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Solace is:

 a council and police partnership to tackle anti-
social behaviour through partner agency 
working;

 it supports people to take responsibility for their 
actions, and challenges those who don't;

 to improve outcomes for victims, offenders, 
communities and agencies.

This proposal has been developed with Gloucestershire Constabulary 
(Inspector Tim Wood) and 

Gloucester City Council/Solace (Emily Jones)

With thanks to Claire Cook (CBC) for graphics

solace

noun
1. comfort in misery, disappointment, etc
2. something that gives comfort or consolation

verb (transitive)
3. to give comfort or cheer to (a person) in time of sorrow, distress, etc
4. to alleviate (sorrow, misery, etc)

Collins English Dictionary. Copyright © HarperCollins Publisher

https://www.collinsdictionary.com/dictionary/english/comfort
https://www.collinsdictionary.com/dictionary/english/misery
https://www.collinsdictionary.com/dictionary/english/disappointment
https://www.collinsdictionary.com/dictionary/english/consolation
https://www.collinsdictionary.com/dictionary/english/cheer
https://www.collinsdictionary.com/dictionary/english/sorrow
https://www.collinsdictionary.com/dictionary/english/distress
https://www.collinsdictionary.com/dictionary/english/alleviate
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1 Background

1.1 Anti-Social Behaviour

Antisocial behaviour (ASB) can have a significant negative impact on our 
communities. It covers a range of nuisances, public disorder and crimes which 
affect people’s lives on a daily basis. If ASB is not dealt with appropriately and 
in a timely manner it can have a devastating impact on the lives of individuals, 
families and communities. It is widely recognised that single agencies cannot 
tackle ASB alone and there is a need to work in partnership to address these 
issues.    

1.2 Gloucester Project Solace

In October 2007 Fiona Pilkington decided that death was the only way out of 
years of torment and harassment suffered by her and her daughter.  This 
followed a long series of anti-social behaviour and hate crime to which the 
Police and partners failed to respond appropriately.

In May 2011 the Independent Police Complaints Commission (IPCC) 
published its findings and made a number of recommendations.  These 
recommendations were to form the basis from which Project Solace was 
formed in Gloucester.

The report found that incidents were being dealt with in isolation by both 
Police and partners, that there was a failure to join up a long series of 
incidents and to recognise the seriousness of their collective impact, and that 
there was a complete lack of awareness from Police and partners in terms of 
how to support Fiona Pilkington and her family.

Solace is therefore a key feature of the continued commitment by 
Gloucestershire Constabulary and Local Authorities to work with 
partners to ensure that such a tragic case is never experienced again.

The formation of Project Solace in Gloucester brought about the ability to 
share and develop collective expertise in dealing with anti-social behaviour.  It 
provided the opportunity for Police, Local Authority and Housing to carry out 
joint data collection and to establish ownership and co-ordination of cases. 
This brought about opportunities to work more efficiently and effectively by 
sharing legal expertise, tackling collective issues, and bringing about a 
reduction in overall demand upon other business areas by dealing effectively 
with cases involving repeat victims. 
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Although Gloucester City Homes are no longer part of Solace, this has 
opened up opportunities for equitable and consistent working relationships 
with all housing providers across both social and private sectors. 

The experience of Project Solace in Gloucester demonstrates that there would 
be significant benefits to adopting similar arrangements in Cheltenham in a 
three-way partnership with Gloucestershire Police and Gloucester City 
Council.  This document intends to identify some of those benefits. If this 
proposal is approved by Cheltenham Borough Council, the word ‘Project’ 
would be removed to reflect the permanency of commitment to the Solace 
partnership. The name ‘Solace’ will be retained to reflect the respite provided 
to victims of ASB. 

1.2 Cheltenham – current ASB processes

By comparison in Cheltenham, antisocial behaviour complaints are still mainly 
handled separately by the council and police. 

The council’s resource has comprised of 0.6 full time equivalent (FTE) for the 
district which equates to three working days per week. This post is 
responsible for co-ordinating the response to ASB across social and private 
housing sectors, public spaces and community and business areas. The post 
will be increased to a full time equivalent in base budget from 1st April 2017 in 
response to increasing demand on the service (see section 2.2 below). 

