
           Agenda Item 13 
To:  Joint Audit Committee 
 
Date:  25 September 2018 

 
By:  Deputy Chief Constable 

 
Title:  Local Policing Programme Report & Programme Closure 

 

 
Purpose of Report: To provide assurance to the committee that following the 
Closure of the Local Policing Programme (in December 2017) the benefits from the 

programme have been realised, residual risk from the programme has been 
addressed, and appropriate controls have been exercised to review the 

programme. 
 
This report is provided in response to Minute 188 of the Joint Audit Committee 
meeting held on Wednesday, 25 March 2015, which states “it was noted that, in 

view of its importance, the Sussex Local Policing Model should be kept on the 
Committee’s agenda following the briefing at the workshop session on 4 February 
2015.” and the Joint Audit Committee’s Terms of Reference, Governance, risk and 
control, Point 5: “Considering the arrangements to secure value for money and 

review assurances and assessments on the effectiveness of these arrangements”. 
 

Recommendations  
 

- That the Committee note the contents of this report. 
 

 

 
1 Introduction 

 
1.1 This is the eleventh update to the Joint Audit Committee on the Local Policing 

Programme.  The programme is now formally closed, having completed all of 
its constituent projects and had its final Programme Board on 27th November 

2017.  
 

This paper provides the Joint Audit Committee with an update on the 
governance and structure around the closure of the Programme, the post 

implementation reviews (PIRs) established to monitor impact after ‘go-live’ 
and the ongoing collation of benefits.  
 

2 Programme Summary   

 
2.1 The Local Policing Programme was established in May 2015 to deliver the 

activity needed to implement the Sussex’s new target operating model (TOM) 
for local policing and to realise the financial and non-financial benefits 

identified in the TOM Business Case. The objectives of the LPP were:  
 To deliver an affordable, resilient model of local policing in Sussex for 

the future 
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 To deliver the outlined benefits on time and in-line with the 

programme plan, including financial benefits/savings (in total, and ‘in 

year’) 

 To implement changes whilst maintaining operational stability and 

effectiveness  

The TOM business case and financial appraisal anticipated that the 
Programme would reduce the revenue budget for local policing by between 

£19m and £29m (following the removal of Custody, the upper ‘target’ for 
LPP savings reduced to £28m). 

 
2.2 Key components of the Programme were as follows:  

 a new Investigations and Resolution Centre to investigate and 
resolve low risk crime and incidents over the phone resulting in swift 
resolution for victims, and reducing demand on frontline officers. 

 a new Prevention model to increase the value of preventative activity 

and refocus neighbourhood resources on community engagement and 
pro-active work, as well as improving the Forces’ problem-solving 
capability. As part of this the role of PCSOs was also re-designed, 
providing them with more powers and increased training, as well as the 

ability to be deployed flexibly.   
 A Response Project which protected front-line officers, with no 

reduction in Response PC posts, but made efficiencies through changes 
to processes, the introduction of mobile policing, and a reduction in 

management. Response officers were trained on the Investigations 
Framework, and are now able to retain low level investigations (relating 

to seven specific crime categories).   
 Investigations and Criminal Justice changes which created single 

investigations teams (formed from Criminal Investigations Departments 
and Response Investigations Teams) to provide a more flexible resource 

with greater opportunity for sharing skills. Criminal Justice services were 
consolidated to form a centralised criminal justice function at Brighton, 
re-organising processes to provide a more tailored service to victims 
and witnesses.  

 Public protection project which was a late addition to the 
programme, and focussed on ensuring precept investment in public 

protection was targeted as efficiently as possible to meet increasing 
demand. As part of this a proposal for a new team of Sexual Offence 

Liaison Officers (SOLOs/SOITs) was agreed which will provide an 
improved service to victims of serious sexual offences, and recruitment 

to this team is underway. 
 
3. Programme Closure 

 

3.1 A Programme Closure Report was presented to the Force Joint Change Board 
in December 2017. The report assessed the following elements of the 

Programme: 
 Governance and approach 

 Programme structure 
 Project delivery 

 Projected milestones and challenges 
 Benefits (financial and non-financial) 
 Risk management and transfer 
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 Lessons learnt and opportunities for improvement 
 Planned project Post Implementation Reviews 
 BAU governance for new model 

3.2   At the point of closing the Programme there were 10 open risks on the LPP 

register. Of the open risks six were formally closed at the final Programme 
Board and the three remaining risks, which are detailed below, were 

transferred to the Local Policing Accountability Board to manage. These have 
all now been closed as a result of monitoring the programme through project 

Post Implementation Reviews. Reasons for closure are detailed below:  
 

 

 

3.3 The programme closure report was presented to the Change Board and 

‘lessons learned’ were discussed. Lessons learned reviews were undertaken for 
each of the programme’s constituent projects and circulated to other Force 

change programmes – this was particularly relevant where the Force has been 
undertaking similar redundancy and restructure processes. 

