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A. Executive Summary 

 Background A.1

1. Following the sign off of the Project Outline Document (POD) in December 2014, 
the BCH HR and L&D project team developed the Outline Business Case (OBC) 
which presented three options for an HR and L&D Target Operating Model 
(TOM). ‘Option 2’ was approved by the Joint Alliance Summit in February 2015 
as the best fit to be progressed to Full Business Case (FBC) development. The 
FBC here presents the chosen TOM in more detail, with a recommendation for 
approval by the Joint Alliance on the 14th May 2015 for a phased 
implementation with the full TOM implemented by April 2018. 

 The purpose of the HR and L&D transformation A.2

2. The HR and L&D transformation seeks to unify the HR and L&D functions of 
Bedfordshire, Cambridgeshire and Hertfordshire police forces into a single 
organisational support function. As a key initiative of the BCH Strategic Alliance, 
the transformation is being delivered to provide effective and efficient 
organisational support at a reduced cost whilst sufficiently enabling local policing 
in each force. 

 Our vision  A.3

3. The vision of the BCH HR and L&D function is that it will be able to effectively 
respond to and support the complex business of policing and enable high 
performing forces across Bedfordshire, Cambridgeshire and Hertfordshire by: 

 Recruiting the right people with the right attitudes behaviours and skills to 
meet the high standards that policing requires 

 Building the knowledge and skills required for those high standards 

 Managing large scale, ongoing change programmes in a complex 
employment model 

 Managing health and safety risks and wellbeing in a physically and 
psychologically taxing environment 

 Understanding and applying complex Police Regulations, terms and 
conditions for officers and staff across a relatively unionised workforce 

 Fully understanding the requirements of office holders and employees 

 How the project will deliver on its goals A.4

4. The project will deliver the proposed savings and levels of service through 
several means which are detailed in this Full Business Case. However the key 
high level enablers for the savings are that: 

 Functions will be brigaded into joint units to deliver economies of scale 

 Policies, procedures and processes will be streamlined and made common 
and consistent 

 New technology will be implemented to provide a high degree of self service 
capability and deliver other services more efficiently 
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 Line managers will take the responsibility for managing their people that is 
rightfully theirs  

 An overview of the chosen Target Operating Model A.5

5. The chosen Target Operating Model balances strategic, operational and 
transactional capacity and activity to an optimum level with a tolerable level of 
risk, achieving savings of 31.2% against a target of 26%. It is aligned to the 
design principles and capable of effectively supporting policing performance. 

6. The chosen TOM’s effectiveness and suitability can be viewed across six 
dimensions. The chosen TOM was scored from 1-5 across each of the six 
dimensions in order to determine its fit for the organisation and, based on 
professional judgement, it scored as follows: 

 

 

 

Customer Focus: The responsiveness of HR and L&D to the needs of the 

business 

Agility: The ability of HR and L&D to adapt to changing business 

circumstances 

Strategic Capability: The capacity to focus on organisational development 

activity 

Organisational Capability: The level of professional expertise with the 

various specialities 

Management Responsibility: The degree to which line managers will take 

activities displaced from HR and L&D 

Self-service: The degree to which managers, officer and staff will complete HR 

process through the IT portal 
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7. In designing the chosen TOM, a ‘Core’ service was defined across the HR and 
L&D functional areas. It was agreed that the ‘Core’ service levels should be 
supplemented with ‘Additional services’ in each functional area which would 
significantly reduce risks to operational effectiveness. Therefore the chosen 
TOM consists of both the ‘Core’ services as well as the recommended 
‘Additional’ services. 

 

 

8. The implementation of this Target Operating Model will achieve the following 
levels of savings: 

 

Table 1: Savings achieved by implementation of this Target Operating Model 

  

BCH Current 
Budget 

Final TOM 
Budget  

Savings  Savings (%) 

Staff 
FTE 214.43 134 

 
80.43   

£'000 7,748 4,963 
 

2,785 64.79% 

Officers 
FTE 57.5 39.5 

 
18   

£'000 3,054 1,940 
 

1,114 25.91% 

Non-staff £'000 2,981 2,581 
 

400 9.30% 

Total £’000 13,783 9,484 
 

4,299 100.00% 

 

 Timeframe for transition A.6

9. The chosen TOM will not be fully effective immediately as a period of transition 
will be essential in order to deliver the programme sustainably at the same time 
as maintaining effective day to day service delivery. Resources have been 

 Required to meet statutory 
obligations 

 Fundamental to the 
delivery of HR and L&D 
services 

 Would be unreasonable to 
pass on to customers 

 Required to reduce risk on 
demand 

 Required to reduce risk on 
resourcing 

 Required to reduce risk on 
cost 
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proposed and costed to achieve the required transformation and release the 
savings. 

10. There are a number of new technology solutions that underpin the new model 
that will not be fully rolled out and embedded until mid-2017.  

11. On these grounds, the final target operating model will be fully implemented by 
April 2018. Savings will however be released in part in each of the three financial 
years of transition. The detail of the proposed transition approach is set out in 
the economic case, section D.10, with a full implementation plan provided in the 
management case, section E.2. 

 Key project risks A.7

12. The project recognises key risks which are outlined in the strategic case, section 
C.8. The three greatest risks of these and their potential impacts are as follows: 

 

Table 2: Key project risks and their potential impacts 

Risk Impact 

That the expectations of service remain the 
same 

The model may become incapable of delivering it’s 
intended service levels 

That the technology needed for the new 

model does not deliver the functionality 
required 

The savings of the Target Operating Model may not be 
fully realised 

That the agreed savings may be too 
extreme, leading to a false economy  

Workforce capacity and capability may be severely 
damaged 

 Recommendation A.8

13. It is recommended that JCOB agree the TOM.   
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B. Purpose of this document 

 Purpose of the FBC B.1

14. The purpose of this Human Resources (HR) and Learning & Development (L&D) 
Full Business Case (FBC) is to provide key stakeholders with an understanding 
of: 

 Further detail on the Target Operating Model (TOM) for HR and L&D, based 
on the option agreed from the Outline Business Case (OBC) 

 The design decisions that have been made, and the rationale for those 
decisions 

 The analysis which has been conducted to support the design 

This document seeks approval from the Joint Chief Officers and the Joint 
Alliance Summit in order to progress to implementation. 

 The structure of this document B.2

15. This document has been prepared using the HM Treasure Green Book Five 
Case Model and is structured by the following chapters: 

 The Strategic case - sets out the strategic context and case for change that 
has led to the HR & L&D collaboration project 

 The Economic case - outlines the content and structure of the chosen TOM 
and demonstrates how it is best positioned to meet the existing and future 
needs of the three forces and three Offices of the Police and Crime 
Commissioner (OPCC) 

 The Management case - demonstrates how the project is achievable and 
can be delivered successfully to cost, time and quality 

 The Financial case - confirms funding arrangements and affordability 

 The Commercial case details the services or products to be procured if the 
preferred options are agreed. However this section is commercially sensitive 
and therefore not published in this document. 
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C. Strategic case 

 Introduction C.1

16. The Strategic case sets out the strategic context and case for change that has 
led to the HR & L&D collaboration project, demonstrating that the chosen TOM 
provides a strategic fit for the BCH organisation’s future operating environment. 

 The strategic case for change C.2

17. The BCH Strategic Alliance faces a £61.1m gross budget gap before the use of 
reserves over the medium term and has an objective to deliver a proportion of 
those savings through collaborating services. 

18. Addressing organisational support as part of that collaborative vision is an 
opportunity to maximise savings from this area of the business to preserve 
resources that directly contribute to the delivery of operational policing. 

19. A number of operational services have already been collaborated and are 
operating in three force units namely Joint Protective Services (JPS), yet 
organisational support functions have largely remained untouched by the 
collaboration programme with the exception of Procurement, Professional 
Standards and to a degree ICT. The HR and L&D functions in all three forces, 
whilst working in a cooperative way for a number of years, have not been 
positioned to support JPS through a single service delivery model. This creates 
significant frustrations and inefficiencies for line managers that have to use 
different policies, procedures and processes and receive inconsistent service. 
Some of these differences can also create tensions and morale issues with 
officers and staff in joint units and so may undermine efforts to achieve team 
cohesion. 

20. The HR and L&D function is one of the key enabling functions. Improving service 
delivery through a single collaborated model will bring many benefits by better 
supporting the operational business as well as delivering savings through 
economies of scale, removing duplication of activity and implementing common 
IT to deliver efficient and effective common processes. The function also 
provides a service to the Offices of Police and Crime Commissioners and to 
some collaborative units which go beyond the three forces e.g. the Eastern 
Region Special Operation Unit (ERSOU) and Counter Terrorism Intelligence Unit 
(CTIU). 

21. For the reasons set out above, HR and L&D is in the first phase of the current 
collaboration programme so that the necessary changes can be implemented 
and the benefits delivered. 

 Collaboration requirements C.3

22. A Memorandum of Understanding for the BCH Strategic Alliance, which was 
signed in December 2013, had the following objectives on which the HR and 
L&D transformation is based: 

 To provide effective and efficient operational and organisational services at 
reduced cost 

 To deliver a target operating model which protects and enables local policing 
in each Force area by sharing organisational and operational support 
services 
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 To provide agreed levels of service to support frontline policing whilst 
meeting the funding challenge 

 To maintain adequate provision of organisational and operational support 
services through collaboration. Service delivery in shared areas will be 
measured and improved against agreed Collaboration Service Agreements 

 To assist in achieving the aims contained within each Police and Crime 
Commissioners’ Plan whilst also having regard to the requirements of the 
Strategic Policing Requirement 

 Project objectives C.4

23. The aim of this project is to transform HR and L&D into an efficient, productive, 
future-proofed, collaborated department that is customer focussed and 
underpinned by skilled professionals and fit for purpose technology. The key 
objectives for the proposed solution are detailed below: 

 

Table 3: Project Objectives 

Project Objective Definition 

To deliver at least 26% 
cost savings 

 Reduce the running costs of BCH HR and L&D 

To maximise resources 

in the value added 
elements of HR 

 Increase the proportion of HR staff delivering either strategic level 

or subject matter expertise in the form of products, services or 
advice 

To increase 

consistency and 
commonality of service 

 Improve customer service by providing: 

– Consistent standards of service 

– Common policies 

– Common practices 

– Common processes 

To increase customer 
self-service 

 Improve customer service by provision of enhanced manager and 

employee self-service access to services and information through a 
powerful IT portal. 