Although work has been done to align internal ASB processes between the 
various teams responsible for different elements of lower level ASB, 
information is still not consistently shared between teams and the lead ASB 
officer, and there are many overlaps between different CBC work processes 
leading to duplicative resource. Schematic 1 on the following page 
demonstrates the complexity of the current system. This does not provide the 
best support for victims, and is inefficient in terms of council resource. Despite 
the web of reporting and information sharing lines, it is still possible for a 
person to ‘fall down the gap’ between them.  
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Schematic 1: current process flow of ASB complaints received by CBC
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Schematic 2: current CBC and partner representation at ASB related meetings

Schematic 2 is a simplified diagram of CBC and partner representation at 
meetings and case conferences where antisocial behaviour is discussed. This 
also highlights the multiple (and therefore usually costly) interactions between 
CBC teams and related meetings and groups. 

Solace would help address these issues and simplify processes for customers 
and agencies alike, as suggested in Schematic 3. This would also link to re-
design work currently being undertaken by the report author with the lead 
commissioner for housing with regard homeless pathways and preventative 
approaches.  
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There is an opportunity for Cheltenham Borough Council to contribute its one 
FTE to lever additional ASB resource by extending the current Solace 
partnership between the police and Gloucester City Council to include 
Cheltenham. For an additional annual financial contribution (which can be met 
within existing base budget) CBC’s direct ASB management function would 
also be delivered by Solace through a shared Senior ASB Officer post. The 
police contribution to this post will be 50%, with some of that percentage 
secured through the Police & Crime Commissioner’s Fund; hence the 
proposal to extend Solace to Cheltenham is a time-limited one.

Schematic 3: Solace model
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2 Proposal

2.1 Outline plan

The proposal is for a partnership with Gloucestershire Constabulary and 
Cheltenham Borough Council (CBC) and Gloucester City Council to tackle 
cross-tenure and public space anti-social behaviour (ASB) throughout the 
urban districts of Cheltenham and Gloucester. The partnership is called 
Solace and has been operating in Gloucester since 2010.

Solace will work from a single shared ASB database known as ‘Hub’, and 
access will also be provided for all Solace staff to Police IT systems. This will 
enable effective information sharing between the Police and both Councils, as 
well as providing an IT system especially intended for use in the field of ASB.  
Hub is also the system used by the main housing providers in Cheltenham 
and Gloucester.  It is therefore a tried, tested and recommended system for 
ASB and will also enable simple information sharing with social landlords 
where necessary.

The Cheltenham and Gloucester Solace teams will be based in two hubs as 
follows;

o Gloucester – at The Docks, Gloucester City Council

o Cheltenham – at the Old Tourist Information Office, adjoined to 
Cheltenham Borough Council

These hubs will ensure the activity of the teams remains local, whilst gaining 
the benefits of shared resources and common practice achieved via the 
Senior ASB Officer.

In recognition of the move away from a base in housing to an urban wide 
format, the team will be rebranded from ‘Project Solace’ to ‘Solace’.  This will 
ensure consistency of recognition, whilst removing the word ‘Project’ which 
suggests something relatively short term.  

The workload of Solace in Cheltenham will consist of all CBC ASB cases, the 
co-ordination of all high risk Police cases, and a selection of Police medium 
risk cases.  A risk assessment process will organise the work into the five 
Solace priorities described in Section 2.23 below and resource will be focused 
accordingly. Solace will then co-ordinate a multi-agency response and 
oversee accountability. 
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A mutual assistance arrangement will operate with the Gloucester Solace 
team when additional resource or expertise is required. The Cheltenham and 
Gloucester Solace hubs will be connected by a shared intelligence/data hub 
and managed by a jointly funded Senior ASB Officer employed by Gloucester 
City Council. 

2.2 ASB data for Cheltenham

The antisocial behaviour data picture for Cheltenham clearly suggests the 
town would benefit from the improved outcomes for ASB cases that Solace 
offers. 

2.2.1 Cheltenham Borough Council ASB data
The number of ASB complaints received by the council in this financial year to 
date has already doubled from last year, as the graph below shows (56 
complaints were received in 2015-16 compared to 117 in this financial year). 

Due to the nature of antisocial behaviour, each case usually involves multiple 
victims and complainants, offenders, locations and agencies. Investigations 
are often complex and lengthy as a result. 

