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A. Executive Summary 

Introduction 

The Criminal Justice (CJ) Project Team produced a Project Outline Document (POD) that 
was agreed by the Tri-force Strategic Alliance Summit on 19th February 2015.  The Outline 
Business Case (OBC) was presented at the Strategic Alliance Summit on 24th June 2015, 
where approval was given to proceed to FBC for Phase 1 CJ functions.   The POD can be 
found at Appendix A and the OBC at Appendix B.   

This FBC presents the preferred Target Operating Model (TOM) for Phase 1 of the Criminal 
Justice Project only, with a recommendation for approval by the Strategic Alliance Summit 
on 15th October 2015.  The main functions included in Phase 1 are outlined below: 

 Typing Services – to include all functions relating to typing of summaries, statements 
or transcripts where required during the preparation and progression of a case. 

 Tape Library functions – relating to the management of suspect and witness 
interviews and other types of digital media. 

 Policy and Performance – to include the management of approach and 
implementation of national and local Criminal Justice System (CJS) and policing 
initiatives.  

 Digital Working – to include the establishment of a new Digital Justice Team to 
manage and provide the support required to drive change with our CJS partners in 
order to maximise the benefits from use of virtual courts and live links. 

Phase 1 of the CJ project also includes the joint Custody and CJ transitional Senior 
Management Team (SMT); and the Local Criminal Justice Board (LCJB) Delivery Team.   
Approval has already been given to proceed to implementation for both functions and within 
this FBC reference will be made to the savings expected.  

A S.22 agreement in relation to the transitional SMT and CJ functions will be presented to 
Strategic Alliance Summit for approval prior to implementation.  

The new joint SMT structure incorporates both Phase 1 and Phase 2 CJ functions.  An 
illustration of the transitional Custody and CJ SMT can be found at Appendix C. 

The new team supporting each of the LCJBs has been in place since 1st September 2015. 

This FBC has been structured based on the Treasury Green Book five-case model. 

The Purpose of FBC 

The purpose of this FBC is to provide the CJ stakeholders with an understanding of: 

 The functions identified as part of Phase 1 of the CJ Project  

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

 The analysis conducted in support of the implementation of the TOM for Phase 1 
functions. 



OFFICIAL – NOT PROTECTIVELY MARKED 

   5 
CJ_FBC  Not Protectively Marked 

STRATEGIC CASE 

The design of the new model has taken into account the nature of the business that the CJ 
functions need to support.  The design, resourcing and capability of a new BCH CJ function 
is determined in direct response to the complexity and the nature of the policing business.  
This Strategic Case only covers the areas within Phase 1 of the CJ Project (i.e. non-Athena 
impacted areas).  This FBC proposes a single management structure to oversee a 
collaborated Criminal Justice and Custody functions across BCH.  This is in line with the 
macro-level Target Operating Model referenced within the signed MoU for Organisational 
and Operational Support collaboration across BCH.  Criminal Justice is one of the core 
functions within Operational Support Services. 

Phase 1  

 Delivers against project objectives; 

o By realising 61% of the target savings against a target of 25%. 

o By supporting the primary purpose of CJ functions to make significant progress in 
bringing offenders to justice as effectively and as expeditiously as possible by 
ensuring evidence is available and prepared in line with statutory obligations 
(Police and Criminal Evidence Act - PACE; Criminal Procedure and Investigations 
Act - CPIA) and within nationally agreed CJS timescales.  

o By introducing efficient common business processes to ensure a proportionate 
approach is applied to the preparation of evidence, for example summaries of 
interviews (suspect & vulnerable witnesses), appropriate to the seriousness of the 
offence and the expected outcome of the case.   

o By ensuring that the use of technology and IT solutions have been maximised 
across the CJ functions within BCH and the wider CJS, introducing an innovative 
interim storage solution for the management of suspect interviews.  

 Delivers the following services; 

The following table outlines the key functions and/or services that will be delivered and key 
risks if these are not delivered. 

Table 1:  Key functions and services to be delivered and risks if not delivered 

Function Headlines 
Key risks if function not 
delivered 

 

 Provides a centralised 
and rationalised senior 
managers structure for 
custody and CJ 

 Supports delivery of the 
introduction of Athena 
across all CJ teams. 

  Will introduce 
standardised and 
streamlined policies and 
processes to support 
investigators within local 
policing 

 No resilience – with no 
capacity to implement 
Athena or other 
collaborative changes 
across BCH or identify 
and progress other 
innovation  

 Poor performance-  in 
CJ and Custody 
affecting wider policing 
teams and CJS partners 

 Significant 
organisational risk – if 
legislative changes are 
not implemented 

Senior Management Team 
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Function Headlines 
Key risks if function not 
delivered 

 

 Ensures compliance 
with relevant legislation 
regarding the retention 
and management of 
suspect interviews (i.e. 
PACE)  

 Use of technology to 
avoid multiple transfers 
of exhibits 

 A consistent and 
proportionate approach 
to the preparation of 
evidence, while meeting 
the needs of the wider 
CJS 

 Breach of statutory 
obligations (PACE; 
CPIA) and guidelines 
under Management of 
Police Information 
(MOPI) 

 Increase in failed 
cases and no justice 
for V&Ws if important 
evidence is not available 
or accurate 

 

 A consistent and 
effective approach to the 
implementation of local 
and national CJS 
initiatives 

 The provision of 
performance data, 
analysis and 
management 
information in relation to 
CJ specific functions 
and Force performance  

 Significant 
organisational risk 
arises when new 
legislative requirements 
are not implemented.   

 Limited performance 
framework providing no 
ability to identify and act 
on key attrition points 

 

 Progression of the 
Digital Agenda by 
increased use of video 
link equipment for use of 
Virtual Courts (VC) and 
Live Links (LL) 

 Maximising the 
opportunities for use of 
VC and LL to improve 
the service for Victims 
and Witnesses (V&Ws)  

 Delays in justice with a 
failure to be able to 
adjust to a reducing 
national court estate 

 Failure to improve the 
experience of V&Ws 
when giving evidence 
during the trial 

 

 Supporting the three 
LCJBs to develop and 
implement national and 
local CJS strategies in a 
consistent way across 
BCH 

 Significant 
organisation risk and 
poor service to V&Ws 
if we do not effectively 
work with CJS partners 
to deliver change 

 Takes account of the following in the Design of the TOM;  

o Impact of CJS initiatives on demand.  A review of demand in relation to typing 
services has been undertaken as part of this FBC.  This analysis can be found in 
Appendix F.   

