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“We want to bring about a power shift, taking power away from Whitehall and putting it into the hands of people and communities”
Ministry of Justice Business Plan 2011-15
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1. Introduction
Purpose of the report
 In 2008, West Yorkshire Criminal Justice Board replaced its Racial Minorities Community Consultation Panel with a Diversity Panel to provide the Board with independent advice across all legislative diversity strands. In this report, we assess the Diversity Panel’s effectiveness, highlight learning points from our experience as Panel members and recommend how criminal justices agencies in West Yorkshire might continue to benefit from independent advice on diversity in the current economic and policy context. 
Methodology
 The Chair of the Diversity Panel commissioned two Panel members to collect views of Panel members and prepare a report for the Board. We used a variety of methods to maximise input from Panel members, including a written questionnaire, two focus groups, telephone interviews and a discussion of findings at the final Panel meeting on 22 February 2011. Of the ten Panel members who remained actively involved at the end of 2010, nine have contributed to the review, including the Chair. We also had input from Jenny Turner, who has provided executive support to the Panel over the past 12 months on behalf of the Criminal Justice Board. 

Approach
Our conclusions and recommendations are shared by the Panel as a whole. There were diverging views on some of the detail, which we have reflected in the body of the report. We have sought to be constructive, aware that all the agencies represented on the Criminal Justice Board are facing significant financial constraints and associated organisational change.  
2. Background
Why the Panel was set up: Purpose and role
Our review has identified mixed messages about the primary purpose of the Diversity Panel. Was our role to increase public confidence, address race disproportionality, promote equality and diversity more broadly, provide independent diversity advice to improve working practices, ensure minority and disadvantaged groups receive fair and equal treatment, engage communities through an ambassadorial role or all of the above? 

Clearly all these issues are linked, but the Board’s strategic delivery plan described the Panel’s role differently to the way it was presented in the newspaper advert to recruit panel members. A third of the Diversity Panel members came from the Race panel, which had a  more focussed role. The Diversity Panel’s Terms of Reference describe a wide-ranging purpose and state that the Panel will add value by acting as a critical friend, advising on cross-cutting issues, contributing to equality impact assessments, engaging with diverse communities and building links with staff support networks. With hindsight, we feel that the role of the Diversity Panel has been to act as a critical friend to the Board in relation to all diversity strands, particularly on issues affecting more than one agency within the criminal justice system. 

Summary of skills and experience

The Board managed to recruit a group of people with a genuine interest in improving the criminal justice system who brought a wealth of relevant knowledge, expertise and experience of tackling diversity issues within the criminal justice field and in other sectors. Advertising in the Metro proved a particularly effective route for attracting interest from new people.  The list below is a summary of skills and experience within the Panel: 
· Director level experience in the public sector  
· Operational and strategic experience in local government 
· Work within statutory equality commissions 
· Non executive director on NHS mental health and learning disability trust

· Equality officer within higher education

· Direct experience of working within the criminal justice system 
· Deputy Head teacher with lifetime  career in education 

· Experience of scrutiny panels
· Expertise of working with diverse communities in all 5 districts of West Yorkshire
· Experience in multi agency/partnership working 
· Active involvement in range of local community groups and networks

A list of Panel members with a summary of their relevant experience has been included as an appendix to this report. 
Motivation and commitment

“I strongly felt I could make a personal contribution to bring about change”. 
All panel members were motivated by a strong personal commitment and passion for tackling injustice. Those recruited to the new panel were asked on  their application form to suggest two diversity issues  on the way the criminal justice system operates. The recruitment process and the induction day encouraged us to think big, which is reflected in the list of aspirations Panel members had at the outset:
· To improve services and outcomes for diverse communities 

· To address inequalities through constructive challenge
· Advise on policy development, implementation and practice, including the local implications of national policy initiatives. 
· Improve employment practices/workforce representation
· Give feedback to agencies about how they are experienced by different communities and make suggestions for improvements. 
· Extend work of scrutiny panels to address gaps in the system

· To encourage joined up/shared work between CJS agencies and with other services such as education, health, local government and third sector
·  Community engagement 
One panel member summed it up in a description which reflects the views of all of us. We wanted to be part of:   