Graph 1: number of ASB complaints made directly to CBC’s antisocial behaviour 
service for current and past two financial years
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The following pie chart provides a breakdown of the council’s ASB cases by 
type for the current financial year. It demonstrates that the current priority 
demand relates to street people behaviours such as public drinking, rough 
sleeping and begging. These three categories form over 64% of the current 
caseload (75 cases out of 117 total ASB complaints received). The council is 
struggling to action this appropriately within its current limited resource. 

Chart 1: Pie chart of CBC ASB complaints from 1st April 2016 to 16th March 2017 
(total 117 cases)
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2.2.2 Police ASB data 
When comparing year-on-year number of ASB incidents over a 4 year period 
for Cheltenham & Gloucester, there are general opposing trends.  This may 
indicate both the benefit of the approach taken by Solace in Gloucester, and 
the case for the introduction of Solace in Cheltenham, as well as the benefit of 
a shared approach ensuring one area does not displace to the other. This is 
particularly relevant for ASB and crimes relating to street people as some 
individuals regularly move between the two urban districts. 

Graph 2: number of ASB complaints made directly to the police for financial years 2012 
- 2013; 2013- 2014; 2014- 2015

There is currently a risk gap between the types of cases reported to and 
investigated by the council, and the ASB complaints received directly by the 
police. Police priority response is usually focused on crimes before ASB and 
the table below indicates the quantity and type of ASB issues in Cheltenham 
that might not routinely or consistently be actioned or investigated under the 
current system. There is an obvious overlap between personal, nuisance and 
environmental ASB reported to the police and the type of neighbourhood and 
community issues that the council becomes involved in. Table 1 provides one 
month’s data from the police analyst by way of example. 
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Table 1: Police ASB figures by ward and type for June 2016 

POLICE ASB FIGURES BY WARD
(FROM ANALYST) 

ASB - 
Personal

ASB - 
Nuisance

ASB - 
Environmental All

Cheltenham Town Centre 34 85 12 131
St Marks 32 39 14 85
Hesters Way 21 30 5 56
St Pauls and Pitville 8 25 6 39
Tivoli 10 21 4 35
Benhall and Hatherley 16 12 4 32
Whaddon Lynworth and Oakley 11 15 4 30
Charlton Kings 7 12 5 24
Springbank and Fiddlers Green 5 14 2 21
Swindon Village and Wymans Brook 6 10 3 19
Fairview 2 8 5 15
Prestbury 4 7 1 12
Leckhampton 3 3 3 9

Jun-
16

Lansdown 1 3 2 6

In conclusion, Cheltenham would benefit from the Solace partnership 
approach to tackling ASB under the five priorities outlined in Section 2.4, to 
prevent and reduce ASB. 

2.3 Aim of Solace
The Aim of Solace will be to reduce repeat incidents and victims of anti-social 
behaviour by providing a consistent partnership approach to tackling anti-
social behaviour.

2.4 Solace priorities

1. Anti-social behaviour assessed as high risk to the victim and/or having 
a high impact upon the community

2. Partnership priorities as agreed between Gloucestershire 
Constabulary, Gloucester City Council and Cheltenham Borough 
Council, which require a multi-agency response

3. Support for cases where urgent civil action is required (eg closure 
orders)
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4. Anti-social behaviour assessed as medium risk that would;
i. Benefit from a multi-agency response, and/or
ii. Has significant potential to escalate

5. Support for all other cases where civil enforcement action is being 
considered (eg Criminal Behavioru Orders and Civil Injunctions)

2.5 How Solace will operate

The Cheltenham and Gloucester Solace teams will be based in two hubs as 
follows;

o Gloucester – at The Docks, Gloucester City Council

o Cheltenham – at the Old Tourist Information Office, adjoined to 
Cheltenham Borough Council

These hubs will ensure the activity of the teams remains local, whilst gaining 
the benefits of shared resources and common practice achieved via the 
Senior ASB Officer.

In recognition of the move away from a base in housing to an urban wide 
format, the team will be rebranded from ‘Project Solace’ to ‘Solace’.  This will 
ensure consistency of recognition, whilst removing the word ‘Project’ which 
suggests something relatively short term.  