 Design principles C.5

24. Design principles were created at the PCCs’ workshop on 5 September 2014 on 
which the chosen TOM design has been built: 

 

Table 4: Design Principles 

Design Principles Detail 

Service Requirements  Core service defined 

 Able to respond to a need for a greater level of service where 
required 

 Strategic Support that is tailored to individual PCC & Force needs 

 Maximises self service 

 Maximise the value-added elements of HR service in achieving 
efficiencies 

 Can be extended beyond the three forces 
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Design Principles Detail 

 Provides appropriate management information to inform actions 

Technology  Streamlines processes to achieve a single point of data entry  

 Maximise IT enablement to reduce costs 

 Maximise IT to reduce abstractions 

 Maximise IT to transform HR and L&D service delivery 

 Links HR, L&D, finance, duties, payroll & expenses 

 Provides a high degree of e-HR/self service capability 

 Provides a powerful easy to use portal/dashboard that makes 
accessible the enhanced self-service facilities and information for 
managers and staff 

 Drives down transactional costs 

 Procured to meet specified requirements aligned to the design 
principles 

Culture  Customer Focused 

 Greater emphasis on a consultancy style of service delivery, 
maximise value-added resources to have a leading role: 

– in changing force(s) culture and direction 

– developing leaders 

 Self Service culture 

Structure  Aligned to the planned multi service Shared Service target 
operating model 

 One Stop Shop for all transactional people services including 
payroll and expenses 

 Customer Efficient 

 Maximises the use of agile working 

Location  No boundaries on location 

 Shared service centre approach (but can be virtual) 

 Flexible locations embracing an Agile working approach 

People  Trained, competent and confident to operate the new target 
operating model 

 Provision of customer care 

 Ability to continuously improve 

Performance 
Management 

 Capability to report against both quantitative and qualitative 
measures. 

 Scope C.6

25. The following HR and L&D functional areas are in the scope of this project: 

 Senior Team (+PA Support) 

 Change Management 

 Employee Relations 

 Equality & Diversity 

 HR Systems Management 

 Learning & Development and Leadership Development 
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 Occupational Health 

 Pay & Conditions 

 Transactional Services (Including Payroll) 

 Workforce Planning and Recruitment 

 

 Strategic considerations C.7

26. The design, resourcing and capability of the HR function is determined in direct 
response to the complexity and the nature of the business and so it has been 
essential to recognise the unique characteristics of the policing environment and its 
relationship with the HR and L&D function in the design of the TOM. 

 Role & Purpose of HR and L&D in the Police Service C.7.1

27. The operating environment across the three forces is highly complex. In order to 
deliver policing performance, the workforce capacity and capabilities need to 
align to the delivery of the strategies and plans. In the context of reducing funds, 
people remain a crucial asset and key to delivering performance. The people 
cost in BCH is circa 84% or £347m of the total budgets. HR and L&D contribute 
to service delivery as an integral part the business by providing products and 
services that can enable the best return on that investment by: 

 People capability building; strengthening the skills, competencies and 
abilities of people 

 Longer term resource and talent management planning 

 Using business insights to drive change in people management practices 

 Advising on the people implications of organisation change, making 
recommendations 

 Intelligence gathering of good people management practices internally and 
externally, to sight chief officers and PCCs 

28. The nature of policing and the significant budgetary constraints requires HR 
products and processes that are, in some instances, more complex than in other 
organisations and sectors, for example: 

 Recruitment and selection processes to identify people with the right 
attitudes, behaviours and skills to meet high standards that policing demands 

 Building knowledge and skills to meet those same high standards 

 Large scale on-going change programmes in a complex employment model 
and with significant levels of governance 

 The management of health and safety risks and well-being in an environment 
that is inherently taxing on both physical and psychological health 

 Understanding, interpreting and applying complex police regulations and staff 
terms and conditions for officers and staff in a comparatively highly 
‘unionised’ environment 

29. It is in that context and operating environment that the design of the chosen 
TOM has been determined. The expected level and type of products and 
services that will be demanded by the business to support the policing effort in 
the three counties is balanced with need to reduce the cost of the function. The 
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savings can be achieved by brigading functions to achieve economies of scale, 
implementing technology with significant self-service and reporting capability, 
streamlining policies and processes and by ensuring that line managers are 
skilled and confident to deal with their people. Beyond the efficiencies that can 
be achieved through structural and technological efficiencies, the OBC option 
agreed for the TOM set out in detail the range of services that would be provided 
and those that would cease highlighting the associated risks and issues of no 
longer delivering a set of activities whether that be strategic or operational. The 
TOM will require a different way of working for both the HR and L&D team, and 
Officers and Staff at all levels in the three forces. Fundamental to success of the 
TOM will be engagement with and support for the new approach and direction. 

30. Appendix A sets out the services, by function, that will be provided and the 
services that will cease to be provided by the new TOM. 

 

 External factors C.7.2

31. There are a number of external factors for BCH that add further HR and L&D 
challenges. All three forces have highly competitive labour markets because of 
good transport routes into London, high house prices in common with other 
south-east forces, localised prestigious sector specific organisations and low 
unemployment. The improving economy is apparent through early signs of 
retention and recruitment difficulties in some specialist staff roles, for example, 
ICT and proximity to the Metropolitan Police Service (MPS) remains a risk in 
losing both officer numbers and specific skills. 

32. Alongside these factors, there are the more general changing attitudes and 
expectations that people have of work and their employers that are impacting all 
organisations. Studies have shown that those in their 20’s and 30’s (‘Generation 
Y’) are typically more family centric looking to work more flexibly as well as being 
achievement and team orientated seeking to be developed, involved and 
engaged as well as more willing to question. These workers will form a larger 
proportion of the workforce over the next 5-10 years as older workers retire 
which will place even greater challenges for recruitment and retention of people 
to a 24/7 operation that is seeking to appoint the best people and build a diverse 
workforce. Whilst the police service is not positioned to respond through financial 
benefits that may be offered in the private sector, it does still have a sound 
proposition to market but will have to adapt and flex traditional ways and styles 
of working to attract talent to maintain a high performing policing service. 

33. The changing policing environment has a direct impact on the function requiring 
new L&D products in response to issues such as Cyber-crime. Likewise, 
changes in employment legislation and case law require updates to policies and 
practice. 

 

 Workforce planning C.7.3

34. Delivering the workforce numbers required is a major area of activity for the HR 
function in particular the initial recruitment of officers, Specials, PCSOs, 
communication officers etc. It is a resource intensive activity requiring most of 
the teams from across the function to dedicate resources to bring the right 
quality of people into the organisation at the right time to ensure that operational 
capacity and capability is maintained. Aside from those dealing with the 
recruitment itself, other teams critical in the process are Occupational Health and 
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a range of Learning & Development teams – initial induction/knowledge training, 
IT training, personal safety training, driver training etc. 

35. The tables below show the planned resourcing projections for each force in line 
with medium term budget plans in the next three financial years. The total 
requirement that will need to be managed by the collaborated department will be 
bringing in somewhere between 800-1000 people each year based on those 
projections. The size of this task, however, is far greater as for each new hire an 
average of 4-6 applications will need to be processed. 

36. Whilst the operating model has been designed to accommodate this level of 
demand, forward planning will be critical to effectively resource and manage this 
activity to meet the required targets under the new operating model. Conflicting, 
unplanned new demands are unlikely to be readily met so to manage 
expectations a new way of working will need to be agreed. For example this 
would require that with effect from 2016/17 a joint Workforce Plan is agreed for 
the three forces with a rolling three year forward projection and that the plan is 
only varied in joint agreement for any proposed major changes in the 
requirement. 

 

Table 5: Resourcing Projections for Bedfordshire 

 2015/16 2016/17 2017/18 

Police Officers – New Recruits 15 30 30 

Police Officers – Transferees 4 10 10 

PCSOs 0 10 10 

Specials 176 172 170 

Police Staff 80 80 80 

Total 275 302 300 
 

 

Table 6: Resourcing Projections for Cambridgeshire (Averages) 

 2015/16 2016/17 2017/18 

Police Officers – New Recruits 80 80 80 

Police Officers – Transferees 6 6 6 

PCSOs 20 20 20 

Specials 96 96 96 

Police Staff 110 110 100 

Total 312 312 302 
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Table 7: Resourcing Projections for Hertfordshire 

 2015/16 2016/17 2017/18 

Police Officers – New Recruits 132
1
 48 15 

Police Officers – Transferees 24 20 20 

PCSOs 72 54 54 

Specials 140 100 100 

Police Staff 100 100 100 

Total 468 322 289 
37.  

 

 Non-transferrable skills C.7.4

38. It is important to recognise that whilst the collaborated function may have circa 
170 staff in the future, they will not be an omni-competent group of people 
capable of being deployed across the full range of disciplines in the new model. 
The HR and L&D function is and will be made up of a number of discrete 
specialities that are not interchangeable; for example an Occupational Health 
Nurse does not have the skillset to deal with a redundancy programme and an 
HR Change Manager will not be able to deliver personal safety training. 

39. Whilst undoubtedly collaboration will provide a degree of resilience which will 
benefit all forces, it would be inadvisable to view the new department as being 
capable of absorbing large demands for service variation where these are 
unplanned or have major resource implications. 

40. However, in designing the chosen TOM in detail, several opportunities for cross-
skilling between disciplines to allow for greater flexibility and mobility have been 
identified. These have been highlighted in the table below, which provides an 
indicative snapshot of potential cross skilling. 
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Table 8: Indicative snapshot of potential cross skilling areas  
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Change staff                  

Employee Relations                  

HRBP                  

Occupational Health                  

Recruitment                  

Equality & Diversity                  

Pay & conditions                  

HR systems                  

Workforce Planning                   

Initial / Operational  
training 

                 

IT Training                  

Driving Instruction                  

Safety trainers                  

Crime trainers                  

Assessors                  

Leadership Dev.                  

Transactional servs.                  