“... a representative, diverse and independent panel which could play a constructive role in helping to embed equality within a critical public service.” 
In practice, we were not given the opportunity to achieve our potential, as we describe in the next section of this report. 
3. Learning from our experience
Achievements

The panel acted as critical friend to the Board on specific issues identified below: 

· Input to assessment criteria for police inspectors –this meeting was a turning point because Panel members were able to share their expertise and had a really useful discussion. “I felt we were being listened to” “We could actually change the culture and those involved got a lot out of it, for the first time I felt we added value.” 
· Advice on equality impact assessment for probation service

· Individuals made links with diversity officers in probation and police which were followed up to raise specific issues
· Report on Victim’s Journey (covered in more detail below)
· Links made between the CJS and other agencies via Panel member contacts, eg with Local Authority social care and housing and with one of the NHS mental health trusts in West Yorkshire. 

The following elements from the Terms of Reference were not achieved:
· Overall contribution to equality impact assessments

· Helping the CJB to engage with diverse communities

· Building links with staff support networks

· Building public confidence – The Panel did not engage with the public and had nothing tangible to report on informally via personal networks.  Members felt this was a missed opportunity

· No time spent on workforce issues/representation

· Minimum data set – this was a priority for the Panel, but was not pursued due to concerns about confidentiality of the information. This caused frustration on both sides – staff were frustrated with Panel members who refused to sign the agreement and Panel members were frustrated at not being given opportunity to see the data and advise on how to address issues identified. Expectations were raised but not followed through. 

Victim’s Journey

The idea of reviewing the experience of victims from diverse backgrounds came from the Panel originally, prompted by the idealised version presented as part of the induction. There is no doubt that this project gave focus to Panel’s work in last 6 months and that it drew on our expertise. It was a good example to illustrate joint responsibilities across the CJS, taking a holistic approach to diversity rather than focusing on a single strand. Some panel members felt that it worked better to follow a CJS process rather than follow a theme, such as race. The Executive officer felt that the Board was more supportive of the Panel since this project was set up, because it linked to one of their own priorities. 

However, it remains to be seen whether this project will lead to improvements on the ground. There was concern that people attending the meeting from different agencies were defending their practice, rather than thinking creatively about how things could be improved. One panel member was left with the impression that agencies had not attempted to understand the victim’s experience from a diversity perspective, because they were giving text book responses. “It felt like a waste of time.” 

Organisation of the Panel and its meetings

New Panel members were very positive about the professional way in which they were recruited and the senior level commitment shown at the launch. The Panel itself then took a long time to gel. There was confusion about who was in charge. Meetings felt disjointed because the agendas bore no relation to discussion at previous meetings. The Panel decided to set up sub groups on race, gender etc but these did not materialise because diversity officers were unable to provide support. 

It was up to 12 months before it had a clear sense of direction or purpose. Attendance declined and some members dropped out altogether. 
Relationship with board

There was very little contact with leadership/senior managers from the different agencies after the launch. The original Board representative was involved in recruitment process and attended meetings, but her replacement only attended one Panel meeting. The Panel chair was not invited to attend Board meetings on a regular basis so there was no mechanism for two way communication. The Board did not request the Panel’s advice on any specific aspect of work nor did it give the Panel the power to set its own agenda. It felt as though at lot of promises were made at the outset, but none of these came to anything so Panel members felt very let down. ““They should have made themselves more visible to us.
Public confidence comes from these people, not from the diversity officers.”
The officer involved commented that had been difficult to get the Panel and its work high on the list of Board’s priorities – despite the fact that one of the Board’s 8 strategic priorities was to address disproportionality in the Criminal Justice System (at least up until the change of Government in May 2010). 
“There was insufficient link between the work of the Panel and CJB priorities – which made the Panel seem irrelevant to core business.”
 Relationship with Diversity officers

Some were supportive, others felt it duplicated existing structures and did not have the capacity or the commitment to engage with the Panel. Panel members felt diversity officers were defensive about practice in their own agency. There was a lack of clarity about the Panel’s role in relation to their own work. They were not involved in setting up the Panel and there was no sense of ownership or buy-in. 
Relationship with operational staff from different agencies