Some CJS initiatives such as BeNCH and Transforming Summary Justice (TSJ) 
are in the early stages of implementation.  Better Case Management (BCM) is 
due to be implemented in Crown Courts nationally early in 2016.  This is likely to 
impact on the demand for typing services.  A Post Implementation Review (PIR) 6 

Digital Administration 

Services 

Policy and Performance  

Digital Justice Team 

LCJB Support Team 
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months after implementation will allow us to reassess the impact of CJS 
initiatives. 

o New technology.  For example; the introduction of the Electronic Witness 
Statement (EWS); Body Worn Video and interview storage solutions; and the 
implementation of Athena.  Full details of how new technology will be 
implemented; and the potential impact on Phase 1 savings if there are delays or 
failures to deliver, are included in the Economic Case.   

Athena will be used by CJ teams within Phase 1 functions to manage tasks and 
as an interface to CJS partners.  Athena cannot be used to manage the main 
tasks involved in the Phase 1 functions i.e. interview summaries must be typed 
outside of Athena and uploaded in.  This means that savings within Phase 1 are 
not solely dependent on the implementation of Athena. 

o The Agile Working Strategy – is explored further in the Economic Case. 

o The impact of CJ functions on Key Force Performance Indicators (KPIs).  Full 
details can be found in the Strategic Case.  CJ specific KPIs will be developed 
and included as part of the implementation of Phase 1. 

o Organisational changes made by our CJS partners.  This includes the proposed 
reduction in court estate, which will highlight the use of live links and virtual courts 
as a key factor in maintaining our objectives to bring offenders to justice and to 
improve the service provided to Victims and Witnesses. 

o Feedback from key stakeholders.  Specifically in relation to the level of service 
delivered, i.e. from the Court service who has stated that the acceptable level for 
transcripts rather than summaries of suspect interviews is around 15%.  Failure to 
meet this service demand will lead to additional costs for police (increased officer 
abstractions at Court) and CJS partners.    

A full list of considerations and dependencies is explored in both the Strategic and 
Economic cases of this FBC. 

Savings 

The tables below sets out the reduction in staff numbers and savings to be achieved by 
implementing the proposed TOM for Phase 1 functions.  The projected savings for the 
Phase 1 functions outlined in this FBC are £462K, made up from staff savings and 
associated reduction in non-staff costs (an increase of approximately £100k from the OBC). 

The savings are achieved by; 

 A greater use of technology.  The introduction of the Electronic Witness Statement 
(EWS) across BCH within the next 12 months should result in a decrease in demand 
for typed statements.  The use of a digital storage solution for suspect interviews 
should reduce the administration time taken to manage recorded interviews. 

 A reduction in demand for summaries of interviews for Magistrates Court cases.  
Based on current volumes and trends from Sept 14 to June 15 a reduction of 18% has 
been predicated for the next 6 months and has been taken into consideration in the 
design of the TOM. 

 The proportionate use of commissioned services for transcripts of interview and typed 
statements (until the EWS is fully embedded). 

 A reduction in the ‘failure demand’.  The use of Athena to manage tasks and store 
information will reduce the time taken to locate relevant information and manage CJS 
partner actions within nationally agreed timescales. 
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 A reduction in the administration of tasks.  The use of Athena should reduce the 
number of spreadsheets required and currently in use. 

 

Table 2:  Reduction of FTE by function 

  
Current FTE TOM FTE Reduction of FTE 

Reduction as 
% 

Typing Services 26.83 15.00 11.83 44% 

Tape Library 7.50 4.00 3.50 47% 

Policy & Performance 4.87 3.00 1.87 38% 

Digital Justice 4.00 4.00 0.00 0% 

Total 43.20 26.00 17.20 40% 

Table 3:  Savings achieved by implementation of TOM 

 

BCH 
Current 
Phase 1 
Budget 

Final 
Phase 1 
TOM 
Budget 

 

Phase 1 
Savings  

Savings 
(%) 

Staff 
FTE 40.92 25.00 

 
15.92 39% 

£'000 1,114 725 
 

389 35% 

Officers 
FTE 2.28 1.00 

 
1.28 56% 

£'000 114 46 
 

68 60% 

Non-staff £'000 62 57 
 

5 8% 

Total £’000 1,290 829 
 

462 36% 

A detailed baseline budget is attached in Appendix T. 

In addition to the savings from CJ functions outlined in this FBC, a projected £75k will be 
achieved from the combined CJ and Custody SMT, with an £11k saving from the LCJB 
Delivery Team. 

Table 4:  Savings by area of business 

Area of Business 
Potential savings for all Phase 1 
functions (£000) 

SMT £'000 75 

LCJB Support Team £'000 11 

Phase 1 CJ £'000 462 

Total Savings Phase 1 £'000 548 

Against a target of 20% reduction in the revenue spend over 2 years (to 2016/17), the 
potential savings for all Phase 1 CJ business areas are as follows: 
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Table 5:  Projected savings from TOM against savings target 

 Savings 
target 
(£000) 

Cumulative 
savings 
target 

Savings 
target % of 

overall 

Actual 
proposed 
savings 
(£000) 

As % of 
overall CJ 

target 

As % of 
cumulative 

yearly 
target 

Year 
2015/16 

89 89 10% 25 3% 28% 

Phase 1 – 
2016/17 

226 315 25% 548 61% 174% 

Phase 2 – 
2017-18 

580 895 65% TBC TBC TBC 

Total 895 895 100%    

Benefits 

A Benefits Realisation Plan (BRP) will be put in place to track, assess and drive forward the 
CJ Project.  This plan will define the expected benefits, both qualitative and quantitative, 
and when they will be realised.  The benefits summary is provided in the Management 
Case of this FBC. 

The benefits that the project will deliver to underpin each project objective have been 
captured in detail within the Management Case, outlining Phase 1 specific benefits 
providing the foundation to ensure the project objectives can be delivered over the next 3 
years. 

 

Advantages of Collaboration 

The main advantages of a collaborated function in Phase 1 are: 

 Increased resilience achieved through the centralisation of the Typing Services and 
Tape Library functions.  To achieve the savings required, the numbers of staff have 
been reduced for each County.  For example, for typing services; Bedfordshire will 
reduce from 4.62 FTE to 3 FTE; Cambridgeshire will reduce from 5 FTE to 4 FTE and 
Hertfordshire from 15.21 FTE to 7 FTE.  For tape library functions, Bedfordshire will 
remain at 1 FTE; Cambridgeshire will reduce from 2.5 FTE to 1 FTE and Hertfordshire 
will reduce from 4 FTE to 2 FTE.  These reductions are based on NRE calculations. 

Delivered locally, abstractions for A/L and sickness would leave small teams very 
vulnerable and creates a substantial risk that service will not be delivered.  For typing 
services, this will result in an increase in failed cases at Court and a loss of confidence 
for Victims and Witnesses in the CJS and Police. A centralised unit will assist in 
mitigating this risk. 

