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1. Purpose 
 

The purpose of this project is to design and implement a new joint Human Resources 
(HR) and Learning and Development (L&D) function that delivers a cost efficient and 
customer focussed collaborative model for delivering services to Bedfordshire, 
Cambridgeshire and Hertfordshire. 



 
 
 
 
2. Project Aim 
 

The aim of this project is to transform HR into an efficient and productive collaborated 
department that is customer focussed and enabling underpinned by skilled capable 
professionals and fit for purpose technology. 

 
 
3. Design Principles and Critical Success Factors 
 
3.1 Design Principles 

 
The design principles that were developed at the PCCs workshop on 5 September 
are set out below. 

• 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 
– 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 service delivery 
– Links HR, 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 
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• 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 

 
• 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. 
 
 
 

3.2 Critical Success Factors 

The business case will seek to demonstrate that the proposals for a collaborated 
BCH HR and L&D function will deliver the following critical success factors. 
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Critical Success Factor 
Heading 

Critical Success Factors 

Scale of Savings The project delivers savings in a timely way 
and makes clear how those will be 
maximised by: 

- defining the service that will be provided 
and any risks or impacts of the new 
model 

- organising resources to achieve 
economies of scale 

- fully exploiting the new technology in the 
short, medium and long term 

- up skilling managers to better manage 
their people 

- a programme of continuous development 
and improvement of the target operating 
model 

Strategic Fit The new model will determine and organise 
resources to deliver strategic, operational and 
transactional capacity and capability taking 
account the needs of customers at all levels 
in the three forces.  This fits with the strategic 
direction set out in the BCH Change 
Mandate.  Opportunities will be identified to 
brigade resources to deliver the required 
customer service looking beyond the existing 
functions that traditionally sit in the scope of 
HR/L&D, for example payroll is now proposed 
to be included in a One Stop Shop for people 
transactional services. 

Service Delivery Customers are satisfied that HR/L&D is an 
effective partner and that services are 
contributing to the delivery of the policing 
business at a strategic, operational and 
transactional level. 

Policies, procedures and processes are 
aligned and consistent across the three 
forces. 

Terms and Conditions are successfully 
harmonised to address current 
inconsistencies that can affect staff morale.  
(Depending on the strategic direction set for 
this work it may not be fully delivered by the 
end of the three year period March 2018). 
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Critical Success Factor 
Heading 

Critical Success Factors 

Speed and Ease of 
Implementation 

The new model achieves cost savings by 
focussing efforts on implementing changes to 
the non-IT contingent elements of the 
HR/L&D service in 2015/16. 

The speed of the implementation of customer 
self-service and the One Stop Shop for 
people transactional services including 
payroll and expenses will rely on the 
procurement and implementation of new IT. 

Likewise L&D can use enhanced technology 
to support learning.  The extent to which and 
the timing of when this can be incorporated 
into a new model will impact on the ability to 
achieve savings whilst limiting the impact on 
service delivery.     

A reduction in professional staff in HR will 
need to take account of the requirement to 
support significant levels of collaborative and 
local force change activity to release savings 
in line with each force’s medium term 
financial forecast. 

Sustainability The model takes account of the results of the 
independent research and benchmarking that 
has been commissioned. 

The new HR model supported by new IT 
significantly shifts the approach to delivering 
HR/L&D services into the hands of managers 
and staff giving access to services, products 
and information on a self-service basis 
through modern and accessible technology. 

 
 
4. Project Scope 
 

The functions in scope are: 

• Recruitment, selection and promotion of officers and staff 
• Training development and delivery 
• Health and well-being services 
• Employee relations expertise and advice 
• Change management (people aspects) expertise 
• Pay and conditions expertise and advice 
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• Equality and diversity expertise and advice 
• Health and safety expertise and advice 
• Leadership and talent development 
• Employee engagement and satisfaction initiatives 
• Workforce Planning services 
• HR system management and development 
• Policy development in all aspects of HR and L&D activity 
• Transactional services for all aspects of HR and L&D activity 

The Organisational Support Programme Board has agreed in principle that payroll 
services should be brought into the scope of this work stream so that, from a 
customer service perspective, all transactional services can be  delivered in a 
coherent way through one operating model. 