Key 

 Areas where there are existing opportunities for cross-skilling / the same area 

 Areas where there are potentially opportunities for cross-skilling  

 Areas where there are limited opportunities for cross skilling 

41. It is possible that there are more potential areas of cross skilling for managers 
within each function. 
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 Risks C.8

42. The top three risks associated with the HR and L&D project are shown below 
together with the cause, the potential effect should the risk materialise and the 
mitigations. 

 

Table 9: Key project risks, causes, effects and mitigating actions 

Risk Cause Effect Mitigating Action 

That the 

expectations of 

service remain 
the same  

 Chief officers, 

commissioners and 

managers do not fully 
support the new 
operating model once 
implemented 

 Senior leaders do not 
support and drive the 
changes in 
expectations that line 

managers take a 
greater responsibility 
for managing their 
people 

 Strategic priorities and 
deliverables are 
changed frequently 
and/or at short notice 

 Strategic priorities and 
deliverables compete 
for the same resources 

because they are not 
jointly agreed 

 Valuable 

organisational 

development work 
cannot be progressed 
in the timescales 

required because of 
the volume of 
demands 

 Reduced effectiveness 
and quality of service 

due to managing 
changing and 
competing demands  

 Unreasonable 

expectations placed on 
HR and L&D staff 
creating a chaotic 
environment 

 Leads to reputation 
damage leaving HR 
and L&D staff 
demoralised 

 External support 
needs to be bought in 
to ‘shore-up’ the 
function 

 Consultation and 

engagement sessions 

will be used to ensure 
Chief Officers, 
commissioners and 

managers are ‘on-
board’ and support the 
new operating model. 

 Chief Officers drive the 
cultural expectation 

that line managers 
take a greater 
responsibility for 
managing their people 

 Chief Officers to agree 
a joint BCH annual 
strategic plan for HR 

and L&D and jointly 
agree any major 
variation to service 
requirement. 

 Training materials and 
information for 
managers will be 
made available online. 

 On-line ‘tool-kit’ i.e. 
provision of 
standardised 
templates, letters, 

briefing/presentation 
formats 

The technology 

needed for the 
new model does 
not deliver the 

functionality 
required 

 The systems procured 
are sub optimal 

because of costs or 
other constraints  

 The implementation of 
the systems procured 

is delayed or more 
protracted than 
expected due to 

unforeseen challenges 
(procurement, ICT or 
otherwise)  

 There are competing 

demands for 
technology e.g. Athena 

 Adverse impact on the 
cost savings that can 
be achieved 

 Will not achieve the 
cultural shift planned in 
the new model  

 Ability to achieve 

common processes 
may be damaged 

 Anticipated resource-
based cost savings are 
unachievable within 
expected timescales 

 Key HR system will not 
be supported / 

 Not removing certain 
posts to ensure 
delivery of service.  

 Ensure processes can 
be aligned if not IT 
enabled. 

 Enhance the system to 
meet the requirements 

 Ensure ICT are aware 
of time scales. 

 Ensure resources are 
not reduced until 
ready. 
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Risk Cause Effect Mitigating Action 

implemented on time. 

Savings agreed 

are a false 
economy  

 It is determined that 

the size of the budget 
gap necessitates 

greater savings than 
those recommended 

 The ability to transition 

to the new model 
cannot be realised 

effectively creating a 
significant reduction in 
the level and quality of 
services 

 Error rates increase 
leading to increased 
levels of complaints 
and loss of confidence 
in the function 

 Higher levels of 
successful litigation 

 Reduced effectiveness 
of the whole BCH 

workforce as HR 
issues are not 
effectively managed by 
line managers. 

 Ensure assumptions 

made in the FBC are 
clear and track the 

realisation of those 
assumptions.  

 Ensure the HRIT 
system allows for the 
provision of 

standardised 
information/reports/cal
culations on-line e.g. 

staff details, 
structures, numbers, 
travel costs, 

redundancy costs etc. 
which managers can 
access and use 

themselves to reduce 
error rates. 

 Ensure line managers 
are sufficiently skilled 

to take on greater 
responsibility. 

 

 Dependencies and other considerations C.9

43. In order to ensure the successful implementation of the HR and L&D 
collaboration project, an awareness of other trends, activities and projects in the 
business is essential. 

44. Many of the efficiencies and savings listed here are dependent, or partly 
dependent, on the process automation and manager self-service enabled by a 
system or suite of systems. Should the implementation(s) fail or be delayed, then 
the efficiencies and savings listed in this document will also be reduced or 
delayed respectively. 

45. A summary of the key IT projects on which this Collaboration project is 
dependent is shown in the table below. Equally, other projects such as ATHENA 
will be further enabled by a single organisational support ICT system. In addition, 
potential future large-scale collaborations such as Public Contact would be better 
supported by a single BCH HR and L&D function both during change and as part 
of ‘business as usual’. 

 

 IT dependencies C.9.1

46. The Strategic Alliance has agreed to the procurement of new technology to 
enable collaboration and achieve efficiencies in line with the METIS principles 
and lean methodology. The HR IT requires significant functionality and robust 
and improved self-service capabilities for managers and officers/staff to enable 
self-service activity. This will be accessed through a powerful and intuitive 
portal/dashboard reducing data processing by staff and providing common and 
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consistent processes which will be of particular benefit to collaborated units. 
These requirements have been specified in detail for the tender process. 

47. The IT solution has specified an integrated or interfaced HR, Finance, duties, 
payroll and expenses system(s) that will enable single keying of any data that 
will flow seamlessly into the other applications and so enhance data quality and 
improve the quality of management information and business intelligence. The 
aspiration is to give line managers real-time information through the portal to 
enable them to better discharge their management responsibilities and to reduce 
reliance on contacting organisational support departments for everyday 
information such as sickness levels or annual leave booked. 

48. The degree to which this vision can be delivered, the level of functionality that 
will be available and the time it will take to implement will have a significant 
bearing on the scale and timing of efficiencies as well as the shift in behaviour by 
line managers and officers/staff from a reliance on HR to a recognition that they 
can self-serve and, for managers, a recognition of their responsibilities for people 
management. 

49. Alongside this major procurement, there are also other technologies involved in 
the HR and L&D TOM implementation. The key technology dependencies are 
listed below: 

 

Table 10: Key technology dependencies and their Go-live dates 

Service Description Go-live date 

 HRIT System July 2017 

 CRM System April 2016 

 Digital Learning Strategy – Digital learning technology April 2016 

 Occupational Health System June 2016 
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D. Economic case – Detailed TOM Design 

 Introduction D.1

50. The Economic case outlines the content and structure of the chosen TOM and 
demonstrates how it is best positioned to meet the existing and future needs of 
the three forces and Offices of the Police and Crime Commissioner (PCC). It 
shows how the chosen TOM has been assessed against the project objectives, 
critical success factors and risks, to be suitable for progression to 
implementation. 

51. An overview of the methodology used to assess costs can be found in Appendix 
H. 

 Design and selection of the TOM D.2

 Approach to the TOM design D.2.1

52. A collaborative approach has been taken to the design of the new BCH HR and 
L&D function with the relevant BCH Senior Managers working in their area of 
expertise. To ensure strategic coherence of the TOM, oversight of design has 
been led and managed by the Strategic Lead. 

53. The savings target, design principles and project objectives have been the key 
factors considered when building the chosen TOM and in order to meet the 
challenge of identifying at least 26% of savings, three TOM options were created 
from a zero-base approach. 

54. A balanced scorecard approach was used to identify which of the three TOM 
options was most suitable for the new organisation whereby the three options 
were scored against how well they met the four key objectives of the project. 
Each objective was giving a weighting based on how important they were to HR 
and L&D, and deductions were also made to the options’ scoring to account for 
risk and sustainability. The balanced scorecard for the chosen TOM is included 
below and full details of the methodology can be found in Appendix B. 

 

Table 11: Balanced score card approach to selecting chosen TOM 

Objectives Weighting 

Score 
(1-5) 

Weighted 
score 

Risk and 

sustainability 
discount 

Final 

score 
(Out of 5) 

To increase 

consistency and 
commonality of 
service 

33% 4 1.32 48% 0.63 

To increase 

customer self-
service 

28% 4 1.12 48% 0.53 

To maximise 

resources in the 

value added 
elements of HR 

24% 4 0.96 48% 0.46 

To deliver at least 
26% cost savings 

15% 4 0.6 48% 0.29 

 

    1.91 
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55. The chosen TOM provides all the recommended options for the specialty. That 
will: 

 Better support the complex operating environment 

 Have additional flexibility to respond to minor or limited changes in demand 

 Have improved customer focus and support 

56. This model balances strategic, operational and transactional capacity and activity 
to an optimum level and a tolerable level of risk achieving savings of 31.2% 
against a target of 26%. It is best aligned to the design principles and better 
capable of contributing effectively in support of policing performance. 

57. This work will need to be undertaken whilst ensuring that key services and 
activity on which the forces rely continues to deliver as needed. 

 Current state assessment D.2.2

58. A full assessment of the as-is organisation was undertaken. This included an 
analysis of both the current organisational structures (see Appendix C), as well 
as an activity analysis where HR and L&D staff activities were assessed and 
analysed at a high level to highlight the differences in services between the three 
forces and the assumptions around whether the services were essential / 
statutory, highly desirable or optional. Professional judgement was used to split 
current roles between services and this highlighted the concentration of FTE 
resources in each activity area which in turn informed the recommendations for 
the Target Operating Model. 

 Listening to the voice of the customer D.2.3

59. During the development of the chosen TOM, a series of customer engagement 
sessions were organised to understand the requirements for service that needed 
to be built into the TOM and to test our initial thoughts about the design of the 
new operating model. These sessions were held with the Chief Officers of the 
three forces, the JPS Command team and line managers from across the three 
forces. The detailed feedback can be found in Appendix D. 

 Key changes D.3

60. The chosen TOM proposes many changes across HR and L&D, however the 
key high level changes under which most changes fall are as follows: 

 

 Functions will be brigaded into joint units to deliver economies of scale 

All functions will operate on the basis of a single joint team providing service 
to all three forces. Those functional areas are set out in D.3.1 below. 

