwall Police cover the largest geographic police area in England. It extends from the Dorset and Somerset borders in the east to the Isles of Scilly in the west and includes the cities of Exeter, Plymouth and Truro, popular seaside resorts of Newquay and Torquay and a large rural population. Devon and Cornwall Police provide policing services for a population of 1.67 million residents and more than eight million residents in the summer months. We serve an area covering 180 miles from east to west and 75 miles from north to south. As of March 2012 Devon and Cornwall Police had 3,204 police officers, 359 police community support officers, 624 special constables and 1696 police staff who work together to help reduce crime and meet the needs of local communities. 

2. Census data indicates that the area has an ageing population with a significantly lower proportion of black and minority ethnic residents than the UK average (1.8% in Cornwall rising to 3.8% in Plymouth compared with 14% in England and Wales as a whole). Research into rural racism has highlighted how isolation and scarcity can result in the needs of marginalised and hard to hear communities not being identified or met. Rural isolation and a poorly developed voluntary and community sector infrastructure can compound experiences of harassment and discrimination. In addition service providers frequently lack the knowledge and experience of working with and meeting the needs of different protected groups. In this context the public sector equality duty plays a vital role in requiring public authorities to consider the impact of their functions and services for different protected groups.

3. Equality and Human Rights are central to the delivery of effective policing. For policing to be effective, the public must trust the police service and have confidence in the professionalism of the men and women who police their communities. This will not be achieved if the Service is not seen to reflect the diverse communities it services. 

4. Over the past twenty years a series of reports  (Scarman, Stephen Lawrence Inquiry,  Morris Inquiry) have highlighted failings in the way that the Police Service has dealt with different communities and its failure to attract and retain a workforce that reflects the communities it serves. Analysis of police performance data clearly indicates the disproportionate impact that crime and the delivery of policing service has on different protected groups. Equality analysis is an important tool in enabling public authorities to understand how their services affect different groups and the differential outcomes for different communities. 


How well understood is the Equality Duty and Guidance

5. The current Equality Duty came into force in April 2011 and the Specific Duties were not implemented until September 2011. Understanding of the Equality Duty has not been helped by the various changes to the proposed specific duties and the rounds of consultation linked to those changes. This resulted in understandable confusion about what was required and undermined the work being undertaken in organisations to prepare for the introduction of the duties. This has been compounded by delays in the publication of guidance which made it harder for Forces to develop a consistent approach to the publication of equality information. This undermines the ability of service users to compare performance across the Police Service.

6. The work that we have undertaken in Devon and Cornwall Police to integrate Equality & Diversity into everyday policing provides some useful evidence of the extent to which individual officers and staff understand the concept and implications of the duty and are able to apply it in their day to day work. Prior to the introduction of the Equality Duty, briefing was provided to leaders about the new legislation and the implications of the Public Sector Duty. The Force was, and is, undertaking a programme of major change and it was recognised within the programme that there was a need to understand the impact of the proposed changes for different protected group. In anticipation of the introduction of the new Public Sector Equality Duty the organisation used equality impact assessment as a means of ensuring that the various projects within the programme considered the impact of the proposed changes for equality and for different protected groups. Initially the focus of our approach and the way it was implemented by project leads was process driven and bureaucratic reflecting the dominant culture and previous experience of policy impact assessment. In particular there was a failure to link equality analysis to decision making and to recognise the potential that it offers to ensure that we designed services that meet the needs of different communities. 

7. The evidence from the experience of this work and from the work that we are undertaking to integrate equality and diversity within other areas of our business demonstrates that developing an understanding of the concept of ‘due regard’ and how to apply it in an everyday situation takes time and is a form of cultural change. It is not our experience that ‘smart people’ and leaders know how to consider equality or how to interpret equality data when they are making decisions. However, where decision making is supported by equality analysis which highlights the impact of the decisions for equality and for different groups, leaders are able to consider how to address these issues when making decisions. If this information is not available, evidence from our strategic meetings indicates that discussion about the impact for protected groups is limited and informed by perceptions rather than facts. 