Again there were mixed experiences. Staff requesting advice on promotion criteria for Police inspectors were very receptive, but on another occasion, a police officer came to the Panel meeting for advice on community engagement but did not appear to take any of the suggestions on board. 
Relationship with staff who worked with the Panel 

 Individual support from officers was always pleasant and generally helpful – one panel member described it as outstanding. Overall support was inconsistent though because of changes in personnel – 4 different people over 2 years. The role of the executive officer felt isolated – working hard to gain board support on the one hand and even harder to get support from Panel members for reasons already outlined. Staff expressed frustration at low turn outs and perceived unwillingness to engage/ lack of interest in issues discussed at the meetings. Panel members felt patronised and disempowered because staff attending Panel meetings did not feed things back up to the Board. Administrative arrangements at meeting venues caused difficulties, although these were put right after intervention by the Communications manager. Over bureaucratic processes such as long and detailed action lists which we  went  through at the start of meetings got in the way of focusing on strategic priorities. 
Role of the Chair

The Chair initially sought to work through issues with former members of the Racial Minorities Community Consultative Panel. He attempted to secure a consensus around key areas of work and develop a timeframe for implementation. Some members were not as supportive of the Chair as they might have been, which was difficult to manage in a way which valued everyone’s contribution. Some would have preferred more business like meetings and would have liked the Chair to be more assertive, to keep discussion focussed and more productive. The Chair’s effectiveness was limited by the lack of engagement by the Board. One person commented that it must have been a lonely experience for the Chair. 
Relationships between panel members

In general people felt it was an inclusive atmosphere, with mutual respect, where everyone’s opinions were listened to and valued. One person felt that if the Board had recruited people who already had a connection with the CJS, progress would have been quicker as everyone would have had a similar level of knowledge. Others felt there was a value in bringing a fresh, external perspective. 

But in early days of the Panel,. some members felt there was a hidden agenda which caused tensions within the meetings and made the Chair’s role particularly difficult. “I was confused by that. A lot of things going on behind the scenes.”
Personal outcomes

“I gained from the opportunity to network with like-minded individuals who are willing to give up time to improve public services.”

Panel members made new personal and professional contacts, improved their knowledge and understanding of the criminal justice system and of individual agencies. We also learned from each other – broadening our knowledge and understanding of social inclusion and cohesion issues. 
Other models

Local Criminal Justice Boards in other parts of the country had different types of panel. Humberside Diversity Panel consists of 16 people who are paid £14 per hour on a draw down contract to provide consultancy as required. Each of the 6 criminal justice agencies in the region have committed to using 100 hours of panel members’ expertise and the Panel is co-ordinated by the diversity manager from the probation service. A presentation from Humberside inspired members of the former race panel in West Yorkshire, but the West Yorkshire Diversity Panel was not resourced in the same way. Durham have different groups for race, disability and young people and Wiltshire set up a group similar to that in West Yorkshire, covering different diversity strands. 
Conclusions
“I had very high hopes for this group. It was a real opportunity and it has been a missed opportunity.”
The Diversity Panel was a missed opportunity. Having recruited a highly skilled set of people with the commitment and ability to make a constructive contribution to improving diversity within West Yorkshire’s criminal justice system, the Board did not make use of the resource which was available to them. There is a strong sense of let down and disappointment because we were unable to make any significant impact. 
“If there had been clarity of purpose and a demonstrable commitment from the Board a lot more could have been achieved. The Panel was disenfranchised, ill thought out and perhaps a tick box exercise!”
Reasons for the lack of impact include:
· Confusion about purpose and role 
· Unrealistic objectives

· Mix of operational and strategic functions
· Mismatch with the strategic priorities of the Board
· Unfocussed/disjointed meetings 
· Disconnected from the Board 

· Lack of leadership 
· Lack of Executive resource to support the Panel’s work
On the positive side, the calibre of individuals recruited shows that members of the public are willing to give up their time on a voluntary basis to help improve services. Panel members were able to learn from each other and make new contacts with others involved in diversity work in local communities, but this was not the reason they joined or the reason that the Panel was established. Another mechanism may be needed to hold agencies to account. 
4. Looking to the future
Policy and economic context