The new model will operate across the strategic, operational and transactional 
elements of the functions listed above. 

Three broad models have been identified as follows: 

 

 Description 
Option 1 Collaborated operational and transactional functions with strategic 

Head of HR with small team retained by each force  
Option 2 Total collaboration of the function with one BCH Head of HR and all 

resources centralised (structure not location) 
Option 3 Total collaboration of the function with one BCH Head of HR with one 

senior HR lead allocated to each force to retain customer focus in 
serving a three force model 

 
The ‘do nothing’ option has been discounted as the scale of the target savings could 
not be achieved without significant damage to the existing functions in each force.  
HR and L&D would be unable to deliver the service that would be required to support 
the basic requirements as an enabling support service to an increasingly complex 
and demanding business operation. 
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5. Baseline Budget 

 
The definition of the HR and L&D function across the 3 forces is reasonably 
comparable, and the table below sets out the high level base line budget for 2014/15 
for HR and L&D.  Throughout the Business Case process, as a result of further 
refinement of what is in and out of scope, the budgets, FTEs, savings targets and 
implementation costs below will be adjusted accordingly. 
 
This baseline includes budgets associated with Unison and Staff Associations of 
£477k which may need to be removed from scope.  The table also includes budgets 
associated with pay and pension administration of £96k for Herts only as that 
function currently resides with HR.  The equivalent budgets for Beds and Cambs are 
not currently included; albeit there is agreement in principle that payroll will fall into 
the scope of this work stream. The arrangement for pension services remains under 
discussion. 
 

 
 

The 2014/15 budgeted establishment under the current structure for the 3 forces 
(subject to any revised definitions of what is in scope) is as follows (full time 
equivalent = FTE).  An exercise to reconcile budgeted establishment with HR records 
may result in some amendment to these figures going forward 

  

2014/15 BUDGET - CURRENT STRUCTURES - FINAL Beds Cambs Herts TOTAL

£'000 £'000 £'000 £'000

Police Pay 807          1,144       1,373       3,324       

Police Overtime 14            -           11             25             

Staff Pay 1,315       2,030       4,379       7,724       

Staff Overtime -           -           8               8               

Other Employee Costs 646          786           850           2,282       

Premises -           -           -           -           

Transport 18            17             81             116           

Supplies and Services 65            214           618           897           

Contracted / Third Party -           84             -           84             

Income -           -           116-           116-           

Totals 2,865       4,275       7,204       14,344     
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5. Financial Savings Target 
 

A target of 20% savings applied to Learning and Development and 30% to Human 
resources would result in the following savings.  These are high level indicative 
targets and flexibility will be required to achieve the overall programme target as 
projects move forward. 
 

 
 
 
6. Implementation Costs 
 

The level of redundancy and travel costs in the following table are high level 
estimates based on indicative targets savings being achieved.  It is important to state 
that no redundancies have been currently identified and this will not be known until 
the Full Business Case is prepared.  Many variables including locational decisions 
and structural design will impact and as such these estimates will be developed and 
refined through the business case and decision making process.  At this point they 
are only provided for indicative purposes as no decisions have been taken with 
respect to a final solution. 
 

Beds Cambs Herts TOTAL

FTE FTE FTE FTE

FTE Officers 15            22             21             58             

FTE Staff 40            50             117           207           

COLLABORATION INDICATIVE SAVINGS

POTENTIAL SAVINGS FTE

30% HR, 20% L&D £'000 Reduction

Police Pay 732           12             

Police Staff 2,209       59             

Non Pay 804           -           

3,745       71             

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

Beds 32 468 -           -           500           

Cambs 542 1101 -           -           1,643       

Herts 701 900 -           -           1,601       

1,275      2,469      -           -           3,744       26%
of current

budget
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Redundancy and relocation estimated costs are based on force wide Mandate 
assumptions (50% of police staff posts removed will be redeployed, 50% will result in 
a redundancy at an average cost per redundancy is £20,000).  Due to the nature of 
roles in this area of business, redeployment opportunities may be more limited and 
as such redundancy costs could be higher. 
 