 

 Policies, procedures and processes will be streamlined and made 
common and consistent 

Service standards, policies, procedures and processes will be common for all 
forces. For example, recruitment, selection and promotion policies, sickness 
absence and police staff discipline.  

The service standards, policies and procedures will be largely aligned by late 
2016 and some manual processes streamlined by spring 2016 all led by a 
new BCH HR and L&D senior team.  Other services will rely on the 
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implementation of new technology for example the digital learning system as 
will the process automation or part automation following the implementation 
of the new HR IT system in 2016. 

 

 New technology will be implemented to provide a high degree of self 
service capability and deliver other services more efficiently 

The new operating model will rely on a number of new technology systems to 
both deliver service efficiently and effectively to customers, and to reduce 
processing costs.  The systems will include: 

- HR IT System – to provide data storage for HR and L&D; automate 
the management of activity; provide self-service for managers and 
staff to HR processes, updating records and management 
information; provide improved capability for HR business intelligence 
reporting 

- Digital Learning System – learning delivered through technology that 
allows the ‘student’ to learn at a time, place, pace and style that best 
suits.  This will deliver a modern flexible solution that is well-suited to 
a 24/7 organisation.  Benefits will accrue for officers and staff as well 
as volunteers such as Specials. 

- CRM – to provide a basis to capture all customer queries and track 
resolution; hold the ‘knowledgebase’ of policies, procedures, 
information, toolkits, FAQs and guidance for managers and staff; 
report on KPIs for resolving customer queries. 

 

 Line managers will take the responsibility for managing their people 
that is rightfully theirs 

The new operating model will require line managers to take responsibility for 
managing their people issues only turning to HR for technical expertise 
where complex and/or high risk cases need to be managed.  Line mangers 
will be skilled and confident to deal with a range of matters requiring the use 
of HR policies and procedures by easy access to toolkits, guidance, 
information and telephone advice to help them through the necessary steps 
that they need to take.  Examples will include informal stages of staff 
capability or officer performance procedures, managing sickness absence 
including taking the first stage of formal action and dealing with the informal 
or formal stages of a police staff discipline  

 Headline Changes for HR and L&D functional areas D.3.1

61. Each functional area will see its own unique changes based on the chosen TOM. 
The table below provides a summary of the headline changes to each functional 
area. The detailed services are set out in full in Appendix F.  
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Table 12: Headline changes by functional area 

Functional Area Headlines 

 

 Centralised and rationalised senior structure 

 Interim capacity and capability to transform HR and L&D 
required 

 Will require agreement and forward planning of strategic 
priorities by BCH JCOB 

 

 Maintain capacity and expertise for change management 

 Support delivery of the introduction of new consistent terms 
and conditions for all staff 

 Scaled down and resourced in employee relations, once 
BCH Change Programme delivered 

 

 Provides expertise and advice on employee relations 
issues managing complex cases to limit organisational risk  

 Standardised and streamlined policies and processes to 

support line managers 

 HR Business Partner allocated to major operational 
functions to maintain focus and an understanding of the 
needs of the business 

 

 Provide expert specialist advice in respect of duties and 

responsibilities under equality legislation 

 To advise on equality and inclusion initiatives that develop 
a representative workforce 

 

 Develop BCH e-HR technology to drive out efficiencies and 
enable high quality self-service capability underpinned by 

common IT systems 

 Maintains the integrity of the data and systems to ensure 
accurate management information and enables the self-

service hierarchy 

 

 Focus on identifying and responding to agreed learning and 
development priorities 

 Use of digital technology to enable learning 

 Contribute to the creation of a Learning Organisation which 

gives people the skills and confidence to lead, problem-
solve, innovate and continuously improve the way business 
is done 

 

 Ensure compliance with relevant legislation and to mitigate 
health risks to individuals and the organisation 

 Treatment for physical or psychological conditions will not 
be provided and will be the responsibility of the individual 
through NHS or private means 

 Managers will be expected to refer cases to the 
Occupational Health Unit (OHU) in line with tightened 

Change Management 

Employee Relations 

Equality & Inclusion 

HR Systems 

Learning & Development 

Occupational Health 

Senior Team 

(+PA Support) 
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Functional Area Headlines 

criteria 

 Health & Safety services will be largely advisory and line 

managers will need to take a more active role in the 
management of and risks and health and safety 
governance 

 

 Source of expertise and advice on Police Regulations and 
staff pay terms and conditions 

 Ensures consistency in the interpretation and application of 
all regulations and terms and conditions 

 Leading contribution in the introduction of new consistent 

terms and conditions for all staff 

 

 Provide workforce planning data, analysis and 
management information to deliver business requirements 

 Policy and planning function to ensure resourcing to the 
right number of people with the right skills and behaviours 

for their role 

 To identify and address under representation in the 
workforce and plan and implement initiatives to address 

 

 Easy to contact people services one stop shop for all HR 
and payroll transactional services 

 Aligned with METIS providing streamlined processes 
underpinned by new and modern IT solutions, in line with 
metis principles, to maximise the benefits of manager and 

employee self-service and reduce transactional costs  

 Assumes a high degree of IT functionality within 2 years 

 The structure of the new HR & L&D D.4

 Organisational structure D.4.1

62. The new HR and L&D function will result in significant changes to its operating 
structure. A high level structure for the management of the new function is 
shown below and detailed organisational structures can be found in Appendix G. 
These are broken down to show headcount by position in each of the functional 
areas: 

 

 

 

 

  

Transactional Services 

Pay & Conditions 

Recruitment 

Workforce Planning 
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Figure 1: New organisational structure for HR & L&D 

 

 

63. The new HR and L&D structure has been aligned to the proposed Senior 
Structure where functional areas will be split across the four Senior Managers. 

 Roles in the new organisation D.4.2

64. Full role profiles for all the roles in the new structures have been designed and 
police staff roles have been evaluated to determine the relevant grade. These 
role profiles will be available on the BCH intranet portal once consultation has 
begun. 

 Resource plan D.4.3

65. Following consultation, posts in the new structure will be filled. This will be on the 
basis of the following: 

 Where staff are in posts which are substantially unchanged in the new 
structure, where there are sufficient posts, they will be allocated a post in the 
new structure. 

 Where posts are substantially unchanged, but there are more potential 
members of staff than there are posts, there will be a selection process 
amongst that group of staff to fill those posts. 

 Where there are new roles or vacancies, in the first instance priority will be 
given to consideration of staff who are at risk of redundancy. Thereafter they 
will be advertised, in line with policy. 

 Any roles which remain unfilled following the above processes will be 
advertised in accordance with the BCH Establishment & Resourcing 
Principles. 
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 Functional Architecture D.5

66. The new HR and L&D function will consist of several key components that will 
work on a matrix model to best serve customers and achieve efficiencies: 

 An HR intranet portal and knowledge base that will provide efficient self-
service and query resolution 

 A transactional team that will process administrative HR tasks received 
through the IT workflow, emails or calls across the employee lifecycle 

 Strategic and technical expertise to support the business 

 HR Business Partners who will be aligned to business areas to ensure that 
HR and L&D is ready and able to support changing requirements 

 

Figure 2: Functional Architecture 

 

 

 

 Service Delivery Model – The customer journey D.6

67. The functional architecture will lead to a new customer journey that officers and 
staff will need to follow. There will be a phased education and communication 
process as new IT or services are implemented to achieve a successful shift to 
the new way of operating. 

68. The customer journey – or Service Delivery Model – is based on a tiered 
approach to delivering services and responding to queries whereby as much 
activity as possible is performed by self-service. Transactional and specialist 
activity subsequently decrease in quantity. HR and L&D activity will reduce over 
time and so release the efficiencies. 
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Figure 3: Service Delivery Model 

 

 Agreed service and variation D.7

 Services Offered D.7.1

69. The services that are offered in the new function will vary from the current 
models. In order to standardise the services provided between the three forces 
to a consistent level there will be a reduction of services in some areas and an 
increase in others. An overview of the changes in service at a high level is 
included in D.3.1 ‘Headline changes for HR and L&D Functional Areas’. A full list 
of the services that will be offered and those that will stop are included in 
Appendix A. 

 Service variation D.7.2

70. The TOM services in Appendix A will be the agreed service. It will be natural on 
a day to day basis for different forces to use different levels of service to respond 
to the particular needs within that defined agreed service but where variation by 
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one force is significantly different for a sustained and/or on-going period then 
provision and/or the timescale for delivery of the service or product will require 
discussion and negotiation. The criteria for distinguishing the minor from the 
major variations may include: 

 Use of resources in one or more specialties over a sustained period of time 

 Providing additional products or services that would affect officers or staff of 
one force only that would cut across the objective of providing common 
services, polices and processes particularly for collaborated units 

 Providing additional products or services that would create additional cost 
and resources outside of the agreed budget for the new target operating 
model 

71. If circumstances were to occur where service variation was required that fell 
within the criteria set out above, then the BCH Strategic Head of HR would 
discuss with the relevant DCC in the first instance and then refer the matter to 
the DCC lead for HR. On exceptional occasions the matter may be referred to 
JCOB via a formal report to determine the priorities for use of resources of a joint 
function serving all three forces. For example, if one force wanted to increase 
police officer recruitment beyond that which was originally planned in the HR 
Annual Plan, and that work could not be resourced by bringing in temporary 
resources that would be funded by that force, then there would need to be joint 
agreement about whether there could be an adjustment to the timing or level of 
activity for the other two partner forces. 

 Policy and procedure development D.7.3

72. A significant level of activity for the HR function and L&D is the development and 
maintenance of HR policy and procedure. Many have a legal basis and translate 
the statutory requirements into more detailed local arrangements. Others set out 
local terms and conditions often with information drawn from Police Regulations 
or national staff terms and conditions that likewise need to be clearly articulated 
so that these terms and conditions are applied fairly and consistently. 

73. Some of the HR and L&D activity will be the development of new policy and 
procedure to meet business requirements and other activity will be the updating 
and maintenance of existing documents where there has been a change for 
example a change in legislation. 

74. The reference to policy and procedure development and maintenance has not 
been set out under each specialist area in HR and L&D in the operating model 
options but will form a key part of the essential work that the function will 
undertake. 