 Improved service provision that: 

o Removes the additional costs for police and CJS partners associated with the 
provision of transcripts of suspect interviews. By providing summaries of suspect 
interviews the length of the trial will be significantly shortened; and 

o Mitigates the risks associated with the incorrect retention of material in serious cases 
by introducing a new archiving process for suspect interviews. 
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 Rationalisation of managers and supervisors in a centralised function. 

 Improved Business Continuity for CJ functions across BCH. 

 Greater opportunity to continue to seek improvements in the use of technology. 

 Greater opportunity to encourage a culture of continuous improvement. 

Risks 

The three key risks to the project are:   

Risk  Cause Effect Mitigation 

Failure to maintain 
operational delivery 
and / or a performance 
failure 

The Criminal Justice 
teams play a key role 
within the Criminal 
Justice Service (CJS), 
supporting policing 
services and CJS 
partners, and 
maintaining links to 
stakeholders. 

A failure to effectively 
consider the short and 
long-term impacts of the 
process changes on the 
wider CJS may affect 
delivery /performance. 

 Failure to 
adequately engage 
with CJS partners in 
the change process 

 Failure to 
adequately engage 
with key internal and 
external 
stakeholders in the 
wider CJS  

 Failure to 
understand impact 
of changes to 
service delivery on 
wider CJS partners 

 CJS partners may 
lose  confidence in 
the police 

 Unnecessary 
additional changes 
may be required 

 Cases will fail due to 
inappropriate action 
being taken 

 Regular tactical 
and project 
meetings to 
discuss on-going 
risks, mitigation of 
issues and 
opportunities.  

 Open lines of 
communication 
between all key 
stakeholders. 

 Phased approach 
to CJ collaboration 

. 

A loss of experienced 
staff both within the 
project team and CJ 
Business As Usual 
(BAU) 

There is a risk that there 
may be an increased 
staff turnover, impacting 
on delivery of the  
Target Operating Model 
(TOM) and realisation of 
benefits 

 Lack of strategy to 
promote staff morale 
during the change 
process 

 Failure to develop a 
strategy to promote 
the retention of 
skilled, experienced 
staff 

 Project team staff 
required to return 
periodically to 
substantive 
operational roles 

 The full benefits of the 
project are unlikely to 
be realised and 
operational delivery 
may fail 

 

 

 

 CJ Project team 
members may be 
extracted to other 
duties impacting on 
the project’s ability to 
implement the agreed 
Phase 1 TOM within 
the timescales 

 

 Consideration to 
be given to Cambs 
and Herts staff to 
work remotely at 
current locations 
within the Digital 
Admin Services 
(typing services) 
function  

 Consultation with 
staff support 
groups and active 
engagement with 
staff will continue. 

 Staffing demands 
regarding project 
team abstractions 
flagged to Chief 
Officers. 

 Position being 
advertised for an 
additional Athena 



OFFICIAL – NOT PROTECTIVELY MARKED 

   11 
CJ_FBC  Not Protectively Marked 

Risk  Cause Effect Mitigation 

Project Manager 
for CJ. 

Inadequate 
resourcing of the new 
business model 

There is a risk that the 
staffing requirements 
per the TOM are not in 
place at implementation 
as a result of an 
inability to resource to 
the required levels. 

 Turnover in staff per 
the risk above 

 A lack of 
inadequately skilled 
staff may impact on 
performance and the 
delivery of benefits 
following 
implementation 

 Ensure that 
vacancies are 
managed 
appropriately with 
HR lead.  

 Drop in sessions, 
CJ bulletins and 
other 
communications 
will help reassure 
staff and prevent 
them leaving 
prematurely. "To-
Be" processes 
and modelling 
have taken place 
to determine 
correct staffing 
levels. 

A full list of project risks can be found in Appendix D.  These are proactively managed 
through the CJ Project Board and the Operational Support Programme Board, chaired by 
the Executive Senior Responsible Owner for the project. 

 

ECONOMIC CASE 

The Economic Case will outline the following: 

 The current state assessment 

 The approach to the design of the Target Operating Model (TOM) 

 The assurance assessments undertaken in relation to the assumptions made in the 
OBC and FBC 

 The content and structure of the chosen TOM, to include the proposed savings, 
services  and location requirements 

 Key Performance Indicators  - specific to Phase 1 CJ functions 

 Governance 

 

Target Operating Model 

The diagram below illustrates the proposed TOM for Phase 1 functions.  

All CJ teams currently involved in Typing Services and Tape Library functions will be 
centralised to form the Digital Administration Services (DAS) at Dunstable Police Station in 
Bedfordshire.    
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Team members involved in functions relating to Policy and Performance will be expected to 
continue at current locations. 

All team members within the newly formed Digital Justice Team (DJT - Live Links and 
Virtual Courts) will be expected to remain at current locations. 

Proposed TOM for Phase 1 functions is as follows: 

The staffing requirements and details of the service to be provided, to include key changes 
are set out for each function in the Economic Case of this FBC.  It should be noted that the 
number of staff in the preferred TOM outlined in the OBC has been increased by 2 FTE 
staff in the DAS.  This is due to a change to service provision and the application of the 
agreed BCH collaboration productivity measure. 

Role profiles have been developed for the new staffing structure and will be available to 
staff at the start of any consultation period.  Roles and responsibilities have been evaluated 
to ensure alignment of roles across BCH.  The new grades for each role have been 
reflected within the TOM.   

Chief Inspector CJ/Custody 

Policy and 

Performance (Agile) 

1x Manager 

(PO1/S02/ A5) 

2 X Performance and 

Policy Officers 

(Sc5/Sc5/A3) 

 Digital 

Justice 

Manager 

(PO2/S02/ 

A5) 

Custody 

Policy 

 Digital Justice Team 

(DJT) (Herts) 

1 X PC 

2 X VC Detention Officers 

(A3) 

 Digital Administration 

Services (DAS) 

(Dunstable) 

1 X Team leader 

(SO1/2/Sc6/A4) 

13 X Evidential 

Summarisers 

(Sc4/Sc4/A3) 

1 x Evidential 

Summariser (supervisory) 

(Sc5/Sc5/A3) 

4 x Digital Administrators 

(Sc3/Sc3/A2) 



OFFICIAL – NOT PROTECTIVELY MARKED 

   13 
CJ_FBC  Not Protectively Marked 

The estate requirements for Phase 1 have been addressed in detail within the Economic 
Case to include the requirements of the centralisation of the DAS at Dunstable Police 
Station.  

COMMERICAL CASE 

Key contractual considerations have been explored in the Commercial Case. 

The functions of the Digital Administration Services (DAS) team will include some elements 
of commissioning of services, specifically the typing of transcripts of interviews and hand 
written statements.  This is explained in detail in the Commercial Case. 