8. Evidence from promotion processes indicates that many of our leaders are unable to demonstrate their understanding and application of equality legislation and principles despite their knowledge of what the law requires. This gap between knowledge and application, process and outcomes has been highlighted as an area of weakness within the Police Service in a number of previous reviews and investigations. 

9. Within Devon and Cornwall Police the evidence demonstrates that integrating equality impact assessment into our change processes is having a positive impact on the ability of leaders and staff to pay ‘due regard ‘ and to use our performance data and other information to understand how our services affect different communities.


What are the costs and benefits of the Equality Duty

10. It is difficult to identify the costs and benefits of the Equality Duty as very often the benefits of implementation are an absence of costs or negative impact. If the Duty is operating successfully then very often the benefits are not visible. The costs of the equality duty are similarly hard to identify. Within Devon & Cornwall Police we have a small corporate equality and diversity team as well as operational officers that work with protected groups in the community. These resources pre-date the introduction of the equality duty and investment in this area of business has been reduced significantly in response to the impact of the Corporate Spending Review. As a result the ‘identifiable’ costs of meeting the duty are lower than previous costs. The Equality Duty provides the framework within which the corporate team operate and ensures that activity is focussed on ensuring that we identify, consider and address the needs of different communities in an evidenced based and informed manner. This ensures effective risk management and reduces potential legal liability. 

11. The equality duty has also acted as a driver to develop our approach to consultation. As part of our work to understand the impact of proposed changes to services we have undertaken targeted consultation with protected groups. This has included first use of ‘mystery shoppers’ developed in partnership with learning disabled groups which provided us with qualitative data on how our front offices and call centre responded to the needs of vulnerable service users. This information is being used to help us understand how to implement proposed changes in a way that does not negatively impact on vulnerable service users. 

12.  In Devon and Cornwall Police the introduction of the Specific Duty to publish equality information led to us reviewing the range of information that we produce and identifying the extent to which we can appropriately disaggregate that data for different equality groups. As a consequence of this we are now better able to understand how crime affects different communities and to improve how we address this. These data sets are now being integrated into our performance monitoring and management. A clear benefit of this requirement has been to ensure that we start to use the data that we collect to understand how our service and performance affects different communities and to look beyond the headline data. This will allow us to develop more targeted interventions and provides different perspective on patterns and trends.

13. One example of the benefits of the duty predates the current duty. This relates to the work that has been done by our Building and Estates Team to incorporate equality impact assessment within their project planning templates. This ensured that buildings and estates strategy considered the needs of protected groups in the work force and in communities at the planning and design stage. For example analysis of the changing demography of our workforce and the increasing numbers of female officers meant that the designs for a new police station took this into account and ensured that the design provided an inbuilt flexibility with regard to changing rooms/ showers which would accommodate the changes in the workforce. This has a direct impact on future costs. This would not have happened without the driver of the previous equality duties. The Disability Equality Duty requirement to ‘consult and involve’ ensure that we proactively engaged with disabled service users who provided advice at different stages of the project ensuring that the needs of disabled users were fully considered in the design of the building.  

14.  Another example would be the use of equality impact assessment within the change programme. This has enabled us to identify the potential risks of proposed changes including operational risks arising from process changes, issues relating to flexible working and the potential impact on operational resilience. We carry out a regular cumulative assessment of the impact of staff and police officer changes on the makeup of our workforce. This enables us to focus positive action activity and has been used to support defence of legal challenges. There is clear evidence from our use of equality impact assessment within the change programme that it reduces costs and waste by ensuring that service design and implementation takes account of the needs of different groups.