 Costs and savings D.8

 Staff costs and savings by functional area and grade D.8.1

75. The tables below shows the staffing levels and associated costs in each of the 
HR and L&D functional areas. It also shows the difference between the current 
staffing levels and the staffing levels as of the final TOM go-live, highlighting the 
savings: 
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Table 13: Staff costs and savings by functional area and grade 

Functional Area 

Current budget Final TOM  Total Savings 
Savings 

as a % 

FTE £,000 FTE £,000     FTE £,000 % of £ 

Senior Team (+PA 
Support) 

15.49 1,037 7 399 

  Staff 7.49  542 13.91% 

  Officers 1 96 2.46% 

Change 
Management 

12.06 481 4 164   Staff 8.06 317 8.12% 

Employee 
relations 

24.83 1,112 18 778   Staff 6.83 334 8.57% 

Occupational 
Health 

25.43 832 13.5 490   Staff 11.93 343 8.79% 

HR Systems 8.95 353 4 164   Staff 4.95 189 4.85% 

Learning & 

Development 
120.22 5,125 83 3,562 

  Staff 21.22 616 15.81% 

  Officers 16 947 24.28% 

Pay & Conditions 2.52 102 4 151   Staff -1.48 -49 -1.25% 

Transactional 
Services 

49.9 1,234 32 836   Staff 17.90 398 10.20% 

Workforce 
Planning & 
Recruitment 

(including Equality 
& diversity) 

12.53 527 8 360 

  Staff 3.53  96 2.45% 

  

Officers 1 71 1.82% 

  

Total 271.93 10,802 173.5 6,903   Total 98.43  3,899 100.00% 

 

Table 14: & of Savings by Level 

Level % of Savings by Level 

5 2.71% 

4 11.39% 

3 4.27% 

2 30.87% 

1 22.19% 

Officers 28.57% 

Total 100.00% 

 

76. Due to the dependency on the implementation of the HRIT project, the payroll 
costs of a delayed IT implementation are summarised in the table below. The 
table shows the extra costs of the continuation of staff costs due to posts that 
would need to remain if the IT implementation were delayed.  
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Table 15: Payroll costs of delayed IT implementation 

Affected HR 
Function 

2015/16 2016/17 2017/18 2018/19 2019/20 

FTE £'000 FTE £'000 FTE £'000 FTE £’000 FTE £'000 

Total -1 -37 -1 -37 1 11 24 641 24 641 

 

 Non-payroll costs  D.8.2

77. Most of the non-payroll costs described as HR costs are costs managed by HR 
but are for the benefit of the forces. The split of these costs between those 
incurred to run the HR department and those for the benefit of the forces is 
based on the HR senior managers and function leaders best judgements. 

78. Baseline non-payroll costs across the 3 forces are £2.981m. The savings of the 
chosen TOM are £0.4m. The main activities receiving reduced funding and the 
consequences of reducing these savings are summarised in the table below. 

 

Table 16: Non Payroll Costs 

Category  
Savings 

Description 
£'000 

HR own department 41 Reduced office costs, professional fees 

Force wide 

Force wide training 150 Reduction in general training courses 

Training incidentals 50 Reduced training material, conferences 

Occupational Health 

159 Removal of "targeted health programmes" and Hepatitis B.  

Some reduction in psychology, physiotherapy and counselling 
support. 

Total saving 400   

 

 Transition costs  D.8.3

79. Transition Costs have been developed for each of the functional areas which 
includes redundancy costs, reimbursement of additional travel costs and the cost 
of services and support required.  

D.8.3.1 Redundancy, Reimbursement of additional travel costs and the cost of 
services and support required 

80.  Details of other support and services required that will need to be procured by 
each of the functional areas to transition successfully  and have been factored 
into implementation costs in the table below: 

 

Table 17: Redundancy, Reimbursement of additional travel costs and the cost of 
services and support required 

Description of Costs 2015/16 2016/17 2017/18 2018/19  Total 
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£'000 £'000 £'000 £'000  £'000 

Redundancy Costs 158 487 511 0 
 

1156 

Travel Protection Costs 0 0 64 64 
 

128 

Support Required 180 0 0 0 
 

180 

Services Required 280 175 0 0 
 

455 

Total 618 662 575 64 
 

1,919 

 

Table 18: Capital Implementation Costs 

Description of Costs 

2015/16 2016/17 2017/18 2018/19  Total 

£'000 £'000 £'000 £'000  £'000 

Pension Strain 79 244 255 - 
 

578 

Total 79 244 255 - 
 

578 

 

D.8.3.2 Integrated system costs 

81. As referenced, a separate project is being progressed to procure an integrated 
system for Finance, HR and L&D, Duty Management, Payroll, Expenses and 
Employee and Manager Self Service. The costs for this system are being 
developed in a separate Business Case. 

82. The project will also require several HR and L&D subject matter experts to be 
put forward to help deploy the HR modules of the IT project. These will factored 
into resourcing decisions once the IT project resource plan has been finalised. 

D.8.3.3 Digital learning strategy costs 

 

 Governance D.9

 Governance structure for HR and L&D  D.9.1

83. The new HR and L&D operating model will require a governance structure that is 
designed to manage activity with the proper engagement of customers to ensure 
products and services meet the needs of the business and in some instances 
fulfil legislative requirements. In addition performance of the service identification 
and management of emerging risks and progress with transition to the target 
operating model will need to be formally and regularly reported to governance 
boards which will be collated through a series of functional HR and L&D boards. 

84. It is proposed that the governance structure shown below is subject to a formal 
detailed report to the Organisational Support Board with proposed terms of 
reference for each board for agreement.  
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Figure 4: Governance structure for HR and L&D 

 

 Governance bodies within the HR functional areas D.9.2

85. A list of the governance boards for BCH HR and L&D that will ultimately report 
through the Strategic Alliance governance arrangements is set out in Appendix I. 

 Measuring Effectiveness - KPIs/SLAs D.9.3

86. The table below shows how the HR and L&D function will measure its 
effectiveness going forward. Each of the Key Performance Indicators (KPIs) will 
be escalated to the most appropriate governance board and escalated for action 
where necessary.  

87. Some of the measurement of these KPIs require new systems, and so will not 
begin until these new systems are in place.  

 

Table 19: KPIs for each function, frequency and method of measurement and 
escalation routes 

HR Function KPIs Frequency Method Escalated to 

Change 
Management 

Results and feedback from 
questionnaires released to staff  

After major 

changes / 
change 
programme
s 

Questionnaire / 
survey 

BCH HR Board 

Employee 
Relations 

Satisfactorily progress cases and 

queries within set CRM response 
times in at least 90% of all cases 

Monthly Run report from 
CRM 

BCH HR Board 
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HR Function KPIs Frequency Method Escalated to 

Progress case work within procedural 

or alternatively agreed time scales in 
at least 90% of cases; ensuring 
delays in the business are escalated 
to the next level. 

Monthly Run report from 
CRM 

BCH HR Board 

Priority progression of gross 

misconduct/misconduct cases 
ensuring 90% of cases are concluded 

within 2 months. (Depending on 
whether investigations are PSD or 
LM led). 

Monthly Run report from 
CRM 

BCH HR Board 

HR Advisor support assists 

achievement of business aims in at 
least 90% of cases 

Bi-annually Survey with line 
managers 

BCH HR Board 

Report  statistics/trends regarding 
dismissals , ETs and case work 

Monthly Report from 

CRM and/or 

single HR 
database 

BCH HR Board 

Equality & 
Diversity 

Report organisational equality risks/ 
trends  

 Quarterly Employment 

monitoring 
report 

Individual Force 
Equality Boards 

Occupational 
Health 

Triage and initiate action in response 

to referrals within 3 working days of 
receipt 

Monthly Automatic report 
from system 

 BCH HR Board 

Management reports out within 3 
working days of appointment 

Monthly Report BCH HR Board 

Percentage of available appointments 
within rolling four week period 

Monthly Automatic report 
from system 

BCH HR Board 

Screening of health questionnaires 

for recruitment triaged within 3 
working days 

Monthly Report BCH HR Board 

Customer satisfaction with 
service/advice 

Quarterly Survey / 
feedback  

BCH HR Board 

Improvement in KPIs within annual 
performance plan 

Annually Report BCH Health & 
Safety board 

Learning & 
Development 

Mandatory Learning Completions – 

e.g. NCALT, PST, recertification, First 

Aid, Fitness Testing, Driving 
Assessments, PIP, CPD etc. 

Monthly Report  

BCH L&D group 

Non Attendance and action taken Monthly Report  

BCH L&D group 

Evaluation – Level 1 (learner 

satisfaction), Level 3 (manager 
satisfaction) 

Monthly Report  

BCH L&D group 

No. of bids coming in and progress 
(reported by exception) 

Weekly Report BCH L&D group 

Internal and external budget spend Monthly Report BCH L&D group 
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HR Function KPIs Frequency Method Escalated to 

Recruitment & 

Workforce 
Planning 

Target number of Police 

Officers/Specials/Transferees/PCSO’
s intakes are achieved for each 
intake as per the workforce plan. 

Monthly Automatic report 
from system 

BCH 

Resourcing 
Group 

At least 80% police officer new hires 
achieving 24 months service. 

 

Monthly Automatic report 
from system 

BCH 

Resourcing 
Group 

90% of lateral moves or promotions 

achieve a satisfactory PDR on annual 
assessment. 