The Commissioning of services is likely to involve a procurement exercise as the value is 
expected to exceed £25K.  TUPE obligations are not likely to arise.  Any contracts entered 
into will be limited to a 12 month period, with a break clause at 6 months.  This will allow for 
any changes to be made as a result of the PIR, 6 months after implementation.   

FINANCIAL CASE 

In looking at the best method of apportionment for Criminal Justice, the BCH Finance team 
looked at a range of options before adopting NRE: 
 

 Demand (based on the request for summaries and transcripts) produced zero savings 
for Cambs.  

 

 Efficiency was not a suitable option due to the different nature of processes, functions 
and structures across the 3 forces. 

 

 An apportionment based on staff, while it would have seen Cambs achieve acceptable 
savings would have meant Beds realising minimum savings. 

Cambridgeshire’s share of current CJ Phase 1 budgets is 21.1%, compared to a 31.2% 
NRE share.  As a result, applying an NRE apportionment to future CJ Phase 1 operating 
costs, and comparing this to current budgets results in Cambridgeshire having a 
disproportionately low level of savings, and Hertfordshire taking a disproportionately high 
level of savings due to their higher baseline. 

The table below outlines the savings of the proposed option, split by Force and applying the 
NRE methodology: 

Table 6:  Projected BCH budget and savings apportionment 

PROPOSED  BCH BUDGET AND SAVINGS 
APPORTIONMENT 

Beds Cambs Herts TOTAL 

£'000 £'000 £'000 £'000 

Current Baseline Budget   213 272 805 1,290 

2015/16 Savings  (based on NRE 
cost 

apportionment, 
and "no force 

loses adj" 
where 

applicable) 

0 0 0 0 

2016/17 Savings -10 -14 -438 -462 

2017/18 Savings 0 0 0 0 

2018/19 Savings 0 0 0 0 

2020/21 Savings     0 0 0 0 

TOTAL Savings per Force   -10 -14 -438 -462 

FUTURE TOM BASELINE BUDGET 202 258 368 828 
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The Financial Case sets out a breakdown of savings and implementation costs associated 
with Phase 1 of the CJ Project. 

The creation of the Digital Administration Services (DAS) at Dunstable could result in 
significant implementation costs as a result of the relocation costs for Cambridgeshire team 
members.  However, the Economic Case explores an option allowing some team members 
to work remotely at current locations for a short period of time, providing an outline of the 
benefits and risks.  Any decision to allow remote working within Phase 1 would be reviewed 
in line with the Agile Working Strategy as part of the Post Implementation Review (PIR). 

MANAGEMENT CASE 

The Management Case sets out the plan and key milestones for the successful 
implementation of Phase 1 TOM by April 2016. 

Effective governance arrangements have been put in place to both manage the change 
and to ‘hold to account’ through BCH forces and OPCCs. 

A stakeholder engagement plan is set out in the Management Case.  This plan sets out: 
key stakeholders, the key messages and timescales for engagement ahead of 
implementation. 

Chief Superintendent Jane Swinburne is the Senior Responsible Officer (SRO) for the CJ 
Project.  

The CJ project team managed the work-stream.  KPMG UK LLP provided project 
management support for the production of the FBC. 

Benefits management and benefits realisation arrangements will be conducted in line with 
Managing Successful Programmes (MSP) guidance. 

The key implications for staff have been identified during the development of the FBC and 
should be taken into consideration during the implementation of Phase 1.  These 
implications include: 

 Ensure that travelling distances are taken into consideration and a ‘reasonable’ 
approach taken in line with current terms and conditions to allow team members in 
Cambridgeshire and Hertfordshire involved in Typing Services to work from current 
locations. 

 Ensure that all terms and conditions, workforce arrangements (e.g. working location, 
flexible time, redundancy, re-organisation) and policies and procedures are identified; 

 Ensure that all differences in these arrangements are identified and assessed; 

 Forces will consider whether and how any changes to these could be made to reflect 
the circumstances in which officers and police staff are operating together. 
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RECOMMENDATIONS 

1. That agreement is reached to proceed to implementation of the TOM for Phase 1 of the 
CJ Project. 

2. That the functions in Phase 1 are further reviewed within 6 months of implementation 
(and as part of Phase 2) to ensure that: 

o The staffing numbers/profile in DAS reflect any changes in demand as a result of 
new CJS initiatives; 

o The option to commission further services in relation to summarising of suspect 
interviews is further explored to (a) allow the service currently provided by 
external providers to mature; and (b) to determine whether this could meet 
service and volume demands in the future; 

o That the location of team members at current sites is appropriate and sits within 
the Agile Working Strategy; 

o That the number of team members involved in Policy and Performance functions 
are commensurate to the demand i.e. the number of CJS initiatives, policy and 
legislative changes to be implemented. 
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B. Purpose of this document 

Purpose of the FBC 

The purpose of this Phase 1 Criminal Justice (CJ) Full Business Case (FBC) is to provide 
key stakeholders with an understanding of: 

 Further detail on the Target Operating Model (TOM) for CJ functions in Phase 1, 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 (JCOB) and the Joint Strategic 
Alliance Summit (SAS) in order to progress to implementation for functions included in 
Phase 1 for CJ. 

The structure of this document 

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 CJ 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 Commercial case details the services or products to be procured if the preferred 
options are agreed 

 The Financial case - confirms funding arrangements and affordability 

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

Introduction 

The Strategic Case sets out the strategic context and case for change that has directed the 
CJ collaboration project, demonstrating that the chosen TOM provides a strategic fit for the 
BCH organisation’s future operating environment. 

The Strategic Case for Change 

Criminal Justice is a key function in any policing organisation.  Improving service delivery 
through a new collaborated model will bring many benefits by better supporting the 
operational business as well as delivering savings through economies of scale, maximising 
the use of technology where possible and appropriate to do so, removing duplication of 
activity and implementing common systems to deliver efficient and effective common 
processes.  

Due to the potential impact of the Athena on some critical CJ functions, it has been agreed 
there will be a two phased approach to the collaboration of CJ, delivered separately via two 
FBCs.   

This FBC will deal with Phase 1 CJ functions only.  The FBC for Phase 2 functions will 
be delivered within 9 months of the implementation of Athena. 

Phase 1 functions 

 Typing Services – to include all functions relating to typing of summaries, statements 
or transcripts where required during the preparation and progression of a case. 

 Tape Library functions – relating to the management of suspect and witness 
interviews and other types of digital media. 

 Policy and Performance – to include the management of approach and 
implementation of national and local Criminal Justice System and policing initiatives. 

 Digital Working – to include the establishment of a new Digital Justice Team to 
manage and provide the support required to drive change with our CJS partners in 
order to maximise the benefits from use of virtual courts and live links.  