Solace will work from a single shared ASB database known as ‘Hub’, and 
access will also be provided for all Solace staff to Police IT systems. This will 
enable effective information sharing between the Police and both Councils, as 
well as providing an IT system especially intended for use in the field of ASB.  
Hub is also the system used by the main housing providers in Cheltenham 
and Gloucester.  It is therefore a tried, tested and recommended system for 
ASB and will also enable simple information sharing with social landlords 
where necessary.

2.6 How Solace will improve outcomes

Solace tackles the issues that can seriously impact on the lives of 
individuals and communities, as well as blighting places. Solace currently 
has 38 cases open across Gloucester. These range from neighbour nuisance, 
disputes, verbal abuse, harassment, mental health, drug and/or alcohol 
issues, moped/bike issues, parks and open spaces, begging, street nuisance 
and civil proceedings attached to criminal investigations. 
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Solace is victim led yet supports those who commit ASB to change their 
behaviour. It takes a holistic view, works in partnership and tackles root 
causes of ASB and associated criminality. This is probably most evident in the 
ongoing Street Aware work that it co-ordinates, although it should be noted 
that Street Aware is classed as just one of its cases, albeit a much wider 
arching and long term one. Street Aware incorporates many partner 
agencies and brings consistency in how street based nuisance is dealt 
with in Gloucester City Centre. Since it began it has focussed on begging, 
but the approach is designed to be used for other street based ASB such as 
street drinking and use of psychoactive substances. 

Engage – offer support– enforcement as a last option
Enforcement is the last consideration when working with people who commit 
ASB. First Solace will engage (currently daily, in the case of Street Aware) 
and offer support, whether from Solace officers and/or referrals to other 
agencies. 

Informal approaches to reducing or eliminating the ASB such as voluntary 
agreements, mediation and restorative justice are used before taking 
enforcement action, unless urgent enforcement is needed to protect victims or 
the wider community. 

This Engage – Support – Enforce model mirrors that already successfully 
used in Cheltenham through the Street People working group co-chaired by 
the council’s Public & Environmental Health Team Leader and a 
Neighbourhood Sergeant. The following figures illustrate how infrequently 
formal enforcement is required, as the vast majority of cases are improved 
through support and informal action. Formal enforcement is taken in 
approximately 8% of cases. 
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Innovative problem solving
Solace will co-ordinate the problem solving response and lead on 
investigation but also recognises when another agency might already have a 
rapport with an individual or family which makes them the more appropriate 
lead choice, or when they are the more knowledgeable agency. A creative 
and tenacious approach to problem solving co-ordinating the relevant partner 
agency groups to tackle citywide and individual issues, and the innovative use 
of legislation. 

Solace works with partners. This could be housing services, mental health 
services, drugs and alcohol support, healthcare, social care, landlords, victim 
support, youth offending, sex worker support. This list is not exhaustive the 
approach is tailored to fit the individual, and Solace utilise the expertise of 
voluntary or community groups where possible.  

Recent relationships include:
 working with Gloucester Community Policing Team to improve results 

and promote the use of civil powers to the police
 joint working and information sharing with Gloucester City Council’s 

Environmental Protection and Private Sector Housing teams. 

In Cheltenham, there could be opportunities to further improve the already 
strong collaborative working practices with Cheltenham Borough Homes, for 
example. 

Solace takes enforcement action when necessary to protect from ASB: 
So far in 2017, Gloucester Solace has issued:

 four Civil Injunctions (3 ex-parte)
 two Criminal Behaviour Orders (two more are pending)
 four Closure Orders (three for ASB & drugs and one for sexual 

offences)

The majority of cases (currently 76%) are resolved or improved by working 
with partner agencies, and informal approaches. The enforcement action 
taken by Solace in 2017 so far represents 23.7% of the current open 
caseload.
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2.7 Objectives

The Objectives of Solace are ;

 Reduce repeat victims of ASB
 Provide an holistic approach to resolving ASB
 Increase public confidence
 Provide sustainable long-term solutions to resolving ASB

2.8 Terms of Reference

In order to achieve the stated Aims and Objectives, the following terms of 
reference are recommended.