The break-even point, for the estimated people-related and other costs above, after 
implementation is calculated to be 4 months i.e. after 4 months the financial savings 
made will have paid for the costs in the table above. 
 
There are likely to be further, yet to be defined, investment costs to ensure that IT 
functionality is fit for the new model and the future, that staff are adequately trained, 
and that wherever the new functions are located these buildings are fit for their new 
purposes.  The Business Case will assess a range of options, which may include 
new locations (e.g. incurring estates costs, new technology, etc.).  Therefore, 
dependent upon the new service delivery model, there could be capital and/or 
revenue costs such as investing in new or existing buildings, training costs, and costs 
relating to system alignment and compatibility. 

 
 
6. Project Risks/Constraints 
 

The initial risks/constraints to the project currently are described below.  It is clear 
that as the project develops further risks are likely to be identified and managed 
through project methodology. 

 
Risk / Constraints Implication 

Reduced resources insufficient to 
support divergent force strategies 

The three Chief Officer teams have 
demands that draw on the same resources 
and skills and prioritisation creates 
operational or business risks. 

Despite reduced capacity expectation 
remains for  the same service levels in 
the same timeframes 

The three Chief Officer teams and senior 
managers have demands that draw on the 
same resources and skills and prioritisation 
creates operational or business risks. 

The three forces currently have 
different levels of resourcing for HR 
and L&D so the adjustment of 
expectations may be far greater for 
some forces than others 

A greater adjustment for some Chief 
Officer teams and senior managers to new 
levels of service and requirement for 
prioritisation of activity. 

INDICATIVE INVESTMENT / IMPLEMENTATION COSTS

£'000

Redundancies 585           

Relocation Compensation Costs 517           

Other incidental costs (office adaptations, IT, equip) 97             

1,199       
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Risk / Constraints Implication 

The requirement for greater self-
service by line managers and staff to 
reduce demand on HR/L&D is not 
accepted/adopted 

Criticism of the department of a shortfall in 
service that may create frustration and/or 
morale issues for officers and staff and 
pressure from the staff associations. 

Lack of tolerance of need for greater 
prioritisation of activity 

Managers have demands that draw on the 
same resources and skills and prioritisation 
creates operational or business risks and 
frustration leading to reputation damage for 
the new department. 

Brigading HR/L&D functions to achieve 
cost efficiencies creates an adverse 
impact on the operational business 

Officers and staff may need to travel further 
for training events or Occupational Health 
Services. 

IT system not implemented in mid-
2016 

A delay in implementing transactional 
services to release cost efficiencies until 
2018/19. 

IT capability is not sufficient to deliver 
reductions in demand and cost 
efficiencies from transactional staff 
resources 

Due to budget pressures, cost efficiencies 
may be sought from other areas of HR/L&D 
potentially reducing further professional 
staff and so reducing the ability to provide 
the value-added services to the three 
forces. 

IT enabled learning technology not 
approved for implementation.   

Will impact adversely on the service L&D 
can provide once the savings are made. 
 

Loss of skilled HR staff and lack of 
manager capability to deal with 
employee relations case work e.g. 
grievance, capability, discipline 

May lead to worsening employee relations 
and cases lost at ET leading to high 
compensation payments and impact on 
corporate reputations. 

Loss of skilled & experienced HR/L&D 
staff during change 

A shortfall in services that can be provided 
creating operational or business risks. 

 
 
7. Benefits 
 

The benefits of this collaboration are as follows: 

 
Financial Benefits 

HR and L&D will deliver savings by brigading functions into one joint unit that 
currently sit in three separate units bringing the benefits of economies of scale, 
improved resilience and consistency of process and practice to remove the current 
duplicated activities across the three forces. 
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Improved Customer Service 

HR and L&D can provide improved customer service across a number of dimensions.  
First, by providing a range of service through one department with a single leadership 
team ensuring, through a phased programme of change, consistent standards of 
service, policies, practice and processes. This will release operational time in 
collaborated units that currently have varying arrangements to manage that require 
additional time and effort and can lead to discontent between officers and staff from 
different forces.  Second, the new IT system will give access to streamlined self-
service processes and provide a powerful portal giving easy access to services and 
information. 