Phase 1 will also include: 

 Senior Management Team – a transitional SMT for both CJ and Custody areas of 
business, dealt with in a separate paper and agreed to be implemented in January 
2016. 

 Local Criminal Justice Board (LCJB) Delivery Team - provision of support for the 
LCJBs and sub groups.  This area of business has been dealt with in a separate paper 
and agreed.  The new team supporting each of the LCJBs will be in place from 1st 
September 2015. 

 

Phase 2 (FBC due 9 months post Athena implementation): 

 Administration of Justice – all functions relating to the administration and 
progression of contested and non-contested criminal cases at Magistrates and Crown 
Courts, from the point of charge or presentation of a case for summons/postal charging 
requisition. 
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 Witness Care – to include services to support Victims and Witnesses (V&Ws) during 
the progression of a case through the CJS.  This is subject to agreement and will be 
outlined in a separate paper to be presented to JCOB and the SAS during 2016.  

 Administration of conditional cautions 

 Crown Court liaison officers 

The CJ Project has been undertaken within the provisions agreed by the BCH Strategic 
Alliance in the Memorandum of Understanding (MoU).  In the three service areas of 
protective services, organisational support and operational support the MoU states that 
“creating a collaborative shared service solution will be the ‘norm’ unless there is complete 
agreement that there are compelling reasons for this to not be the case.  Collaboration will 
be the default assumption unless it proved that this approach is not beneficial to all of the 
forces.”  The MOU assumes a macro-level Target Operating Model where Cambridgeshire 
will head-up joint Organisational Support Services, Bedfordshire will head-up joint 
Protective Services and Hertfordshire will head-up Operational Support Services to provide 
these shared services to the three forces.  Criminal Justice is one of the core functions 
within Operational Support Services. 

Within the design of the Target Operating Model (TOM) for Phase 1 functions the following 
have been taken into consideration: 

i. Project objectives 

ii. The CJ Design Principles 

iii. The role and purpose of CJ in the Police Service 

iv. The scope of Phase 1 of the Project 

v. External factors to include the impact of local and CJS initiatives on 
Phase 1 CJ functions 

vi. New technology to include Athena 

vii. The Agile Working Strategy 

1. Project Objectives 

Details of the project objectives can be found at Appendix G.  The main project objectives 
and agreed weighted measure of importance are: 

 To decrease the budget by at least 20% over a 2 year period – 30% weighting 

 To deliver excellent Victim and Witness centered services – 50% weighting  

 To deliver efficient common business processes – 20% weighting  

2. Design Principles  

The design principles are contained in Appendix H. 

The key principles can be summarised as follows; 

 People and culture – working to ensure CJ team members have the necessary skills 
and are managed effectively to promote continuous improvement; 
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 Statutory obligations – to provide a service that meets our statutory obligations i.e. 
under the Police and Criminal Evidence Act (PACE) and Management of Police 
Information (MOPI), minimising the risk of organisational reputational harm; 

 Service Delivery – that is cognisant of the needs of a) victims and witnesses; b) 
stakeholders; and c) the transformation of the wider CJS; 

 Partners – recognising we need to work with CJS partners in order to drive change to 
deliver innovation and benefits for police; 

 Technology – maximizing use of new technology across BCH and the CJS. 

3. Role & Purpose of CJ in the Police Service 

The primary consideration and purpose for CJ functions is to make significant progress in 
bringing offenders to justice as effectively and as expeditiously as possible.  In doing so, it 
is important that cases are managed effectively and that evidential material is of sufficient 
quality to be submitted to CJS partners within expected timescales. 
 
There must be an assurance that Criminal Justice System (CJS) partner actions are 
managed expeditiously.  This will mitigate the risk of cases failing, resulting in no justice for 
V&Ws of crime and a significantly damaging impact on the confidence in the police and the 
wider CJS. 

4. Scope of Phase 1 of the CJ Project 

Phase 1 of the CJ Project must also include the following requirements: 

 Design processes which incorporate the Athena business model, maximising the use 
of Athena as much as possible.  While implementation of the TOM for Phase 1 
functions is not dependent on implementation of Athena, efficiencies will be gained in 
the use of Athena in tasking and recording of requests received for evidential material 
i.e. summaries of suspect interviews; 

 Develop a performance framework that provides qualitative feedback and relevant 
information to Criminal Justice teams, operational police teams and to CJS partners in 
order to drive improvements, efficiency and effectiveness; 

 Develop the use of digital solutions across BCH and the wider CJS i.e. digital storage 
solutions and the use of the Electronic Witness Statement (EWS). 

5. External factors to include the impact of local and national CJS initiatives on 
Phase 1 functions 

There are a number of external factors, which the CJ Project team have considered in the 
new methods of operation under the proposed TOM and specific to Phase 1 CJ functions. 
These are: 

 Organisational and operational challenges from key partners to include the 
following: 

o A number of variances in working practices across the different CPS regions have 
been identified, which could impact on processes and demand i.e. the 
requirement for an exhibiting statement from evidential summarisers and the 
differences in the Live Link application process.  Work is planned during the 
implementation phase to address the variations in working practices. 
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o The reduction in Court estate.  Expanding the use of Virtual Courts and Live Links 
will allow us to take advantage of flexible court working across BCH, the region 
and nationally to ensure we expedite justice.   

o The restructure of regional CPS areas resulting in fewer case reviews and an 
increase in the number of urgent requests for evidential material i.e. summaries of 
suspect interviews.  The retention of the service to summarise suspect interviews 
‘in house’ allows us resilience to meet this service demand. 

 The impact of CJS initiatives on demand.    

o Some CJS initiatives such as BeNCH and Transforming Summary Justice (TSJ) 
are in the early stages of implementation.  It has therefore been impossible to 
directly attribute changes in demand to these initiatives or further predict the 
impact on demand in the future.  Demand has been considered specifically for 
typing services.  Based on current volumes and trends from Sept 14 to June 15 a 
reduction of 18% has been predicated for the next 6 months and taken into 
consideration in the design of the TOM.  Further details of the demand profile for 
Typing services can be found in Appendix F. 

o Better Case Management (BCM) is due to be implemented in Crown Courts 
nationally early in 2016.  This builds on the principles of TSJ and is likely to 
impact on the demand for typing services.  A Post Implementation Review (PIR) 6 
months after implementation will allow us to reassess the impact of CJS 
initiatives. 

o The CJS is a changing landscape with a significant focus on the digital agenda.  A 
diagram illustrating the CJS landscape and expected timescales can be found at 
Appendix I.     