 
3.4 It was reported at Programme Closure that the programme had achieved its 

anticipated financial benefits. The original TOM business case anticipated the 
Programme making savings of between £18 and £28 million (following the 

exclusion of Custody). The final Financial Appraisal for the programme which 
was submitted to Change Board as part of the closure report showed that at 
the point of closure it had delivered a £27.7 million reduction on budgets, using 
the 2014/15 baselined costs for posts (to allow comparison to the original 

financial appraisal).   Taking into consideration the inflation on cost of posts 
during the life of the programme, the savings schedule showed the actual value 

of the reduction in posts as £28.9 million per year. The cost of change to 
deliver the Programme was estimated at £8 million and the five year net 
revenue saving is £77.2 million (2015-2020). 

 

3.5 Post-programme closure financial benefits have continued to be monitored, to 
take into account the ‘lag’ between the implementation of the model and the 
formal reduction of the Force establishment. This has been captured through 

Description of 

outstanding/transferred risk at 

Programme Closure 

Status 

There is a risk that other 

programmes introduce changes 

which conflict with the TOM 

Closed - managed through representation of the 

Head of Change on all Programme Boards and 

creation of CAB and new Change Governance process 

to oversee dependencies between programmes and 

models. 

There is a risk that the Prevention 

model will not realise the full 

anticipated benefits (non-financial) if 

partners or key internal stakeholders 

do not ‘buy-in’ to the changes. 

Closed - Partnership TTCGs have been set up to 

continue to engage with external stakeholders. 

Partner agencies were engaged in the two-day 

prevention strand training at go live. Prevention PIR 

shows good engagement with partners through new 

Prevention and Partnership Manager role, and an 

increase in community intelligence.  

There is a risk that if the Programme 

Team is disbanded too early that 

evaluations and PIRs for the 

programme won’t be fully completed 

Closed - Small team was retained beyond project 

closure. Staff from within the Change Delivery Team 

have now completed all the outstanding PIRs. 
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the Forces’ financial monitoring and reflected in the updated Medium Term 
Financial Plan.  

 
4. Post Programme Closure 

 
4.1 Post Implementation Reviews: PIRs have been conducted for all of the 

Local Policing Programme Projects, as follows:  
 

 

4.2 The PIRs consider whether each project has achieved its anticipated benefits, 

and whether there are any unintended consequences which need to be 
addressed, or any additional benefits which could be realised for that area of 

business. Each PIR has a set of recommendations which have been agreed by 
the Local Policing Accountability Board. The recommendations are assigned 

owners and compiled into a plan which is being monitored by the ACC for Local 
Policing through the Local Policing Accountability Board.   

 
4.3 In general the PIRs have found the local policing model to be working well and 

there have been no significant changes required to the design. Most of the PIRs 
contain between 10 and 20 recommendations which relate to issues such as 

additional training if skills gaps have arisen, or changes to processes which 

have been reviewed and could be improved.  Demand pressures have been felt 

by all areas of local policing, due to a rise in recorded crime since the local 
policing model went live. The PIRs have been used to provide an indicator for 

where demand pressure is most acutely felt in the model and this has 
supported ‘18-22 Transformation Strategy’ investment decisions regarding the 
distribution of new resources. The scalability of the model and the repository of 
evaluation and design methodologies created by the Programme mean that 

resources can be easily assessed and adjusted as required.  

 
4.4 Business continuity: To ensure that programme knowledge is retained final 

documentation including a full version of the model, an archive of all demand 
work, and well as a log of lessons learned has been created.  A ‘programme 
book’ with all of the final versions of the designs for the model has also been 
established. 

  

Project  Considered at 

LPAB 

Date completed 

PCSOs ✓  April 2017 

Resolution Centre ✓  May 2017 

Criminal Justice  ✓  October 2017 

Response  ✓ March 2018 

Investigations ✓ March 2018 

Prevention   

On LPAB Board 

Agenda for 

Sept 2018 

Sept  2018 
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4.5 Establishment and Change Control:  Governance for any changes to the 
new model are now managed through the Local Policing Accountability Board 
which is chaired by the ACC for Local Policing. A change control process is in 
place which ensures an audit trail for any changes and documents the 

requirement for them. Significant establishment changes are escalated to the 
Force establishment board.  

