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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. 
___________________________________________________________ 

 
Terms of Reference: 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. 

 

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

Programme since it was mobilised in May 2015.  The programme has now 
completed all of its constituent projects, and the final Programme Board was 

held on 27th November 2017.  
 

Programme Summary   
 

2.1 The programme is now in week 136 of the plan, and was last reported on in 
week 124 (August 2017).  The programme has now officially closed, having 
delivered all of its outputs. This report details the closure activity, updates 
on benefits that have been achieved, and any outstanding actions and risks 

that have been transferred to ‘Business As Usual’. 
 

2.2 On 6th November the final element of the Local Policing Programme went 
live, when the new Prevention Teams started work in their local hubs, 

following training that took place throughout September. The new local 
policing model is now operational in full across the Force.  

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

activity needed to implement the Sussex’s new target operating model 
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(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 

 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). 

 
2.4 The programme was composed of five main projects which were overseen by 

two Programme Directors (a Superintendent and a senior staff member with 
programme specialism) who in turn reported into the Local Policing 

Programme Board (LPPB). Members of the Board consisted of Divisional Chief 
Superintendents and the Head of Crime, and senior leaders from enabling 
functions such as ICT and estates. The Senior Responsible Officer for the 
programme, and Chair of the LPPB was the Assistant Chief Constable for Local 

Policing. Deloitte provided delivery partner support to the programme, with 
expertise in organisational design, demand analysis and change management. 
 

2.5 All projects followed the same defined process, which was intended to ensure 

appropriate control, with clear points when senior stakeholders could make 
decisions regarding design, benefits and operational risks. The projects had 

defined scope set out in Initiation Documents, and Detailed Designs and 
individual business cases were considered by the Programme Board and the 

Force Investment Board. Once designs were approved implementation 
planning was undertaken and Readiness Assessments were provided by the 

Implementation Director to the Board, to consider potential for unintended 

consequences prior to ‘go-live’. This process allowed the successful 
anticipation of issues and mitigation of risk. Key components of the 

Programme were as follows: 

 

2.6 Investigation and Resolution Centre: a new facility to investigate and 
resolve low risk crime and incidents over the phone, resulting in swift 

resolution for victims, and reducing demand on frontline officers. Our 
evaluation shows that from 1st March 2016 to February 2017 showed that the 
resolution centre had reduced deployments to the frontline by over 42,000. 
The centre is staffed by qualified officers and staff who have received specific 

training for dealing with matters over the phone and use the Force 
Investigations Framework. The centre required an investment of £1 million 

per year.  
 

2.7 PCSO project: re-designed the role of PCSO and provided them with more 
powers and increased training, as well as the ability to be deployed flexibly. 

This enabled them to take statements and equipped them better to deal with 
community problems. The changes to the PCSO role created £3.3 million in 
savings.  
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2.8 Investigations Project: 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. It 

also focussed on the upskilling of all supervisors in Investigations and the 
creation of a staff career path within the department.  Central to the model is 

more effective management of demand, a reduction of handovers, and the 
delivery of a more efficient service for victims. This was achieved through the 

use of the Investigations Framework to prioritise cases based on threat, risk, 
harm and vulnerability, and by enabling Response teams to deal with their 

own low level investigations, when not dealing with emergency calls. This 
project delivered approximately £6 million in savings.  

 
2.9 Criminal Justice project: consolidated CJ services to form a centralised 

criminal justice function at Brighton, re-organising processes to provide a 
more tailored service to victims and witnesses. The new model enabled staff 
to work more flexibly and focussed on making processes more efficient to 
align with national initiatives (Transforming Summary Justice and Better Case 

Management). The Criminal Justice changes saved over £2.1 million.  
 

2.10 Response Project: protected front-line officers, with no reduction in 
Response PC posts, 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). 
Demand on Response has been reduced through the Resolution Centre and 
will continue to be impacted through the introduction of mobile policing and 
changes to processes such as borderless deployment. These new ways of 

working, enable more autonomy for Response Officers and reduce pressure on 
supervision. This delivered over £1.6 million savings year on year.  

 
2.11 Prevention Project: increases the value of preventative activity and 

refocuses neighbourhood resources on community engagement and pro-active 
work, as well as improving the Forces’ problem-solving capability. New 

prevention teams of Officers, staff and PCSOs have been created along with 
new processes for tasking based on community intelligence. The design seeks 

to increase the value of prevention activity in order to reduce demand 
downstream, and provide capability to address hidden crime such as modern 

slavery.  The design was based on a substantial piece of demand analysis 
which demonstrated that there was scope to improve our approach to 
prevention by prioritising pro-active protective work and reducing the levels of 
abstraction that occur in neighbourhoods teams ( which has been addressed 

in changes to policy). The project also saw the creation of specialist youth 
officers, and a new licensing function. To date the project has produced 
savings of £13.8 million per year which will increase to £14.1 million when 
final posts are changed next year.  