A dedicated CJ Policy and Performance team will allow BCH to take full 
consideration of the CJ initiatives collectively.  This is to ensure: 

I. the interdependencies are fully understood to include unintended 
impacts on CJ or other policing teams i.e. Police Led Prosecutions;  

II. that all benefits are realised for police; 
III. that we continue to identify and deliver new and innovative ways of 

working; 
IV. that the impact of the Single Justice Procedure is fully understood and 

that any benefits are realised. 

6. New Technology  

The following initiatives will have a direct impact on Phase 1 functions; 

 Electronic Witness Statements (EWS) – removing the need to type handwritten 
statements.  The impact of this initiative has been considered within the Economic 
Case. 

 Digital Evidence Store – is not expected to be implemented across BCH until 2017.  
However, an interim solution is being developed to allow for working copies of suspect 
interviews to be stored.  This will allow access remotely and greater efficiencies i.e. 
reduction in admin processes.  Further details of the digital solution can be found in 
Appendix J. 

 Athena – the implementation of the TOM for Phase 1 functions is not dependent on the 
implementation of Athena.  The Athena business processes will be incorporated to 
ensure maximum efficiencies are achieved. 
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 Progression of the CJS Digital Agenda and use of video link equipment in Court – will 
be maximised and developed with the introduction of the collaborated Digital Justice 
Team. 

7. The Agile Working Strategy 

Details of the 4 agreed categories within the Agile Working Strategy can be found in 
Appendix K. 

Agile working has been considered within the location requirements detailed within the 
Economic Case. 

 

Performance Management 

There is currently no CJ function-specific performance data captured consistently by any of 
the CJ teams across BCH.  A measure of Phase 1 specific Key Performance Indicators 
(KPIs) has been established, details of which can be found within the Economic Case. 

It should also be acknowledged that work undertaken by CJ teams does contribute to the 
wider Force performance relating to case outcomes, reported at the Local Criminal Justice 
Boards.  

It should therefore be noted that any reduction in service within the CJ teams could 
adversely impact on Force performance.  

The table below provides a high level summary of the key risks to performance, if the 
services within CJ are not delivered.  Conversely, an increase in resilience and capacity 
within a collaborated CJ function could potentially increase performance i.e. the use of 
Virtual Courts in Domestic Abuse (DA) cases could speed up justice and prevent Victims 
needing to give live evidence by encouraging an early guilty plea. 

Table 7:  Key risks to performance if CJ services are not delivered 

Service Risk to Force Performance Impact 

Summary of suspect interview 
unavailable for trial 

  

Incomplete/poor quality 
summary provided  

 

Statements not typed for use 
in Crown Court trials 

 

Loss of Master Copy of 
suspect interview 

 Increase in 
discontinuances/failed cases 

 Decrease in number of 
convictions 

 No justice for Victims and 
Witnesses 

 Loss of confidence in Police 
and CJS 

Transcript of interview 
provided rather than the 
preferred summary of interview 

 Increase in officer abstractions 

 Increase in number of 
ineffective trails 

 Increase in number of court 
adjournments/number of court 
sittings required 

 Increased costs for police 
and CJS partners 

 Loss of confidence in Police 
and CJS 

Failure to implement national  Increase in failed cases due to  No justice for Victims and 
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Service Risk to Force Performance Impact 

CJS initiatives non- compliance with national 
objectives and timescales 

Witnesses 

 Loss of confidence in Police 
and CJS 

Failure to implement legislative 
changes 

 Increase in failed cases 

 

 Serious organisational 
reputational harm 

 No justice for Victims and 
Witnesses 

 Loss of confidence in Police 
and CJS 

Details of the current force performance framework for case outcomes based on CPS and 
HMCTS data can be seen in Appendix L. 

 

Risks 

The key risks associated with the CJ Project are shown within Appendix D.   

The table below shows the most significant risks outlining the cause, the potential effect 
should the risk materialise and the mitigations. 

Table 8:  Key risks associated with Phase 1 

Risk  Cause Effect Mitigation 

Failure to maintain 
operational delivery 
and / or a performance 
failure 

The Criminal Justice 
teams play a key role 
within the Criminal 
Justice Service (CJS), 
supporting policing 
services and CJS 
partners, and 
maintaining links to 
stakeholders. 

A failure to effectively 
consider the short and 
long-term impacts of the 
process changes on the 
wider CJS may affect 
delivery /performance. 

 Failure to 
adequately engage 
with CJS partners in 
the change process 

 Failure to 
adequately engage 
with key internal and 
external 
stakeholders in the 
wider CJS  

 Failure to 
understand impact 
of changes to 
service delivery on 
wider CJS partners 

 CJS partners may 
lose  confidence in 
the police 

 Unnecessary 
additional changes 
may be required 

 Cases will fail due to 
inappropriate action 
being taken 

 Regular tactical 
and project 
meetings to 
discuss on-going 
risks, mitigation of 
issues and 
opportunities.  

 Open lines of 
communication 
between all key 
stakeholders. 

 Phased approach 
to CJ collaboration 

. 

A loss of experienced 
staff both within the 
project team and CJ 
Business As Usual 
(BAU) 

There is a risk that there 
may be an increased 

 Lack of strategy to 
promote staff morale 
during the change 
process 

 Failure to develop a 
strategy to promote 
the retention of 

 The full benefits of the 
project are unlikely to 
be realised and 
operational delivery 
may fail 

 

 Consideration to 
be given to Cambs 
and Herts staff to 
work remotely at 
current locations 
within the Digital 
Admin Services 
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Risk  Cause Effect Mitigation 

staff turnover, impacting 
on delivery of the  
Target Operating Model 
(TOM) and realisation of 
benefits 

skilled, experienced 
staff 

 Project team staff 
required to return 
periodically to 
substantive 
operational roles 

 

 

 CJ Project team 
members may be 
extracted to other 
duties impacting on 
the project’s ability to 
implement the agreed 
Phase 1 TOM within 
the timescales 

 

(typing services) 
function  

 Consultation with 
staff support 
groups and active 
engagement with 
staff will continue. 

 Staffing demands 
regarding project 
team abstractions 
flagged to Chief 
Officers. 

 Position being 
advertised for an 
additional Athena 
Project Manager 
for CJ. 

Inadequate 
resourcing of the new 
business model 

There is a risk that the 
staffing requirements 
per the TOM are not in 
place at implementation 
as a result of an 
inability to resource to 
the required levels. 

 Turnover in staff per 
the risk above 

 A lack of 
inadequately skilled 
staff may impact on 
performance and the 
delivery of benefits 
following 
implementation 

 Ensure that 
vacancies are 
managed 
appropriately with 
HR lead.  

 Drop in sessions, 
CJ bulletins and 
other 
communications 
will help reassure 
staff and prevent 
them leaving 
prematurely. "To-
Be" processes 
and modelling 
have taken place 
to determine 
correct staffing 
levels. 