Project Solace will;

 have a strong focus on early intervention in order to resolve issues at 
an early stage and prevent escalation

 take responsibility for applying for Criminal Behaviour Orders and 
Injunctions, working in partnership and consultation with the originating 
agency.

 oversee a process for risk assessing cases involving repeat victims of 
ASB received through Police contact, in order to ensure the 
identification and co-ordination of all high risk cases by the team.

 be a source of advice and expertise on all aspects of ASB and share 
best practice with partners

 engage with private landlords to educate and support them, and to 
ensure they are accountable for their responsibilities as a landlord

 assist private landlords to carry out informed interventions to resolve 
ASB

 adopt a restorative approach to working with perpetrators & victims to 
resolve ASB, but utilising a full range of enforcement activity where 
appropriate

 receive referrals from local Police for support where intensive and/or 
complex intervention and case management is needed
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 work in partnership with additional agencies, such as Youth Support 
Team, Mental Health Services and Families First, to prevent ASB and 
to carry out proactive educative events related to ASB

 continually gather and monitor information to identify ASB hotspot 
locations, before co-ordinating a partnership approach to tackling the 
identified hotspot

 carry out regular community events and media campaigns to raise the 
public awareness of Project Solace and encourage the reporting of 
ASB

 provide disclosure information in line with Gloucestershire 
Constabulary Information Sharing Protocol where there is an urgent 
need to assist enforcement action for tackling ASB

 actively participate in the Cheltenham Community Safety Partnership. 

 supply twice yearly performance reports and updates on activities and 
outcomes undertaken by Project Solace (Cheltenham) to stakeholders

2.9 Set-up and management 

The Solace team would be set up as follows:
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The team will be managed and tasked on a daily basis by a jointly funded 
shared Senior ASB officer (employed by Gloucester City Council) with matrix 
management support from each agency to manage the welfare and 
performance of their staff.

The police have agreed to fund 50% of this post (with contribution from a 
successful bid to the Police & Crime Commissioner’s Fund. Cheltenham and 
Gloucester’s contribution would be approximately £11, 250 each annually 
which can be met from existing salary budgets following a reduction in another 
officer’s working hours. 

Gloucester City will be the employing authority for the Senior ASB Officer and 
pick up costs relating to that. 

Full arrangements will be provided as part of the implementation plan. 

2.10 Data systems

Solace Gloucester already uses a shared data and intelligence system. The 
annual cost of Cheltenham joining this is approximately £1500. 

Gloucestershire Constabulary will vet council staff and provide direct access 
to Police IT systems for staff working within Solace. 

Cheltenham Borough and Gloucester City Councils will provide direct access 
to council IT systems for staff working within Solace.

All Solace staff will be vetted before they are given access to data systems. 

2.11 Key Performance Indicators

Key performance indicators will be agreed to evaluate Solace against the 5 
key priorities, aim and objectives.  

Examples of performance by Gloucester Solace whilst Gloucester City Homes 
were part of the project are included at Appendix 1
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3 Benefits

3.1 Table of benefits

Current service Solace
Dedicated ASB 
resource

One full time CBC ASB 
officer

One full time CBC ASB officer
One full time GCC ASB officer
Two PCs
Two PCSOs

Management 
resource

Management time currently 
comes from team leader 
who manages a wide 
service portfolio and who 
does not have specific ASB 
training or qualifications

Joint funded shared Senior ASB officer 
which will give dedicated management 
function. Postholder will carry an ASB 
qualification.

Supporting 
vulnerabilities

ASB officer applies risk 
assessment to cases in 
order to prioritise by risk 
and vulnerability but this 
does not happen to 
complaints received 
elsewhere in the council

Different 
intelligence/evidence 
system to police and 
Gloucester City means 
information sharing is 
limited

Limited capacity of ASB 
officer to network 
strategically as well as 
support individuals 

ASB complaints made to police and 
both councils triaged by central hub

Better early identification of vulnerable 
people and improved access to 
specialist support networks

Better sharing of information between 
agencies

Engage – support – enforce multi-
agency model supports individuals 
who commit ASB in changing their 
behaviour whilst taking firm action in 
the few cases necessary to protect 
places and communities from harm 

Transient people supported across 
both districts

Significant 
increase in place-
based complaints 
eg begging

Insufficient council resource Joint police and council resource to be 
deployed at priorities 

Opportunities to 
further improve 
outcomes

Limited. Service is at 
maximum capacity with 
casework, 
meetings/networking and 
legal work already. 