Monthly 

Annual  

Automatic report 
from system 

BCH 

Resourcing 
Group 

HR Services 

(Transactional 
Services) 

85% of calls answered within 10 
seconds 

Daily Automatic report 
from system 

 

BCH HR Board 

Complex queries responded to within 
5 working days 

Weekly Automatic report 
from system 

 

BCH HR Board 

Simple queries responded to within 3 
working days 

Weekly Automatic report 
from system 

 

BCH HR Board 

Reduction in calls by 20% by April 
2017  and by 50% by October 2017 

 

Monthly Automatic report 
from system 

 

BCH HR Board 

 Transitional arrangements D.10

88. To transition to the new model there will need to be a significant amount of work 
undertaken to move from three force arrangements (new governance / policies / 
procedures / processes) into a single way of doing business which is well 
understood throughout all three forces at all levels. This will require strong 
capable leadership to deliver the changes in a coherent and effective manner 
whilst ensuring business as usual is maintained. This will include: 

 Consultation with circa 270 staff 

 Restructuring teams over a two and half year period firstly into initial 
transitional teams (if agreed) and then again into the proposed final model 

 Inducting staff into new roles and new teams 

 Implementing and embedding new technology and rolling out new processes 
and new ways of working 

 Streamlining all policies and procedures and producing toolkits and guidance 
for managers and staff 

 Building the self service capability and knowledge base that underpins the 
shift to self-service 

 Skilling managers so they have confidence to more fully manage their people 
issues 

 Undertaking wide scale communication with circa 8000 customers to keep 
them updated on changing services 

 Finalising the design of governance boards and setting them up 

 Reporting progress and performance to governance boards 
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 Alongside the transformation of the function there is also the need for 
strategic capacity to: 

o Support the BCH collaboration and local change programmes to 
continue the drive to release efficiencies 

o Deliver the introduction of new consistent terms and conditions 
for all officers and staff. 
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E. Management case 

 Introduction E.1

89. The Management case demonstrates how the project is achievable and can be 
delivered successfully to cost, time and quality. It provides an outline of the steps 
required to ensure the successful delivery of the HR and L&D change. 

 Detailed implementation plan E.2

Figure 5: Implementation plan 

 

90. A breakdown of the implementation plan by work stream can be seen in 
Appendix J. 

 

 People transition and change management approach E.3

91. The new collaborated HR and L&D function will be implemented in phases 
following appropriate consultation. 

92. There will be an initial collective consultation process which will give all staff the 
opportunity to comment on the target operating model and overall structure. Staff 
directly impacted by Phase One will also have individual consultation at this 
stage. This will be followed by further periods of consultation as and when there 
are firm proposals on which to consult. 

93. The change management approach is generally covered by the Reorganisation 
and Redundancy Procedure which is available on the intranet. 

94. A training needs analysis will be carried out to determine where there are gaps in 
knowledge, skills, etc. and how these are to be filled. As the new structures will 
be largely filled by existing HR staff however, it is not envisaged that this will 
require a significant learning and development input.  
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 Stakeholder engagement approach and communications plan E.4

 Communication Aim E.4.1

95. To effectively and frequently communicate the work of the project with 
stakeholders, with a view to generating confidence, understanding and 
acceptance among our own staff and, where appropriate, the public. 

 Key Messages E.4.2

96. All communications will support the key messages detailed in the overall 
communication strategy for the Strategic Alliance: 

 The savings programme in each force alone cannot address the budget gap 
the three forces continue to face without significantly impacting on our ability 
to deliver frontline policing – hence the need to focus on collaboration and 
the Strategic Alliance. 

 It is believed that by taking this approach to the delivery of our organisational 
and operational support functions, we can protect frontline services and 
enable the three forces to deliver an efficient and resilient service to our 
communities. 

 There are robust business case assessments and consultation processes 
which will take place before any decisions are made. 

 There is engagement with key stakeholders, including staff associations at 
each stage of the process. 

 Timescales (subject to change) E.4.3

Table 20: Timescales 

Activity  Date 

Stakeholder Engagement As required (January & March 2015) 

Outline Business Case (OBC) submitted to the 
OPCC and JCOB 

February 2015 

Full Business Case (FBC) Submitted April 2015 

Commence Collective Consultation (Phase 1) 18 May 2015 

Implementation Phased (see appendix J) 

TOM goes live April 2018 

 Key Stakeholders E.4.4

97. Targeted and relevant communication will be in place to key stakeholders as part 
of the implementation process so that the service delivered improves customer 
satisfaction, in line with the project objectives.  

 Feedback E.4.5

98. All communications will provide the opportunity for staff and officers to share 
questions and concerns through the Strategic Alliance R Box and a specific HR 
R box. 
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99. Staff Engagement Sessions will also provide the opportunity for questions and 
answers. 

100. Answers to questions will, where appropriate, be shared on the Strategic 
Alliance intranet site. 

 Evaluation E.4.6

101. It is important to evaluate how engaged and informed staff are feeling as the 
collaboration process progresses. 

102. All staff across the three forces will be surveyed at regular intervals to seek their 
understanding of the progress being made by the Strategic Alliance. 

103. Time will also be taken at Staff Engagement sessions to understand how 
effective communications have been. 

104. Visits to the HR and L&D site on the Strategic Alliance intranet site will be 
monitored to establish what information is being accessed and when. 

 Communication activity to date E.4.7

105. Staff engagement workshops have been held for staff and officers in HR and 
L&D in both January and March this year. There were a total of seven sessions 
on each occasion held in venues across the three forces led by the project 
Strategic Lead addressing the staff on a face to face basis. Unison and the 
Federation were invited to all the meetings. The purpose of the session was to 
provide an update on progress, get staff involved in a workshop on aspects of 
the work required to build both the OBC and FBC and to provide time for 
questions and answers. The project has a dedicated micro-site where all staff 
can view the presentation made, read the Q&As from each set of engagement 
sessions and view copies of the regular bulletins that get sent out to all staff 
providing updates on the project progress and milestones. 

 

 Cultural shift approach E.5

106. The cultural shift approach will emphasise a consultancy style of service delivery 
to ensure that value added resources have a leading role in changing culture 
and direction, and developing leaders. 

107. Participation and involvement of Chief Officers, PCCs and managers with the 
change process through consultation and training, will help encourage 
engagement with the chosen TOM. 

 Project governance E.6

108. HR and L&D progress is reported to the Organisational Support Programme 
Board which is one escalation level below the tri-force Change Portfolio Delivery 
Board (CPDB). The CPDB coordinates and monitors change on behalf of the 
Joint Chief Officer Board (JCOB). JCOB then escalates relevant information to 
the tri-force Strategic Alliance Summit (SAS) where PCCs and CCs make the 
strategic change decisions as well as monitor progress of collaborated units. 

109. An Organisational Support Governance Board has also been established which 
acts as the ‘holding to account’ body for change and business as usual. The 
Organisational Support Governance Board ensures appropriate arrangements 
are in place for effective governance and monitoring of ‘business as usual’ 
service delivery. 



MANAGEMENT CASE 

   40 
HR_FBC  NOT PROTECTIVELY MARKED 

 

110. JCOB will approve the FBC with the SAS being the final decision body. 

111. DCC Alec Wood is the Senior Responsible Officer (SRO) for the HR and L&D 
Project. 

 

Figure 6: Project Governance 

 

 Approach to risk identification and mitigation (Risk register) E.6.1

112. The Executive Summary presented with the top three project risks, their cause 
and their effect. A detailed risk register has been produced to measure risks both 
at project level, as well as those at design level. The HR and L&D Project Risk 
Register is considered at the Organisational Support Project Board. 

 Measuring success – Benefits management E.7

 Benefits realisation plan E.7.1

113. This Benefits Realisation Plan: 

 Summarises the work done to identify Benefits, ensuring they support the 
strategic direction given in the Change Mandate 

 States what the key Benefits are in the project and how they will be 
measured 

 States who will be responsibilities for realising these Benefits in the project; 
what enablers need to be delivered, and how this will be tracked 

114. In accordance with the Strategy for BRM used by the Strategic Alliance. This 
plan will be regularly reviewed as we move to implementation and beyond. 
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115. These reviews will take place in the Organisational Support Programme Board, 
and in scheduled meetings with the Head of HR. 

 

 Identifying the benefits E.7.2

116. The Benefits were initially identified by the Project Lead for the HR and L&D 
project, drawing them from the Objectives of the project. This was 
complemented by feedback from customers as part of stakeholder engagement 
workshops. 

117. The Business Benefits Lead provided quality assurance for the Benefits. 

118. The Benefits were validated by the HR and L&D Seniors as being appropriate for 
the project, and accurately representing the positive outcomes they would like to 
achieve. This validation occurred both face-to-face and by email and survey. 

 

Table 21: Benefits Measurement 

Objective Description Measure Category 

To deliver at 

least 26% cost 
savings 

Decrease revenue budget in 

line with the agreed savings 
profile by implementing a 
new operating model 

 Measure the cost of staff in 

HR and L & D delivering 
services.  

1.a Cash 

To maximise 

resources in the 
value added 
elements of HR. 

Reduce the FTEs of 

transactional HR staff in the 
new operating model 

 Measure the no. of FTE 
transactional HR staff  

2.a Service 

To maximise 

resources in the 
value added 
elements of HR. 

Maintain customer 

satisfaction by having 
access to strategic and 
technical expertise where 

issues fall outside the remit 
of a line manager and/or use 
of self-service 

 Customer and Line Manager 
Survey  

 Measure time spent by HR 
staff providing strategic and 

technical expertise 

2.a Service 

To increase 

consistency and 
commonality of 
service. 

Increase customer 

satisfaction by having single 
policies, procedures and 
processes 

 Customer Survey  2.a Cash 

To increase 

consistency and 
commonality of 
service. 

Increase customer 

satisfaction by having a 
common and consistent 
level of service 

 Customer Survey  2.a Service 

To increase 

consistency and 

commonality of 
service. 

Improve line managers 

satisfaction and confidence 

with their skills and 
knowledge to apply policies 
and procedures  

 Line Manager Survey  

 Collect the number of 
hits/users/time spent via self-
service portal for policy and 

procedure guidance 

2.a Service 

To increase 

customer self-
service 

Reduce the number of 

telephone and email queries 
on transactional issues 

 Time spent dealing with 
transactional enquiries via 

1.b Time 
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Objective Description Measure Category 

telephone 

 Time spent dealing with 
transactional enquiries via 
email  

 No. of telephone transactional 
enquiries received 

 No. of email transactional 
enquiries received  

 No. of hits/users/time spent via 
self- service portal for 
transactional guidance 

 To increase 

customer self-
service 

Reduce the number of 

telephone and email queries 
on policies and procedures 

 Measure time spent dealing 
with policy and procedure 
enquiries via telephone 

 Measure time spent dealing 
with policy and procedure 
enquiries via email 

 Measure the number of 
telephone policy and 
procedure enquiries received 

 Measure the number of email 
policy and procedure enquiries 
received 

  Collect the number of 

hits/users/time spent via self 
service portal for policy and 
procedure guidance 

1.b Time 

 

119. Further details on the Benefits, including detailed measures, threats, enablers, 
and owners can be found in the Benefits Summary Table in Appendix K. 