Estates – the impact 
of the CJ and other 
collaboration projects 
on the estates 
capability of BCH 

There is a risk that 
there may be limited 
estate options for 
delivery of the TOM as 
a result of a significant 
number of  projects 
with estates’ 
dependencies 

 Unaligned estates 
strategy across BCH 
to effectively  deal 
with multiple 
impacts 

 Estate requirements 
for the delivery of 
Athena training are 
significant and any 
delay to the training 
may increase the 
estate impact on CJ 

 May impact on the 
delivery of the most 
effective structure 

 Early engagement 
with estates leads 
to keep abreast of 
the available 
estate options. 

 Close liaison with 
Athena L&D group 
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Risk  Cause Effect Mitigation 

Failure to 
successfully 
implement a number 
of new CJS initiatives  
There is a reliance on 
successful 
implementation of  new 
CJ initiatives and other 
collaboration projects 
by operational policing 
areas across BCH 
CJ is reliant on the 
successful 
implementation of a 
number of new 
initiatives.  The success 
of these is outside the 
control of the CJ project 
and may impact upon 
the performance of the 
collaborated CJ. 

 Incorrect 
implementation of 
initiatives such as 
Transforming 
Summary Justice 
(TSJ) and Electronic 
Witness Statements 
(EWS) to reduce 
demand into the 
collaborated CJ 
model 

 Detrimental impact 
on the performance 
of the collaborated 
CJ function  

 Regular feedback 
to staff and 
managers 

 Post 
implementation 
review of 
initiatives and 
impact on the new 
TOM 

 Monitor impact of 
other BCH 
collaboration 
projects on 
quality, initiatives 
and change in 
processes 

 

Dependencies and other considerations 

 

 Technology – The interim digital solution to store working copies of suspect interviews 
utilises storage within the Body Worn Video digital solution.  Should the implementation 
of this solution fail or be delayed, then the efficiencies and savings for tape library 
functions may also be reduced or delayed respectively. 

 Location – The new DAS team will be situated at Dunstable and will be utilising space 
currently used for Athena training.   If the training is delayed, then this could impact on 
the implementation. 

 

Impact on Victims and Witnesses 

A key objective of the CJ project is to ensure that collaborated CJ functions deliver victim 
and witness centred services and services which make significant progress in bringing 
offenders to justice as effectively and as expeditiously as possible.   

The table below outlines the direct and indirect impact to Victims and Witnesses arising 
from the service provided within Phase 1 functions. 

 

 

 

 



OFFICIAL – NOT PROTECTIVELY MARKED 

   25 
CJ_FBC  Not Protectively Marked 

Table 9:  Impact of Phase 1 services on Victims and Witnesses 

Function Outline of service provided Key Impact 

 

 Will ensure compliance with 
relevant legislation regarding 
the retention and 
management of suspect 
interviews (i.e. PACE) to 
ensure vital evidence can be 
produced at court 

 Will provide a consistent and 
proportionate approach to 
the preparation of evidence, 
while meeting the needs of 
the wider CJS.   

 Offenders will be brought 
to Justice – Justice for 
Victims and Witnesses 
(V&Ws); 

Providing accurate 
summaries of the relevant 
and crucial evidence will; 

o reduce delays in the 
judicial process; 

o ensure the length of 
trial is kept to a 
minimum; and 

o ensure the best 
evidence is provided 
to the Court. 

 

 Will provide a consistent and 
effective approach to the 
implementation of local and 
national CJS initiatives will 
ensure that Justice is done 
as expeditiously as possible. 

 Will allow for the provision of 
performance data, analysis 
and management information 
in relation to CJ specific 
functions and Force 
performance  

 Offenders will be brought 
to Justice; - justice for 
V&Ws;  

 Improving the service and 
experience for V&Ws; by 
working together to ensure 
all CJS agencies review 
points of attrition and 
processes to encourage and 
facilitate a culture of 
continuous improvement in 
the service provided to 
victims and witnesses 

 

 Will progress the Digital 
Agenda by increased use of 
video link equipment for use 
of Virtual Courts (VC) and 
Live Links (LL) 

 Will maximise the 
opportunities for use of VC 
and LL to improve the 
service for Victims and 
Witnesses (V&Ws)  

 Use of the VC will Expedite 
justice;  

The VC will provide an 
opportunity for  defendants 
to appear before the court 
often within a few 
hours/days of charge; 
increasing the likelihood of a 
guilty plea at the earliest 
opportunity and removing 
the need for V&Ws to give 
evidence at trial  

 Use of LL will improve the 
experience of V&Ws when 
giving evidence during the 
trial; particularly those who 
are concerned about 
attending the trial centre.  

 

 
Digital Administration 

Services 

 

Policy and Performance  

 

Digital Justice Team 
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D. Economic Case  

This section will outline the following: 

 The current state assessment 

 The approach to the design of the Target Operating Model (TOM) 

 The assurance assessments undertaken in relation to the assumptions made in the 
OBC and FBC 

 The content and structure of the chosen TOM, to include the proposed savings, 
services  and location requirements 

 Key Performance Indicators (KPIs)  

 Governance 

Current State Assessment 

A full current state assessment of the Phase 1 functions has been undertaken providing an 
analysis of the current organisational structures and CJ staff activities. 

The tables below show the high level current organisational structure and cost for Phase 1 
functions.  Some CJ functions that are undertaken outside of the current CJ budgets (i.e. 
the cost of the police officer support for CJ policy and performance in Cambridgeshire 
which approximate to £68K) have been reflected within the cost of the relevant function. 

Table 10:  Current staffing structure for Phase 1 functions 

  Beds Cambs Herts Totals 

Police Officers - 1.28 1  2.28 

Police Staff 8.21              7.5 25.21 40.92 

TOTAL 8.21 8.78 26.21 43.20 

 

Table 11:  Current police and staff costs of Phase 1 functions 
Current 
Baseline 
Budgets Beds Budget Cambs Budget Herts Budget TOTAL 

 
2015/16 2015/16 2015/16 2015/16 

 
£'000 £'000 £'000 £'000 

Police Pay - 68.18 45.65 113.83 

Staff Pay 199.30 176.11 738.73          1,114.14 

TOTAL 199.30 244.29 784.38 1,227.97 

A summary of the current state assessment for each Phase 1 function can be found in 
Appendix E including: 

 current staffing  

 current cost per member of staff;  

 unit cost (for Typing services only);  

 best practice  

 gaps in current service provision  
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The following information has been adduced from the current state assessment: 

i) Typing Services 

Transcripts of interviews are a verbatim record of what is said and are generally prepared 
at a lower cost.  A summary of the interview is a much shorter version highlighting the 
salient evidential points and requires specific skills to prepare. 

