Agenda Item 10b

To: Joint Audit Committee

Date: 7 December 2016

By: Deputy Chief Constable

Title: Local Policing Programme Update Report

Purpose of Report: To update the committee on the progress of the
Local Policing Programme, focussing on how the programme is delivering
to plan and budget; and managing risks and benefits within tolerance.

Recommendations

- that the Committee note the contents of this report.

1 Introduction

1.1 This is the sixth update to the Joint Audit Committee on the Local
Policing Programme since it was mobilised in May 2015. The
programme has completed the first 18 months of its original four
year plan, but is now forecast to take less than 3 years to complete.

2 Main Body of Report

2.1 The programme is now in week 86 of the plan, we last reported in
week 74 (September 2016). The programme is currently rated
AMBER which means that performance is mixed with some aspects
requiring significant attention. This is a deteriorating picture from
the last update. Of the five projects within the programme three are
currently rated GREEN and two AMBER, whereas one was rated
AMBER and four GREEN in the last report. This is due to the
proximity of risk as we move towards implementation of the
Investigations and Response projects, which have some complex
interdependencies that are currently being managed

2.2 Update
The projects implementing the new model for Police Community

Support Officers (PCSOs) and the re-structuring of Criminal Justice
have been formally closed. The closure reports confirm final costs
and benefits and log lessons learned for future reference. Ongoing
annual revenue savings from both projects amount to £4.5m - or
16% of the overall programme financial benefits. Post
implementation reviews are scheduled for the first quarter of 2017.
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As reported in the last update, the introduction of a new PCSO model
is just the first layer of the transformation of neighbourhood policing.
The detailed design of our new ‘prevention model’ which will replace
neighbourhood policing team will be presented to the Programme
Board this month following detailed consultation with officers, staff,
partners and stakeholders. We are planning for the new model to be
introduced in phases from April 2017.

Formal staff consultation (due to the potential risk of redundancy) for
the Investigations project has now been concluded. As a
consequence, the detailed business case, implementation plan and
business readiness assessment have now been completed and signed
off by the Programme Board taking that project through its formal
‘Gate 3’ review. The new investigations model effectively merges all
crime investigators into one Investigations Team. Centralising and
co-locating investigators will allow for efficiencies of scale, greater
cohesion, and the sharing of skills and working practices but will also
require a significant re-brigading of resources based on a detailed
analysis of demand. Investigations teams will have a better blend of
experienced police officers and police staff working together on a
more equal footing. The project is forecast to save £6m annually
and will go live on 11" January 2017. The size and scale of the
change, and the critical dependency on changes to ways of working
in our Response function means that this is a critical area for the
programme team over the next few months.

The alignment and sequencing of the Response project is essential to
the successful delivery of the new model for investigations. Whilst
the project is making fewer changes to core policing services and
officer numbers, it is making significant changes to ways of working
which will require a significant upskilling of officers and more agile
management oversight. The project is forecast to save £1.65m
annually and will begin to transition to new ways of working in
January in sequence with the Investigations project timetable,
however the full response model will not go live until April 2017.
This will provide some contingency as new ways of working are
embedded and new technology (mobile devices and vehicle
telematics) come on stream to optimise performance. A series of
roadshows are currently underway to prepare officers for the
changes ahead. The business case, implementation plan and
readiness assessment for the Response project are due to be
scrutinised by the project board this month.

As reported last month, the programme has now assumed
responsibility for managing the investment uplift into Public
Protection. As well as recruiting into those posts, the project team
has now concluded a more detailed demand and activity analysis on
this complex and growing area of crime. The result of this work is
being fed into force-wide considerations for future investments as we
seek to get ahead of the forecast demand increases. The project
team has also concluded its analysis of current ways of working,
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submitting 13 optimisation recommendations to the programme
board. These have been agreed, as has the prioritisation and
sequencing of these changes, which are design to minimise waste
and mitigate further requests for growth.

The programme board has also agreed three further changes to the
scope of the programme; two are moving services out of the Local
Policing Programme to the Operations Command Programme and the
Specialist Crime Capabilities Programme to align with their future
operating models. Both changes involve modest changes to
baselines and benefits profiles. The third change is the addition of
‘discovery’ work to support the development of a new Briefing and
tasking System (BATS) which will support frontline policing which has
been added to the scope of the Prevention and Partnership project.

In support of these changes the new performance framework is
being rolled out in an agile manner. This more iterative approach
allows us to develop underpinning performance measures, dashboard
reporting and behavioural changes through a series of ‘release’
cycles. This has the benefit of engaging business owners in real time
feedback as the framework develops and tests the process with real
data. We expect to transition to a steady state in April 2017, the
start of the new performance plan year.

Risk

There are 11 open risks in total (as opposed to 14 reported in the
last update), of which 5 are red risks (as opposed to 8 reported last
time). This followed the closure and/or transfer of a number of risks
following the closure of the PCSO and CJ projects. A summary of the
red risks is set out below.

LPP

Technology - There is a risk that the technology requirements of the new model are
not affordable or cannot be delivered on time, resulting in demand not being
reduced or officer productivity gains not being realised.

LPP

There is a risk that further delays to the Mobile project and Niche patch
fixes/upgrades will impact upon Response and Investigation designs

LPP

There is a risk that if the transfer of skills from PCWs to investigating officers is not
fully completed, then this may result in casework performance failures and a risk to
the reputation of the force

LPP

There is a risk of a shortfall in recruitment to Public Protection following the
investment uplift that seeks to address an escalation in demand.

LPP

There is a risk that by introducing a caseload for officers when responding to the 7
specified Home Office crime types, this will lead to demand that is not accounted
for in the prevention model.

4.1

Stakeholder Engagement

We have just embarked on a round of staff engagement
‘roadshows’ to explain new ways of working and future plans to
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impacted staff in Investigations and Response. This includes
briefings from senior officers; members of the programme team;
and volunteers from our change network.

We are continuing with our engagement with partners, focussing
of schools, colleges and young people’s advocates this month.

Conclusion

The Local Policing programme continues to perform to an
acceptable standard. The programme AMBER rating is a reflection
of the proximity of this critical phase of delivery and dependency
of a number of moving parts. However, Key milestones have been
met thus far with only limited slippage. The programme has a
clearly auditable process and governance for gateway approvals.
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