Could link to a matrix style CBC 
neighbourhood team to improve place 
outcomes and increase cost recovery 
(eg FPNs)

Will streamline process flow and 
remove some duplicative meeting 
attendances
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3.2 Recognition as Best Practice

The working practices adopted by Project Solace in Gloucester have been 
recognised through national awards and inspections;

 Social Landlords Crime & Nuisance Group (SLCNG) ‘Delivering Results’ 
Best Practice Award Winners 2013

 The Audit Commission stated; “An effective strategic approach to ASB and 
a wide range of prevention and reactive actions are having a positive impact. 
A strong customer focus has improved access to the service and ensures that 
victims of ASB are well supported and kept informed and effective case 
management is driving consistency and positive outcomes.”

 HMIC Crime inspection 2014 Gloucestershire Police - How good is the 
force at tackling anti-social behaviour?, commented; “A good example of 
this is Project Solace (which provides) a joint response to recurring anti-social 
behaviour, and tackling the problems that cause the most harm to 
communities.”

 Wayne Stevens, Divisional Manager for Victim Support (Report for 
Thames Valley & Gloucestershire May 2012), commented; “Project 
Solace were recognised as a hub of best practice and victims 
highlighted their total satisfaction with the service provided.   This was 
in comparison to the view of ASB victims interviewed in relation to other 
areas across the County.”

 Martin Surl, Gloucestershire’s Police Crime Commissioner (PCC) – 
During a presentation by Martin Surl to Damian Green in 2013 (Minister 
of State for Police and Criminal Justice until 14 July 2014), Mr Surl 
stated; “Project Solace is an excellent approach to resolving ASB in 
partnership and should be congratulated as an area of best practice for 
tackling anti-social behaviour.  It has my backing all the way”.  Damian Green 
also tweeted that he was impressed with the work of Solace after his visit to 
see Chief Constable Suzette Davenport at Gloucestershire Constabulary. 

 In 2013, GCH ASB services, including Project Solace, were scrutinised 
by an independent Tenant Scrutiny Panel The report highlighted an 
excellent Anti-Social Behaviour service with the ASB Team & Project Solace 
being well informed on best practice and very capable of innovation, with 
good focus on continuous improvement. 
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 HMIC PEEL Police Effectiveness 2015 report published in February 2016 
repeatedly recognised Project Solace as best practice throughout the report, 
including the below excerpt;
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3.3 Social Return on Investment

An independent report from Baker Tilly in February 2013 quantifies the 
potential social impact of the combined Gloucester City Homes and Project 
Solace ASB Team in Gloucester using Social Return on Investment (SORI) 
models.

It states that the collective ASB approach and services all contribute to 
improving the lives of individuals who engage with these services.  
Consequently, this achieves improvements in the quality of life for the wider 
community, whether that be from reductions in ASB and rough sleepers, to an 
improved sense of self-worth, to access to employment. 

Some of their key findings are listed below;

 Typical issues affecting businesses are petty thefts and criminal 
damage; 

 Social Landlords reported time costs associated with ASB of £270 
million in 2012 (increasing from £230 million in the previous year). This 
cost excludes the cost of repairs to property, which have been 
estimated at a further £1.9 billion per annum. Some 60% of incidents 
relating to environmental damage (e.g. criminal damage and graffiti); 

.
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The report evaluates annual benefits in the wider context in relation to the 
activities of tackling ASB are estimated around £2 million per annum.1

This supports the case that a collective approach to tackling ASB across 
tenures will bring about benefits for all residents whether they are in social or 
private housing.

3.4 Gloucester City Council testimony

Ed Pomfret (Health, Partnerships & Engagement Manager, Gloucester City 
Council) has provided the following list of benefits that Gloucester City Council 
have seen as a result of Project Solace in Gloucester;

 Provision of a full service for anti-social behaviour investigation, 
resolution and support services for all owner-occupier and private 
residents in the city

 Integrated approach enabled by the partners being co-located at 
Gloucester City Homes

 Built-in resilience by working alongside Gloucester City Homes’ anti-
social behaviour team

 Increased information sharing enabling matters to be dealt with more 
quickly and effectively within Project Solace and in partnership with 
other agencies

 A more consistent approach to deal with anti-social behaviour.  For 
example, if a perpetrator leaves social housing and moves into private 
housing and causes the same issues, the case could essentially be 
continued rather than starting again leading to swifter action against 
offenders and prevention of impact on victims