120. Measures are how we track progress towards realising Benefits. The Benefits 
measures will be gathered by: 

 Tracking revenue budget 

 Measuring transactional workload 

 A customer satisfaction survey 

121. Revenue baselines have been collected. Financial milestones are given in the 
Financial Case. 

122. The baseline for transactional workload will be taken after April 2016, after the 
implementation of the CRM system. Updates will be collected by online survey 
and/or a CRM system allowing for a continual gathering of customer feedback. 
The milestones for data collection will be April 2017 and April 2018. 

123. The milestones for measuring transactional workload will in principal be the 
same as given at 13 below. This will be confirmed or amended when the CRM 
system is implemented. 
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124. The customer satisfaction baseline will be collected through a survey with 
customers. This will be sent out after consultation. 

125. The customer and line manager surveys will be sent out to a sample of 
customers and line managers 3 months after key IT and TOM milestones: 

 March 2016 (3 months after the 1st phase of the transitional structure) 

 July 2016 (3 months after CRM implementation and DLS roll out) 

 September 2016 (3 months after OH system implementation) 

 July 2017 (3 months after the 2nd phase of the transitional structure) 

 October 2017 (3 months after HRIT system implementation) 

 July 2018 (3 months after the TOM is in place) 

126. There will be continuous monitoring of complaints and compliments.  

127. Measurement of benefits will be resourced by the BCH HR and L&D function, 
with expertise provided by the Change Portfolio Office. The cost for these are 
dependent on a number of factors. Details are given in section A.1.3 

 

 Delivering the Benefits E.7.3

128. The Benefits will be delivered by working towards the Objectives and to the 
project Vision as outlined at A.4. The main threats and enablers for these 
Benefits are given in Appendix K. 

129. The Benefits Plan will be reviewed after the FBC decision. This will confirm 
milestones and planning for baseline data collection. Collecting a baseline will 
allow for SMART targets to be set. 

130. Initial Benefits reviews at Programme level will focus on ensuring Threats are 
being managed, and Enablers are being delivered. 

131. It is anticipated that formal Benefits tracking for customer satisfaction can start 
after consultation in mid-2015, with tracking for workload measurement starting 
March 2016. 

132. Benefits tracking will start as soon as practicable after FBC. It will be repeated at 
milestones in the Implementation, some of which are given above, as well as 6 
and 12 months after Implementation as the basis for the project's Post 
Implementation Review (PIR). 

 The BCH HR and L&D team will be responsible for providing the data 
required to track the Benefits. The cost of Benefits Realisation refers here 

to the time taken and resource required to track Benefits appropriately. The 
costs for this cannot currently be estimated, as they will depend on the 
degree to which data collection can be automated and aligned with the KPIs 
of the department. An estimation can be made once measures and targets 
have been set. 

 The BCH Head of HR will be responsible for ensuring that the necessary 
business changes take place to ensure Benefits are realised, taking remedial 
action where necessary. 

 Progress towards Benefits will be tracked at the Organisational Support 
Programme Board. The SRO and chair of the Organisational Support 
Programme Board is responsible for ensuring benefits are realised in their 
programme, and dependencies are managed. 

 The SRO is in turn accountable to the Change Portfolio Delivery Board 
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 The Employment model E.8

133. The proposed employment model is that of a ‘lead force’ approach, with 
Cambridgeshire Constabulary as the lead force. 

134. For ‘allocated posts’ i.e. those where there are more than three of a particular 
role, each of the three forces will be allocated a proportion of the posts in an 
agreed formula on the basis of: 

 Bedfordshire 25.35% 

 Cambridgeshire 30.45% 

 Hertfordshire 44.20% 

135. For ‘unallocated posts’ i.e. where there are less than three of a particular role, 
these will be filled on the basis of best person for the role and could be filled by 
staff from any of the forces. Staff and officers will remain with their home force 
and on that force’s terms and conditions. 

 Equality impact assessment E.9

136. As part of the HR and L&D project, an Equality Impact Assessment was 
undertaken to identify whether there would be disproportionate negative impacts 
on any one particular group of individuals. The Assessment showed that there 
may be slight negative impacts on those with flexible working arrangements and 
those with disabilities as the new Target Operating Model may require additional 
travel for some roles. However the level of impact brought by the change was 
deemed to have been low. The full Equality Impact Assessment can be found in 
Appendix L. 

 Privacy impact assessment E.10

137. As no new information will be collected on individuals and data will not be used 
in any way beyond what would be considered normal for an HR and L&D 
function, there were no impacts on the Privacy of individuals. However, a Privacy 
impact assessment will be drafted for the implementation of the ERP system. 
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F. Financial case 

 Introduction F.1

138. The purpose of this section is to set out the projected financial implications of the 
chosen TOM. Savings are detailed by both magnitude and the anticipated 
phasing of savings realisation. Affordability is described in terms of the projected 
cost of implementation, phasing of costs, capital and revenue impact and a 
comparison of savings to the original target savings in the POD. 

139. The IT system that is to be procured is one key factor in driving out efficiencies in 
the TOM. Whilst the costs of the system are not included in this case, as it is one 
element of a suite of systems to be procured for BCH organisational support, the 
level of functionality or lack of it will affect the level of efficiencies that are finally 
achieved. Please see Table 15. 

 Affordability F.2

140. This section discusses the current view of affordability of the HR and L&D 
project: 

 It compares the magnitude and realisation timescales of the forecast 
savings compared to the project’s budget and savings targets as outlined 
in the POD; 

 It presents the split of forecast HR and L&D implementation and operating 
costs into capital and revenue spend and indicates how this might be 
allocated to each of the three forces, demonstrating the funding that must 
be made available in future medium-term budgets in order that the project 
be affordable. 

  Affordability against savings targets F.2.1

Table 22: Breakdown of cashable and potentially cashable savings for the 
Chosen TOM 

£’000, nominal prices 2015/16 2016/17 2017/18 2018/19 2019/20 

Cashable Savings within project control 

Police Staff 107 -129 1,268 2,785 2,785 

Other (including Transport 

and Supplies and Services) 
- - 400 400 400 

Total 107 -129 1,668 3,185 3,185 

Potentially Cashable Savings but dependent on wider business decisions 

Police Officers 230 442 1,114 1,114 1,114 

Total 230 442 1,114 1,114 1,114 

 
TOTAL 336 313 2,782 4,299 4,299 

141. The reduction in cashable savings within project control in 2016/17 are due to an 
initial increase in the level of police staff in some teams to manage the 
implementation.  There are initial increases in staff within the Change Team; Pay 
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& Conditions, to manage harmonisation; L&D, to manage implementation of the 
Digital Learning Strategy; and HR Systems, contributing to the wider work of 
procurement and implementation of organisational support systems. Staff costs 
for these teams then reduces beyond 2016/17. 

142. The HR and L&D Project recommends reductions in Police Officer posts that 
would result in the release of officers back into operational policing. Each 
constabulary will need to take a decision on whether to reduce officer 
establishment numbers or to reassign the officer posts no longer required to 
support HR and L&D services. This will be addressed in the implementation 
phase of the project. 

143. The Project Outline Document (POD) presented an initial view of the savings 
targeted by the HR and L&D project, predicated on achieving 30% savings on 
HR baseline budgets, and 20% of L&D budgets which will be fully realised by the 
end of the financial year 2016/17. 

144. Through the stages from POD through to OBC through to this FBC, the baseline 
for HR and L&D has been reviewed and refined to ensure it captures the full 
scope of budgets that are relevant to the project The baseline has also been 
uplifted to the 2015/16 budgets set by Chief Finance Officers. 

145. Table 23 presents the original targeted baseline budget outlined in the POD 
alongside the updated targeted baseline budget, which has been derived by 
applying the same assumptions used to calculate the POD target to the updated 
baseline. The table demonstrates how the projected savings for the chosen TOM 
option in the Economic Case compares to the original target savings (assuming 
that all the savings for this purpose are ultimately cashable).  

 

Table 23: Current view of HR and L&D affordability against savings targets (£’000, 
nominal prices) 

£’000, nominal prices 2015/16 2016/17 2017/18 2018/19 2019/20 

Target Savings 

Original savings profile (POD) 1,275 3,744 3,744 3,744 3,744 

Updated savings target (26% of 
updated scope budget) 

1,213 3,584 3,584 3,584 3,584 

Target as a % of baseline 8.8% 26% 26% 26% 26% 

Chosen TOM  

Chosen TOM Projected 
Savings 

336 313 2,782 4,299 4,299 

Variance against updated target  -877 -3,271 -802 715 715 

Current forecast savings as a % 

of baseline 
2.4% 2.3% 20.2% 31.2% 31.2% 

146. As demonstrated by Table 1, the project has made considerable progress 
towards identifying savings against the baseline position, and is projecting to 
achieve in excess of the POD target savings, albeit at a slower pace than 
originally anticipated. The savings presented in this business case represent 
those for which the project has a high level of confidence based on analysis 
completed since the OBC. 
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147. Since the OBC further analysis has been undertaken to the final TOM design 
underpinning the projected savings areas. Areas explored included: 

  Process refinement 

 More detailed transition arrangements 

 Review of non-pay budget savings potential for the recommended option 
including phasing of when these savings will be realised 

148. At this time it is unclear whether implementation costs will be funded out of the 
capital programme and target revenue budget presented above or whether 
funding will be available from reserves. The level of Reserves held by each 
Force for the purpose of funding the costs of implementation for the whole of the 
BCH Change Programme on 31/3/2015 stood at Bedfordshire £6m, 
Cambridgeshire £11.3m and Hertfordshire £25.6m. By not pre-empting the use 
of reserves as a solution, the affordability comparison is presented against target 
revenue budget and capital programme only and full option budgets include 
implementation. 

149. Table 24 presents the project implementation and forecast HR and L&D service 
running budgets split by capital and revenue spend. This is the current view of 
funding that will need to be allocated to HR and L&D in medium-term budgets to 
allow it to deliver the Target Operating Model. Further refinement to these 
estimates will be achieved through detailed design for the implementation stage 
of the project. 