The imperative to share good practice and improve outcomes is stronger than ever in the current political and economic climate. On grounds of cost saving, improved partnership working and better outcomes for local communities, there has never been a stronger argument for the Criminal Justice Board to use an independent “critical friend” on diversity issues. 
· Efficiency and effectiveness: One panel is more cost effective than 4 or 5. Criminal justice agencies, like all public services, are being challenged to improve efficiency and effectiveness in the face of significant budget reductions. A shared diversity/community engagement or scrutiny panel across the whole system would not only reduce cost. The shared learning, reduced duplication and better co-ordination would improve effectiveness. 
· Community relations: Independent advice and community expertise helps agencies to be relevant to the communities they are set up to serve. The ability of criminal justice agencies to tackle issues such as domestic abuse/sexual violence and the threat of violent extremism rely on building trust with different communities. 
 “It is critical that the CJB develop and support a body of community expertise, like that of our panel, to ensure its work is focused and relevant to the needs of the society it is there to serve”. 

· Victims and witnesses: The Diversity panel’s report on the Victim’s Journey illustrates how independent advice and challenge could improve the experiences of vulnerable witnesses and victims 
· Reducing re-offending: criminal justice agencies rely on effective partnerships with other agencies to help offenders address drug and alcohol abuse, mental illness and unemployment. Our panel included experienced professionals from  sectors working in these areas who could provide informed advice and contacts
· New developments such as restorative justice and neighbourhood justice panel will need sensitive handling with different communities – again an area where independent advice could be extremely helpful
· Localism agenda: An independent panel could be a vehicle to implement proposals in the Localism bill, giving new powers to individuals and community organisations to scrutinise and challenge public authorities, as expressed in the quote from the MOJ’s business plan on the front page of this report: 
“We want to bring about a power shift, taking power away from Whitehall and putting it into the hands of people and communities”

Risks

At our last meeting, the Diversity Panel identified risks which the Board/criminal justice agencies face if treatment of and outcomes for people from different backgrounds are not shown to be fair and equitable:

· Legal challenge under equality and human rights legislation
· Public challenge using Freedom of Information legislation (which may be extended) and new powers in Localism bill to hold public bodies to account
· Erosion of public confidence in the system, exacerbated by funding cuts
· Recruitment and retention of talented staff from minority backgrounds will be more challenging 

· Growing competition from independent providers (private and third sector)
There may well be other risks we have not identified. The point we would want to emphasise to the Board is that it they do not continue to support some form of independent input from communities, agencies make themselves more vulnerable. 
Recommendation

Our recommendation is that the Board should consider replacing the various community engagement and scrutiny panels currently run by individual agencies such as the Police and the Crown Prosecution Service with one cross-cutting diversity/engagement panel across the whole criminal justice system. 
We are not arguing that our Diversity Panel should be maintained at the expense of others. If the Board agrees that a single independent panel would add value, the first step would be to determine its purpose, role and intended outcomes. The purpose would dictate the specification and criteria for membership of such a Panel. Based on our experience, it will only work if there is a dedicated resource and commitment from all agencies involved, with roles, responsibilities and accountability clear at the outset. If the Board decides to set up a new Panel at any point in the future, we have included a list of good practice tips as an appendix to this report, based on the learning from our experience. 

 Final remarks

Despite words of thanks from the Board’s representative at our final meeting, the Diversity Panel was treated as an irrelevance by the Board. Its contribution was hampered by lack of focus, leadership and resource allocation. If the Board had followed through from a clearer vision of what was possible, it would have been able to harness the assembled talent and be celebrating the results of a more transparent scrutiny process. The Victims’Journey recommends closer integration between agencies. This could be a model for future scrutiny panels, but would depend for its success on greater trust being invested in panel capabilities by the successor to the Board.
Helen Wollaston and David Odunukwe, on behalf of the Diversity Panel

March 2011
Appendix 1: Diversity Panel members (at December 2010)

	Name 
	Background

	Ebrahim Dockrat MBE

Chair 

	Skills Development Director for the Learning and Skills Council, leads on Economic Development activity for the region.