15. Delivering improvements in equality outcomes in policing requires long term and sustained investment since the barriers to performance are often embedded in processes, attitudes and behaviours and are not amenable to simple solutions or quick fixes. In some areas - such as victim satisfaction - there is good information on the actions that need to be taken to address this and a drop in satisfaction is often an indicator that these requirements are not being met. In other areas – confidence, under-reporting, identifying risk and harm - the issues and solutions are more complex and difficult to address. The requirement to be able to demonstrate due regard has led to the development of a clear process that can be used in a proportionate manner to inform decision making. There are clear indications that this is beginning to result in equality issues being considered and discussed routinely as a part of the decision making process. However, it is also clear that, where there is no structured equality analysis the issues are often overlooked. This demonstrates that the new equality duty is beginning to deliver the intended outcomes by ensuring that consideration of equality forms part of the day-to-day decision making and operational delivery of public bodies. This helps to ensure a fairer society. 


How are organisations managing legal risk and compliance with the Equality Duty?

16. The aim of the Equality Duty is to ensure that there is a proportionate consideration of the needs of and impact for different groups before a decision is made. Effective implementation of the equality duty will not only reduce legal risk but will also improve effectiveness and efficiency of services by ensuring that services are accessible and targeted appropriately. It reduces the risk of perverse or unforeseen consequences of public policy decisions and reduces the requirement for service recovery.

17.  The management of compliance needs to balance the need to ensure that the organisational processes support the delivery of the Duty with the importance of ensuring compliance leads to better decisions and improved outcomes for protected groups. Failure to do this can result in a tick box approach to compliance which fails to deliver meaningful improvements for protected groups. Guidance should be framed in a way that supports an outcome focussed approached to delivering the Duty and needs to provide clear examples of the how the Duty is being used to support and improve service delivery and outcomes. In Devon and Cornwall Police the Specific Duty requirements has acted as a key driver to develop our ability to disaggregate performance data appropriately. Compliance only ensures that this data is published however the real benefit is in using that information to enable us to understand and address differential service outcomes for different groups. This is beginning to happen.

18. We are also working with service users and community organisations though our independent advisory groups to provide them with the information that they need to be able to assess how we are meeting our responsibilities under the Equality Duty. This has included providing presentations that focus on how we consider and meet the equality duty in delivering our services. This element of public scrutiny is critical in ensuring that the duty functions effectively and delivers the intended outcomes. A thriving third sector has an important role in holding public authorities to account for their delivery of equality outcomes.

What changes, if any, would ensure better equality outcomes?

19. Research demonsstrates that leadership is the key factor in delivering improvments inequality. Visible leadership which rpomotes the importance of equalitu of opporuity an the benefitsy of diversity is critical. To be effective leaderhsip needs tobe more than a stated commitment and needs to demonstrate that commitment through actions and behavoiours. Positive and visible leadership which focuses on the goals and outcomes required to promote equality creates a climate of possibility and provides a clear momentum for change.

20. There is a need for clear guidance and good practice examples to support organisations to develop their practice and improve performance in this area. Sector specific guidance may be required in some areas. This guidance also needs to support organisations to prioritise and focus on delivering the improvements that will have the greatest impact. This is particularly important in the current climate of austerity.

21. Devon and Cornwall Police has recognised that effectively delivery of equality outcomes requires equality to be integrated into mainstream business. Achieving this is complex and requires clarity, focus and the support and direction of officers and staff with a detailed understanding or equality. Our experience of this journey demonstrates that that in order to achieve this we have to build the capacity of individual staff and teams to enable them to consider equality issues in an integrated way. It also requires and analysis of how our processes support staff to do this. Simply deciding that equality is everyone’s responsibility will not achieve this.

22. We have also found that active engagement with a broader range of service users and local community members enables us to better understand the needs of different groups. This results in a better quality of decisions and service deliver.

23. The role of inspection bodies in reviewing compliance with the Equality Duty and checking how it is used to support the delivery of equality outcomes should be strengthened. Assessment of how an organisation is meeting the needs of different communities and the service outcomes for different protected groups should be routinely assessed as part of the assessment process. 

24. Within the Police Service as whole forces in England, Wales, and Scotland are subject to different specific duties. A review of the impact of the different approaches would provide useful information about the effectiveness of the different models. 
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