 
Enhanced IT Capability 

The PCCs and Chief Constables have agreed to the procurement of new IT.  In line 
with the BCH Strategic Alliance Change Mandate, requirements are being specified 
for a suite of interrelated systems namely, finance/HR/duties/payroll/expenses, that 
are integrated or interfaced to deliver common standardised processes across all 
three forces.  This improved capability will improve customer service as described 
above.  In addition, the integrated or interfaced systems will also release efficiencies 
by reducing: 

o demand on HR and L&D operational and transactional services as 
customers use the new portal with self-service and enhanced 
information capabilities 

o the requirement for manual data integrity checking and cross checking 
between different functions i.e. Finance, HR, payroll and duties  

o the duplication of data entry by setting out the requirement for a  
single entry point for any piece of data in the requirements 
specification for the system 

 
 
8. Stakeholder Management Approach 
 

This work stream will engage with a range of customers in designing the collaborated 
function to address their requirements.  This will include Chief Officer Teams, 
managers and front line officers and staff.  Specific activity will include: 

o Meeting with Chief Officers to understand their requirements in a 
changed operating model 

o Listening to JPS to understand in detail the issues and barriers that 
they have experienced 

o Involving managers and front line officers and staff ins specifying 
requirements for the new IT system portal 

o Undertaking a quality assurance exercise with stakeholders when 
outline drafts of new operating model options are drafted. 
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9. Recommended Business Case Approach 
 

The business case will be produced by the Bedfordshire, Cambridgeshire and 
Hertfordshire senior staff with support from professional consultancy services under 
the leadership of DCC Wood SRO and in consultation with customers, staff 
associations and through the relevant governance boards. 

 
The Strategic Outline Case (SOC) for change has been made previously in the 
signed Memorandum of Understanding1 and this is being re-captured, as a separate 
short-document, following the recent Assurance Review.  For HR the implication of 
the SOC is that it removes options in relation to: 1) ‘do nothing’; 2) ‘full outsourcing’; 
and 3) ‘wider police force collaboration’ (i.e. going beyond the three forces 
immediately).  In the journey to sign the MoU the Strategic Alliance Summit members 
stated that they wished to take savings from collaboration first before exploring other 
options as this would be more straightforward to deliver.  It was also agreed that the 
benefits of collaboration in operational support and organisational support would best 
support already collaborated areas (e.g. Joint Protective Services) plus importantly 
provide savings to protect the frontline in the three forces during the period of 
austerity.  The previously named three options were excluded for these reasons. 

 
The HR Project is classed as being of ‘High’ Impact’ in terms of: cost; benefit; 
timescale; complexity; and risk.  As a result of this an Outline Business Case (OBC) 
will be produced first to enable options to be narrowed down with consideration of 
indicative costs, benefits, timescales, deliverable and risks against the criteria in 
Section 3 above.  A preferred option will then be developed into a Full Business 
Case (FBC) in significant detail.  As a result the OBC needs adequate development 
time to enable a preferred option to be selected in a fully informed manner. 

 
The above approach has been recommended by the external Assurance Review 
conducted in July 2014.  Strict adherence to a methodology such as the Five Case 
Model Methodology2 is not fully applicable given the signed Memorandum of 
Understanding and essential components have been incorporated into the OBC and 
FBC structures. 

 
The stages for the HR Project are therefore: 

 
 Stage 1 Project Outline Document (POD): to agree the scope and approach 

 Stage 2 Outline Business Case (OBC): assessing longer-list of options 
 Stage 3 Full Business Case (FBC): detailing short-list / the preferred option 

 Stage 4 Implementation: including formal consultation, procurement, etc. 
 Stage 5 Evaluation: with a focus on benefits realisation 
 

The Business Case will be developed through the HR Project Board and will then 
feed into the Operational Support Programme Board.  It will then be presented to the 
Joint Chief Officer Board before going to the Strategic Alliance Summit for final 
decision.  A Business Case Working Group will be established to ensure quality 
assurance is taking place from the outset. 