Extensive experience of strategic working with Local and Regional Government Agencies. 

Member of a number of national and regional groups in the Third Sector.

Founder member and  Chair of  the CPS Hate Crime Scrutiny Panels for Y&H Region

	Tahira Iqbal


	Principal Community Cohesion Officer, Calderdale Council 

Member of Calderdale Police Division Race Scrutiny Panel 

Member of Crown Prosecution Service Hate Crime Scrutiny Panel 

Local Government Improvement and Development accredited Peer Officer Local Authority representative on the Association of Chief Police Officers CHANNEL Project Steering Group 

Member of Kirklees Community Reference Group (PREVENT and community cohesion) 

Board Advisor to Halifax Central Initiative (neighbourhood management initiative)

	Sabera Ali


	Solicitor working in family law/child protection
Attends Regeneration meetings for the Bradford area

	Sayyeda Khan 


	Civil Servant – HM Revenue and Customs (HMRC)

HR Professional – Employment Law - Conduct and Discipline 

Magistrate for Adult and Youth West Yorkshire Bench and Magistrates in the Community 

Positive Action Trainer for former Customs and Excise

Currently teaching Business Law

Member of steering group for Black, Asian Minority Ethnic  Womens’ Network within HMRC

School Governor in Beeston

Former counsellor for Relate and Zero Tolerence

Developed Equality and Diversity policy for HMRC during the merger

Mentor for National Mentoring Consortium and Mosaic

	Tim McSharry


	Head of Disability and Diversity, Access Community for Leeds 
Voluntary work in disability advocacy, access and rights

Chair of `Change People` Disability National/International Civil and Human Rights Organisation

 Worked for Disability Rights Commission – Information and Partnerships

Disability Member of the CPS Community Involvement Panel 

Independent Chair, Housing Adaptations Appeals Panel, West North West Homes Leeds

South Leeds and City Centre Police Independent Advisory Group Member

Independent Disability Council Leeds, Co-founder and member

	Helen Wollaston 


	Founder/Director of Communications Consultancy  “Equal to the Occasion”, working on equality projects in public and third sectors

Chair of Platform 51 – national charity working with women and girls

Non Executive Director, South West Yorkshire Partnership NHS Foundation Trust and Chair of Mental Health Act Committee

Steering group member, Kirklees LGBT Community Network

Former Director of Campaigns, Equal Opportunities Commission

	David Odunukwe


	BME Network co-ordinator, Leeds Voice

Former Chief Executive ABCD Ltd (Action for Black Community 

Development)

Board Member, Freedom Studios (Bradford Theatre Company)

Currently studying for a MSc in Diversity Management, University of Bradford.

Former Racial Minorities Community Consultation Panel member

	John Boumphrey


	Barrister, Zenith Chambers Leeds

Qualified in Philosophy, Literature and Law

Previously worked in public relations and education policy

 Member of Anti –Apartheid

 Member of Liberty

Member of the Young Barristers Committee of the Bar Council

	Carol Raye Armitage


	Deputy Head Teacher, Allerton High School Leeds

Award for Outstanding Teacher North of England 2006

Award for Most Supportive teacher for BME students 2007

Volunteer at St Gemma’s Hospice

Netball coach and umpire

	Maria Pervaiz


	Equality and Diversity Manager, University of Leeds

Manages key projects for the University’s equality agenda

Former Race relations officer Lancashire Constabulary

Former Diversity Development officer West Yorkshire Police

Member of Next Generation, Wakefield  





Appendix 2:

Making effective use of an Advisory Panel
· Be clear about purpose, objectives, outcomes

· Demonstrate visible commitment  and engagement by leaders

· Appoint liaison staff  who are in a position to influence change within agencies

· Ensure that Chair of panel has a voice at Board level

· Ask for input on specific pieces of work and

· be open to suggestions, challenge and willing to change

· Requires ongoing two-way communication eg joint meetings, awaydays/reviews

· Give appropriate resources for community engagement, if this is part of the role
· Publish priorities to encourage input from communities

· Demonstrate respect for the talents and contribution of  lay people/community representatives – we are professionals too
West Yorkshire Criminal Justice Board Diversity Panel Review, March 2011
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