 
2.12 Local Policing Support Team: provides a dedicated central capacity focused 

on implementing national initiatives, policy changes and best practice to 
improve service delivery across Local Policing.  This will replace services that 
were previously delivered by two separate teams (a CJ Policy Team, and the 
Local Policing Branch team). Creating a single centralized function, it provides 

£0.7million ongoing revenue savings through a reduction in posts. 
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2.13 Public Protection project: 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. The project completed a 

refresh of the demand data that underpinned uplifts in Public Protection to 
provide an appropriate structure for the distribution of new Investigator posts. 

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 will be presented to the Force Joint Change 
Board in December, and this will contain the final Financial Appraisal for the 

programme.  
 

3.2 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 shows that it has delivered a £27.6 
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 current savings schedule shows the actual value of the reduction in posts 
as £28.9 million per year.  

 
3.3 The cost of change to deliver the Programme is estimated at £8 million     

(including redundancy and pension costs as well as team costs, consultancy, 
training and ICT costs), against a projected initial cost of £17m. Taking into 

account those costs, the five year net revenue saving is £77.2 million (2015-
2020). 

 
3.4 A summary of non-financial benefits tracked by the Programme is given at    

Appendix One.  
 

3.5 To ensure that programme knowledge is retained final documentation 
including a full version of the model, an archive of all demand work, as well as 

a log of lessons learned that can be passed to other Force programmes will be 
handed on to the Local Policing Support Team to own, and governance for any 

changes to the new model will now be managed through the Local Policing 
Accountability Board.  
 

3.6 The Local Policing Programme Team will be dis-banded, but a small 

contingent of the team will remain in place until April 2018 to continue 
evaluating the projects and to complete Post Implementation Reviews (PIRs). 
Any actions arising from the PIRs are logged and allocated to business owners 
to implement, with future progress being monitored through the Local Policing 

Accountability Board.  
 

3.7 Post Implementation Reviews have already been completed for PCSOs, the 
Resolution Centre, and the Criminal Justice Project. PIRs for Investigations 
and Response will be concluded early in 2018 and the PIR for prevention is 
scheduled for the summer of 2018, when the changes have had sufficient 

time to bed in.  
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Risk 
 
4.1 At the point of closing the Programme there were 10 open risks on the LPP 

register (as opposed to 13 reported in the last update).  The open risks have 

gradually decreased as projects have closed and the scope of the Programme 
has become smaller. Of the open risks six were formally closed at the final 

Programme Board. The three remaining risks, which are detailed below, have 
been transferred to the Local Policing Accountability Board to manage: 

 

 

Stakeholder Engagement 
 

5.1 The Local Policing model was launched at the beginning of November to 
coincide with the ‘go live’ of the prevention model. This included a full media 

campaign (newsprint and social media), local communication with partners 
through Divisions, and the production of booklets and presentational materials  

describing local policing for distribution. A simultaneous communications 
exercise focussed on ‘how to contact us’ with contact details for local teams 
widely distributed in public locations as well as online.  

 

Conclusion 
 

6.1 The Local Policing programme has closed over a year early, and has delivered 
its main non-financial, as well as financial, benefits. Risks to the new model 

and Post Implementation Review recommendations still require monitoring, 
and a robust process is in place through the Local Policing Accountability 

Board, chaired by the Assistant Chief Constable for Local Policing.  
 
Contact details: 
Name: Sara Naylor  

Job Title:  Programme Director (Integration and Control)   
Email:  sara.naylor@sussex.pnn.police.uk  
 

 

Description Mitigation Closure status 

There is a risk that other 

programmes introduce 

changes which conflict with 

the TOM 

Continue with local policing representation on 

relevant programme boards and engagement 

through the Change Assessment Board to identify 

and challenge impacts upon the local policing model. 

Transfer to LPAB 

and CAB 

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. 

Partnership TTCGs have been set up to continue to 

engage with external stakeholders. This will provide 

a BAU mechanism to monitor partnership changes 

and engagement.  Partner agencies were engaged in 

the two-day prevention strand training. 

Transfer to LPAB 

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 

Small team retained beyond project closure. Staff 

from within the Change Delivery Team complete the 

outstanding PIRs. 

Monitor at LPAB 

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 

Decrease in allocations to Investigators of 7 Crime Types from 1.7 per person per month to 1 
Response/Investigations 

Evaluation Sept 2017 

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 
 

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

Evaluation Sept 2017 

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 

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 To be reviewed within CDD 

Effective and mutually 

beneficial partnership 
working 

Prevention model 

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

job 

Public Protection model Increased referrals from SARC 
To be reviewed within the 

project 

 