1 Gloucester City Homes, Social Impact Evaluation of selected activities using Social Return 
on Investment Feb 2013.
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3.5 Gloucestershire Constabulary testimony

C/Insp Neil Smith states; 

“Project Solace has been embedded into Gloucester for over 5 years now; it 
has in my professional & personal view had a huge positive impact on the 
wellbeing of Gloucester’s communities.  Powerful Partnerships have been 
forged, sustained and grown to levels that have never been seen before.  
When we created Project Solace 5 years ago it was always a desire to take 
Project Solace to Cheltenham, I am very excited and very confident that 
Project Solace will support & enhance the already great work that CBH & CBC 
are currently doing.”

3.6 Longer term opportunity – matrix neighbourhood team

The Solace team would require an effective reporting and communication link 
with other enforcement teams including those officers dealing with Community 
Safety, Enviro crime, licensing and Environmental Health Officers in the field 
of Environmental Protection. This proposal could therefore be enhanced and 
expanded at a later stage to create a wide ranging neighbourhood or 
compliance team within the council, with scope to work across both the urban 
areas of Cheltenham and Gloucester. 

This type of neighbourhood focus could be explored through matrix working 
utilising and developing the skills of officers across different service areas, 
rather than through the formation of a physical team. A central business 
support unit could support this with a duty officer system in place to activate 
the matrix as required. 

This could enhance information sharing even more, and allow for greater use 
of resources, flexibility and resilience. 



26

4 Costs

The following provides an outline guide to anticipated costs associated with 
each partner, but would be subject to further discussion and drafting of an 
associated Service Level Agreement.

4.1. Cheltenham Borough Council 

Inputs & 
Benefits Cost Source

Additiona
l cost to 

CBC

CBC ASB 
caseworke
r (FTE)

£32, 500 with oncosts In base budget None

Senior 
ASB 
officer 
post to 
manage 
Solace. 
CBC 
contributio
n is 25%.

Approx. £11, 250 per annum
Savings from reduction 
in Senior EHO (H&S) 
post

None

Shared 
data and 
intelligenc
e hub

Approx. £1500 per annum
Savings from reduction 
in Senior EHO (H&S) 
post

None

Contributio
n to legal 
costs

To be projected
NB there is not any budget 
specifically for ASB work (e.g. 
signage, public notices or 
marketing). Request to be made 
for such a budget, utilising funds 
from vacant post savings. 

Savings from vacant 
community officer post 
or potential resource 
bids

None

4.3.  Gloucestershire Constabulary 

 Four full-time members of staff.(one PC and one PCSO designated 
Cheltenham resource and one of each for Gloucester – resource can 
be ‘pushed and pulled’ between districts depending on priorities)

 Accommodation in Cheltenham hub – police offices in old TIC building
 Joint training
 50% contribution to shared Senior ASB officer post to manage Solace
 Contribution to shared data hub
 Contribution to legal costs
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4.4 Gloucester City Council

As for Cheltenham Borough Council but with the addition of costs associated 
with employing the Senior ASB Officer post. 
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5 Risks

There are a number of identified risks associated with not introducing Solace 
in Cheltenham, which include;

 There will be continued difficultly in achieving consistency of practice in 
relation to ASB across the Borough (for example, thresholds for taking 
enforcement action and the associated consultation mechanism with 
partners)

 There would be no central point of excellence for managing high risk 
cases of ASB, increasing the Borough’s vulnerability to a high profile 
adverse case

 Partnership working between all three agencies will  become 
increasingly difficult if a collective approach is not adopted as available 
resources continue to reduce

 Collective demand for services continues to increase as cases 
involving repeat victims are not dealt with through the most efficient 
collective approach possible

In addition: 

 If a member of the Solace team fails police vetting they will be unable 
to access police or Solace data systems or police buildings. 

A full risk assessment has been made as part of the Cabinet Report process. 
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6 Next steps

If Cheltenham Borough Council’s Cabinet agree this proposal, the Solace 
project team will produce an implementation plan and service level agreement 
detailing how Solace will be established and operated in Cheltenham.  
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Appendix 1

Project Solace (Gloucester) Performance Data 2011-15
 
Success factors for this Project can be difficult to monitor, especially in monetary 
terms.  We attempt to measure Solace’s success through case studies and outcomes 
against aims and objectives in addition to monitoring the satisfaction of the 
complainants or victims accessing the service.