 

1 Memorandum of Understand for Organisational and Operational Shared Services (December 2013) 
2 Source: Delivering Public Value From Spending Proposals: Green Book Guidance on Public Sector Business 
Cases Using The Five Case Model 

POD HR/L&D v1.4 PROTECT  12 
 

                                                           



 
 

The basic structure which will be used for the OBC can be found in Appendix 1 and 
for the FBC in Appendix 2. 

 
The OBC will consider a number of options and this will then be narrowed down to a 
single preferred solution for the FBC. 
 

 
10. Timelines 
 

The anticipated key high-level milestones for the project are:  
 

Proposed Milestone Full Draft JCOB Summit 

POD Nov 14 Nov 14 Dec 14 

OBC Jan 15 Jan 15 Feb 15 

FBC Mar 15 Mar 15 Apr 15 

 
 
11. Recommendation 
 

That members agree the scope, approach and timescales for the production of a Full 
Business Case for collaborated HR and L&D. 
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12. Appendix 1: Structure for Outline Business Case 
 
 

• Executive Summary 
• Purpose of Document 
• Introduction 

o Strategic Context / Case 
o Project Background: Aims, Objectives, Scope and Exclusions 
o Project Design Principles 
o Work Done 
o Related Work 

• Current Operating State: Analysis, Comparison and Assessment (detail in 
appendices) 

o Current Operating Model 
 Process 
 Organisation 
 Technology 

o Current Performance 
o Existing Change Initiatives 
o Review of Current Capabilities 
o Existing Issues and Opportunities 

• Initial Communication and Engagement Results 
• Future State Service Vision for Agreement 
• Analysis of Long List of High-Level Options 

o Summary of Option Categories 
 Service Organisation 
 Service Level 
 Service Location 

o For each High-Level Option: 
 Solution Description 
 Sub Options (may be common to a number of solutions) 
 Assessment against Design Principles 

 Scale of Savings 
 Strategic Fit 
 Service Delivery 
 Speed and Ease of Implementation 
 Sustainability 

 Change Requirements and Impact 
 Indicative Savings 
 Indicative Cost 
 Affordability Test 
 Indicatives Timescales 
 Implementation Issues 
 High-Level Benefits 
 High-Level Risks 

o Summary of Common Solutions 
 People 
 Process 
 Technology 

• Recommended Option for FBC Development 
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13. Appendix 2: Structure for Full Business Case 
 
 

• Executive Summary 
• Purpose of Document 
• Introduction 

o Strategic Context / Case 
o Project Background: Aims, Objectives, Scope and Exclusions 
o Project Design Principles 
o Work Done 
o Related Work 

• Current Operating State: Analysis, Comparison and Assessment (detail in 
appendices) 

o Current Operating Model 
 Process 
 Organisation 
 Technology 

o Current Performance 
o Existing Change Initiatives 
o Review of Current Capabilities 
o Existing Issues and Opportunities 

• Communication and Engagement Results 
• Future State Service Vision 
• Summary of Outline Business Case Options 
• Summary of Recommended Option from the OBC 

 Detailed Change Requirements and Impact 
 Detailed Timescales 
 Detailed Benefits 
 Detailed Risks 

• Recommended Solution: Target Operating Model (detail in appendices) 
o Detailed Solution Description 
o Governance (incl. Equality and Privacy Impact assessments) 
o Process (e.g. process maps, demand projections) 
o Organisation (e.g. estate requirements) 
o People (e.g. roles, FTE, supervisory ratios, training levels, shift patterns) 
o Technology Requirements 
o Performance 
o Culture 

• Recommended Solution: Detailed Costing of Benefits and Implementation 
o Basis of Preparation (incl. Caveats and Assumptions) 
o Financial Benefits (detail in appendices) 
o Financial Costs (detail in appendices) 
o Net Benefits Summary and Apportionment 

• Recommended Solution: Commercial Factors 
o Service Level Agreement (including Charging Mechanisms) 
o Section 22 Production 
o Procurement Plan 

• Recommended Solution: Implementation Plan 
o High Level Milestone Plan 
o Implementation Governance 
o Consultation Arrangements 
o Programme and Project Management Arrangements 
o Benefits Realisation Plan 

• Product Sign-Off 
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