 

Table 24: Project costs split into capital and revenue spend (£’000, nominal 
prices) 

£’000, nominal prices 2015/16 2016/17 2017/18 2018/19 2019/20 

Implementation Costs 

Capital 79 244 255 0 0 

Revenue 618 662 575 64 0 

Total Implementation 
Cost 

697 906 830 64 0 

HR and L&D Ongoing Operating Costs  

Revenue 13,447 13,470 11,001 9,484 9,484 

Total Operating Costs 13,447 13,470 11,001 9,484 9,484 

TOTAL 14,144 14,376 11,831 9,548 9,484 

 

150. In addition to the above, plans to procure a new integrated Tri Force HR system 
will result in further capital and revenue costs. Since the OBC, the bid to the 
2015/16 Home Office Innovation Fund has been confirmed as unsuccessful. The 
projected cost of the system at this early stage of procurement is between £3m 
and £5m. This system requirement covers HR, Finance and Resource 
Management, and is the subject of a separate business case and therefore not 
incorporated into the table above.  

151. The Payback Period tables below refer to the calculated savings achieved in the 
year compared to the base line of the budgeted costs for 2015/16. Two methods 
have been considered which are represented in Table 25 and Table 26. Table 26 
takes into account the estimated costs of the HRIT system (Human Resources 



FINANCIAL CASE 

   48 
HR_FBC  NOT PROTECTIVELY MARKED 

 

Information Technology System), and assumes the HRIT cost estimate plus the 
10% contingency is incurred evenly across 3 years 2015/16 to 2017/18. In the 
year that the cumulative cost savings exceed the cumulative implementation 
costs (or the implementation costs plus the HRIT implementation costs) the year 
end cumulative excess saving is assumed to be achieved evenly throughout the 
year. Together these assumptions calculate the number of months from April 
2015 when the cost savings will exceed the extra costs incurred.  No account is 
taken of inflation or the time value of money. 

 

Table 25: Current view of HR and L&D Payback Period (£’000, nominal prices) 

£’000, nominal prices 2015/16 2016/17 2017/18 2018/19 2019/20 

Target Savings 

Savings from base case 336 313 2,782 4,299 4,299 

one off Implementation costs 697 906 830 64 0 

Net saving (-) or cost (+) in the 

year -361 -593 1,952 4,235 4,299 

Net cumulative saving (-) or 
cost (+) from base case -361 -954 998 5,233 9,532 

Payback period when break 
even (in months)   

29.9 
  

 

Table 26: Current view of HR and L&D Payback Period (£’000, nominal prices) 

£’000, nominal prices 2015/16 2016/17 2017/18 2018/19 2019/20 

Target Savings 

Each year's savings from base 
case 336 313 2,782 4,299 4,299 

One off Implementation costs 697 906 830 64 0 

HRIT investment costs 1,081 1,081 1,081 0 0 

Net saving (-) or cost (+) in the 
year -1,441 -1,674 871 4,235 4,299 

Net cumulative saving (-) or 

cost (+) from base case -1,436 -3,110 -2,239 1,996 6,295 

Payback period when break 
even (in months)       42.3   

 

 Impact on balance sheet F.3

152. The project is not currently expected to have a significant impact on the balance 
sheet. 

 Funding agreements F.4

153. This section will highlight the key principles and current assumptions applied with 
regards to funding arrangements in the OBC. Significant work will be required for 
FBC to ensure funding arrangements are agreed across all budget holders. 
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154. The basic assumptions applied within the FBC are as follows: 

 Implementation costs and ongoing operating costs will be funded jointly by 
Bedfordshire Police, Cambridgeshire and Hertfordshire Constabularies out of 
their agreed budget settlements, capital programmes and reserves, and no 
additional funding will be requested from HM Treasury to fund the project; 

 Costs will be split between the three forces on the basis of 2015/16 Net 
Revenue Expenditure (NRE), with an adjustment applied should the formula 
result in any one or more forces costing more under the collaborated 
structure than current arrangements. This is acknowledged to be a highly 
simplistic approach with some limitations. Consideration of apportionment 
methodology is currently underway at a Programme level for debate and 
discussion by the Strategic Alliance Summit at the end of May / early June. 

 

Table 17: Funding split by 2014/15 Net Revenue Expenditure 

Force % split 

Bedfordshire Police 25.35 

Cambridgeshire Constabulary 30.45 

Hertfordshire Constabulary 44.20 

 

155. This would result in funding required from each force as outlined in the table 
below. 

 

Table 28: Indicative project funding required from each force (£’000, nominal prices) 

£’000, nominal prices 2015/16 2016/17 2017/18 2018/19 2019/20 

Implementation Costs (Capital) 

Funded by Bedfordshire 20 62 65 0 0 

Funded by 
Cambridgeshire 

24 74 78 0 0 

Funded by Hertfordshire 35 108 113 0 0 

Total Revenue Cost 79 244 255 0 0 

Implementation Costs (Revenue) 

Funded by Bedfordshire 157 168 146 16 0 

Funded by 
Cambridgeshire 

188 202 175 19 0 

Funded by Hertfordshire 273 293 254 28 0 

Total Revenue Cost 618 662 575 64 0 

HR and L&D Ongoing Operating Costs (Revenue) 

Funded by Bedfordshire 2,912 2,912 2,788 2,404 2,404 

Funded by 

Cambridgeshire 
3,921 3,921 3,350 2,888 2,888 

Funded by Hertfordshire 6,614 6,637 4,863 4,192 4,192 

Total Revenue Cost 13,447 13,470 11,001 9,484 9,484 
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£’000, nominal prices 2015/16 2016/17 2017/18 2018/19 2019/20 

Total Costs 

Funded by Bedfordshire 3,089 3,142 2,998 2,420 2,404 

Funded by 
Cambridgeshire 

4,133 4,197 3,603 2,907 2,888 

Funded by Hertfordshire 6,922 7,038 5,230 4,220 4,192 

TOTAL 14,144 14,376 11,831 9,548 9,484 

 

156. At this time, this is a working assumption and is subject to the Portfolio 
consideration of apportionment methodology. Work is currently underway, and 
will be tested and agreed with all Chief Finance Officers and wider stakeholders. 
Considerations will include: 

 Should the BCH Programme default for apportioning costs (one-off and 
ongoing) be based on NRE 

 Should an adjustment be applied to ensure no one force incurs additional 
costs under a collaborated structure 

 If one force were to require different service levels than another force, it may 
be reasonable for that force to provide a greater funding contribution to the 
collaborative service 

 

157. The latest thinking is that apportionment of costs based on demand would be 
applicable after the first year of operation of the full TOM. At that point in time 
service volumes within the future model will be better understood having been 
based on real data (and will be different to current service volumes). The aim will 
be for consistent service across all three forces and demand data will start to be 
collated immediately following appointment of the senior team into the new TOM 
structure. The new integrated IT system will further enhance management 
information data further down the line. D.7.2 within the Economic Case, explains 
what will happen where there are minor or major service variations between 
forces. 

158. The apportionment of savings to each force on HR and L&D services is 
disproportionate under current apportionment default methodology. 
Bedfordshire’s share of current HR and L&D budgets is 19.4%, compared to a 
25.35% NRE share. Applying an NRE apportionment together with a “No Force 
Loses” adjustment to future HR and L&D operating costs, and comparing this to 
current budgets results in Bedfordshire having a disproportionately low level of 
savings, and Hertfordshire taking a disproportionately high level of savings due 
to their higher baseline. 
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Table 39: proposed bch budget and savings apportionment 

PROPOSED  BCH BUDGET AND SAVINGS 
APPORTIONMENT 

Beds Cambs Herts TOTAL 

£'000 £'000 £'000 £'000 

Current Baseline Budget   2,912 3,921 6,950 13,783 

2015/16 Savings 

 (based on NRE cost 

apportionment, and 
"no force loses adj" 
where applicable) 

 -     -    -336 -336 

2016/17 Savings  -     -    23 23 

2017/18 Savings -124 -571 -1,774 -2,469 

2018/19 Savings -384 -462 -671 -1,517 

TOTAL Savings per Force   -508 -1,033 -2,758 -4,299 

FUTURE TOM BASELINE BUDGET 2,404 2,888 4,192 9,484 

 

159. The business case financials are predicated on the Bedfordshire Police Council 
Tax Referendum being a “Yes” vote with the consequential 15.8% increase in 
Council Tax. Should the vote be “No” the NRE apportionment will change, to 
reflect a lower level of budget for Bedfordshire. In this scenario, an additional 
£73k of savings would be apportioned to Bedfordshire, with a reduction of £30k 
and £43k respectively for Cambridgeshire and Hertfordshire. 

 Other accounting treatments F.5

160. It is anticipated that the project will be accounted for in line with standard police 
accounting policies. This will be further explored as a part of the implementation 
stage of the project. 
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G. Appendices 

 Appendix A: Summary of services offered and services ceased G.1

Services Offered 

and Services Ceased.docx
 

 

 Appendix B: Balanced scorecard method G.2

Balanced Scorecard 

Method.xlsx
 

 

 Appendix C: As-is organisation charts G.3

As-is org structures 

v5 FBC.pdf
 

 

 Appendix D: Customer engagement session feedback G.4

Customer 

Engagement Session Feedback.pdf
 

 

 Appendix E: Staff engagement session feedback G.5

Staff Engagement 

Session Feedback.docx
 

 

 Appendix F: Service provision details G.6

TOM Service 

Provision.docx
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 Appendix G: Detailed organisation structures G.7

Org charts for FBC 

v08 080515.pptx
 

 

 Appendix H: Economic case methodology G.8

Economic case 

methodology v3.docx
 

 

 Appendix I: Governance bodies within the HR functional areas G.9

Governance bodies 

within the HR functional areas.docx
 

 

 Appendix J: Detailed implementation Plan G.10

Detailed 

implementation plan 0105.pptx
 

 

 Appendix K: Summary of Benefits G.11

Benefits Summary 

v02.xlsx
 

 

 Appendix L: Equality Impact Assessment G.12

Equality Impact 

Assessment2.doc
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 Appendix M: Project outline document G.13

 

POD for 

publishing.pdf
 

 

 Appendix N: BCH Management referral criteria G.14

BCH Management 

Referral Criteria for Managers.pdf
 

 

 

 