Reduce repeat victims of ASB

When Project Solace was set up in 2010, statistics showed that during 2009 
Gloucestershire Police, on average, received around 95 reports of ASB 
incidents per day. 

I have reviewed the ASB statistics reported by Gloucestershire Constabulary, 
recorded for Gloucester Policing area only, for the period of 2011-2015 and 
this shows a year on year reduction to the anti-social behaviour reported to 
the Constabulary.  See Table 1 below.

Although the steady reduction of ASB incidents for the period 2011-2015 
cannot be directed related to the launch and implementation and working 
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practice of Project Solace, it can be assumed that the project has contributed 
to this decline for the reasons demonstrated throughout this report.

Provide Sustainable long-term solutions to resolving ASB
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New & Closed Cases 2011-2015

Project Solace has opened a total of 429 cases of ASB during this 4 year 
period of 2011-2015.  We closed a total of 301 cases and re-opened 37 cases 
(repeat victims *).  You will see from the chart above that there was a steady 
increase for the period 2011/12 to 2012/14 with a steep incline for 2013/14.  
The amount of cases increased as a direct result of tagging which was 
introduced in 2013 as a way of identifying repeat and vulnerable victims of 
ASB so as not to wait for cases to be referred to us by Police. In 2014/15 
tagging was replaced with the new protocol and agreement for Solace to 
manage the Police Confidence Delivery Plan (CDP).  However, due to 
capacity and resources within Solace, CDP has not been led by Solace since 
August 2015.

NOTES:
1. If cases are re-opened, the cases are audited by a manager with a robust and 

tight action plan put in place to ensure a multi-agency coordinated approach 
is put in place.  

2. If cases are closed then it is because:
 no further reports of ASB have been made within 3 months of the last 

report and we have no evidence to progress the case 
 the complainant makes no further contact with us or information 

reasonably requested by us is not provided to enable us to take matter 
further or;

 no further action is taken at the complainant’s request, or no further action 
is possible.
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The above table demonstrates that it on average it is taking us over 5 months 
to close a case.  It is clear to see that during 2013/14 there was a large drop 
in the average number of days taken for us to resolve a case.  This is as a 
result from an increase in the number of cases and implementation of new 
cases from Tagging/CDP, resulting is some evidential quicker wins to the 
normal very complex and time consuming cases we have co-ordinated.  

Provide an holistic approach to resolving ASB

As a means to resolve these cases the following action has been taken by our 
ASB Officers:
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Increase Public Confidence

We have achieved very high levels of customer satisfaction:

0%

42%

54%

0% 4%

Fairly dissatisfied
Fairly satisfied
Very satisfied
Neither satisfied or 
dissatisfied
Very dissatisfied

Satisfied with way case handled?

96% of those surveyed said they were fairly or very satisfied with the way 
the case was handled

4%

44%
48%

0% 4%

Fairly dissatisfied
Fairly satisfied
Very satisfied
Neither satisfied or 
dissatisfied
Very dissatisfied

Satisfied with outcome?

92% of those surveyed said they were fairly or very satisfied with the 
outcome of the case
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0%

83%

13%

0% 4%

Very reluctant
Very willing
Fairly willing
Neither willing or reluctant
Fairly reluctant

Willing to report ASB again?

96% of those surveyed said they were fairly or very willing to report ASB to 
us again
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Supported & kept up to date?

95% of those surveyed said they were fairly or very satisfied with the way 
they were supported and kept up to date throughout their case
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Key Performance Indicators
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Key Performance Indicators 2011-2015

We met all key performance indicators set, making contact with the 
complainant and agreeing an action plan within set timescales agreed.

 The KPIs agreed are:  Contact complainant within 1 working day for all cases 
of ASB and agree an action plan within 1 working day for serious cases and 5 
working days for minor cases of ASB.

NOTES:  
1. We have establishing clear action plans with all our complaints which set out 

how we will tackle the situation and which agencies we will work with.
2. We have carried out regular reviews (as agreed) with all complainants of ASB 

to fully support them throughout the process until the case is closed.
3. Where a case hasn’t met our referral criteria, we have given advice and 

signposted the complainant to agencies that are able to help and more 
recently supported and trained agencies and other registered providers to 
manage the process.