 
4.6 Tracking further benefits: When the programme was initiated a benefits 

tracker was created to articulate and measure non-financial benefits, and this 
tracker has continued to be updated after programme closure as each Post 

Implementation Review is completed. A summary version of the non-financial 
benefits and their links to evidence in PIRs and evaluations is provided at 
Appendix One. 

 

5     Conclusion  
 
5.1 The Local Policing programme has been formally closed for over eight months, 

and has delivered its key non-financial, as well as financial, benefits. Risks to 

the new model have now all been closed, and there is a robust process in place 
for monitoring changes to the model.   All six planned Post Implementation 

Reviews have now been completed and recommendations are allocated to clear 
owners under the supervision of the Local Policing Accountability Board.  

 
 

 
Contact details:  Sara Naylor  
Job Title: Head of Corporate Development 
sara.naylor@sussex.pnn.police.uk  

 

mailto:sara.naylor@sussex.pnn.police.uk
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Benefit Project / Deliverable Impact Source 

Effective allocation and use of 

resources 
 

Maintain/increase quality of 
service 

Investigations and Resolution Centre Reduction in front-line deployments per year equating to circa 42,000 IRC PIR June 2017 

Response officers retaining workload (7 

Crime Types) 

Upskilled Response officers are carrying out investigations into a pre-identified group of volume crimes, with handovers to 
Investigations occurring less than 2% of the time. 

Response/Investigations 
Evaluation Sept 2017 and PIRs 

March 2018 

Decrease in allocations to Investigators of 7 Crime Types  

Response/Investigations 

Evaluation Sept 2017 and PIRs 
March 2018 

Increase in % of Investigations’ workload made up of serious crimes (from 10.3% to 12.6%)  Benefits Tracker Oct 2017 

New PCSO powers Feedback from PCSOs that the new role and new powers are an improvement PCSO PIR 

Cross-border deployment Evidence that borderless deployment of Response officers is occurring where demand requires  

Response/Investigations 

Evaluation Sept 2017 and PIRs 
March 2018 

Single Investigations hubs 
Centralised Investigations teams are operating out of multi-skilled hubs, with PIP 1 and PIP 2 Investigators working 
alongside each other to share knowledge and support (PIP 1 Investigators are gaining experience in assisting with PIP 2 

investigations; PIP 2 Investigators are supporting PIP 1 colleagues with volume crimes) 

Response/Investigations 
Evaluation Sept 2017 and PIRs 

March 2018 

Prevention model More pro-active capacity, new intelligence analyst function, training on hidden demand 
To be reviewed in Prevention 

evaluation/PIR 

Increased decision-making 

autonomy for staff 

Investigations Framework / Earned 

Autonomy 

“The IF has helped me to formulate disposals and also rationalise my decision making process, together with the NDM … I 

use it daily in my decision making.” 

Investigations survey April 

2017 

Maintained 
victim/witness/public 

satisfaction 

Single centralised Criminal Justice 

function; introduction of flexible working 
for Witness Care Officers 

Victims and witnesses are now able to contact and be contacted by their witness care officers outside of officer hours: “With 
flexible working it is more possible to ensure you are available early or late in the day to facilitate a call to a particular 

witness” CJ PIR Sept 2017 

86% of victims and witnesses were correctly provided with either enhanced or standard service, depending on their 
vulnerability 

Investigations Framework Maintained levels of satisfaction in whole experience; improvement in satisfaction around treatment  
IF bulletin YE Sept 2017 

(Citizen Focus Team) 

Prioritisation of vulnerable 
individuals 

Investigations Framework  Increase by 38% in number of cases with vulnerability flags investigated by Investigations teams has increased by 38% Benefits Tracker Oct 2017 

Performance Framework More effective recognition and understanding of vulnerability, followed by improved response 

Framework adopted and 

development continuing within 
CDD 

Effective and mutually 

beneficial partnership 
working 

Prevention model 

PCSO/officer attendance via more mediums at the most appropriate meetings 
Prevention PIR September 
20188 A refocus on policing responsibilities and activities, ensuring the right national resource/partner is dealing with the right 

job 
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