Cambridgeshire appear to provide the cheapest service for the following reasons: 

 The pay grade of the staff employed to ‘summarise’ interviews is lower (£7K less per 
person than Hertfordshire); 

 A higher percentage of interview transcripts is prepared by an external provider at a 
reduced cost (average 34% transcripts compared to 24% Bedfordshire); 

 A high percentage of the workload is prepared as transcripts rather than summaries 
(34% compared to 11% Hertfordshire). CJS partners state the acceptable level for 
transcripts is around 15% therefore producing transcripts at over double this level is 
not a sustainable solution. It will also lead to greater costs in the CJ process due to 
resultant officer attendance hours increasing. It may also lead to adjournments and 
double tasking as Judges can request summaries of lengthy transcripts, sometimes 
mid trial; 

 There is no dedicated supervisory role in Cambridgeshire due to the small size of the 
team.  The supervision required by this experienced team is provided (approx. 5 hours 
per week) by a CJ manager as part of a wider role. 

While the cost of the service provided is an important factor, the standard of the service 
provided must also be considered.  The actual service provided has been reviewed to 
assess whether this meets the needs of each of the three forces and other CJS partners. 

Conclusion 

 Areas of good practice in each Force have been included in the design of the TOM. 

 While the cost of the service provided is cheaper in Cambridgeshire, the high 
proportion of transcripts prepared cannot be sustained and is likely to be challenged by 
partners.  The standard of the service currently provided is likely to generate additional 
costs for Police and CJS partners later in the justice process.   

ii) Tape library Functions 

It is clear that significant improvements in the management of digital media should be made 
in order to mitigate the current risks of non-compliance with statutory obligations i.e. the 
identification of material requiring non-standard retention (99 years).   

The risks associated with the current service have been considered and incorporated into 
the proposed TOM and will be addressed as part of the implementation plan. 

The increase in use of digital media and proposed digital solutions (digital evidence store) 
will undoubtedly impact on the demand for this function.  A Post Implementation Review 
(PIR) will ensure the new proposed structure is fit for purpose. 
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iii) Policy and Performance 

It should be noted that the cost for this function now includes the support provided to CJ by 
2 Police Officers (0.78 PS and 0.5 PC) in Cambridgeshire at approximately £68K.  This 
cost was not reflected within the OBC.   

Conclusion  

 The ability to engage with NPCC, national and local leads is vital to ensure the 
successful implementation of CJS initiatives.  

 There are numerous on-going CJS and local initiatives (around 8) with a significant 
number planned for the next 3 years.  A structured team is required to provide 
consistency of approach and resilience.   

 If the support provided to implement CJS initiatives by staff outside of CJ (as in 
Cambridgeshire) is withdrawn this will leave a significant risk that initiatives will not be 
implemented effectively. 

 We must ensure all efficiencies and benefits are realised for police as well as other 
CJS partners.  A structured team will provide the invaluable links required nationally 
and drive the changes required with partners and local policing teams. 

iv) Digital Justice Team  

The use of Virtual Courts (VCs) and Live Links (LLs) are a key part of the national strategy 
for digital working across the CJS. 

Conclusion 

 It is clear that the use of Live Link does reduce the length of abstraction of police 
officers from duty and will encourage civilian witnesses to give evidence when they are 
unwilling to attend court.   

 VC has already demonstrated an increase in early guilty pleas in Hertfordshire.  
Further use will: 

o improve the conviction rate in Domestic Abuse cases without a requirement for 
the victim to give evidence; 

o reduce the fail to appear (FTA) rate for Foreign National Offenders; and 

o ensure we take advantage of the flexible court working required due to the 
shrinking of the HMCTS estate across BCH, the region and nationally to ensure 
we expedite justice. 

 Police must continue to drive the changes required with CJS partners in order to fully 
realise the significant benefits of VC and LL. 

Approach to the Design of the TOM 

A collaborative approach has been taken to the design of the new Target Operating Model 
(TOM) for the BCH Phase 1 CJ functions.  To ensure strategic coherence of the TOM, 
oversight of design has been led and managed by the Strategic Lead. 

The following key factors were taken into account in the approach to the TOM design: 

 The savings target of £226K for Phase 1 (25% of the overall target of £895K) 

 Design principles and project objectives  
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 Best practice locally and nationally 

 The demand profile for Phase 1 functions 

 Key changes to and use of technology; 

 The impact of local and national CJS initiatives and organisational changes made by 
our CJS partners 

 Risks if the function/service is not delivered 

 Resilience and sustainability 

 The conclusions from the analysis of the current state assessment 

Assurance Assessments  

All assumptions made during the design of the TOM for Phase 1 functions within the OBC 
have been re-assessed.  A summary of the assurance assessments undertaken are 
contained within Appendix M. 

Conclusions and Outcomes 

 Transcripts are generally not preferred by CJS partners and can add to the cost of a 
trial for all agencies. 

 As a result of feedback from stakeholders (Court Service) the proportion of suspect 
interviews to be summarised will rise from 80% to 85%.  The assumption in the OBC 
that 20% of suspect interviews could be prepared as transcripts has been adjusted to 
reflect a maximum of 15% within the FBC.  This will impact on the number of staff 
needed within typing services in the TOM and has been included in the demand profile. 

 We have undertaken an assessment to ensure the correct balance is achieved 
between cost and the level of service required.  Based on this assessment, the unit 
cost for preparation of summaries and transcripts is predicted to be £90.31.   

 The estimated reduction in number of requests (80% within 6 months) for typed 
statements in the OBC due to the Electronic Witness Statement (EWS) is unrealistic. 

 With robust performance management in place for use of the EWS, a 90% reduction in 
the requests for typed statements has been estimated by October 2016.    

 TSJ was implemented across BCH during April and May 2015.  However, not all 
objectives have been delivered across the CJS i.e. the implementation of Wi-Fi in all 
Courts.  Therefore, a realistic assessment of a further impact on demand cannot be 
accurate at this stage. 

 Demand has been considered specifically for Typing Services.  Based on current 
volumes and trends from Sept 14 to June 15 a reduction of 18% has been predicated 
for the next 6 months and taken into consideration in the design of the TOM. 

 As a direct result of (a) the application of the newly agreed productivity measure for 
BCH Collaboration Projects; and (b) additional service demands (requirement for more 
summaries than transcripts) the staffing profile has increased by 2 FTE within Typing 
Services, from 12 FTE (OBC) to 14 FTE.  This is despite the predicted reduction in 
overall demand for this function which has also been taken into account.  

 Following independent evaluation of the roles within the TOM, there will be an increase 
in the grade for staff in Bedfordshire and Cambridgeshire in typing services.  However, 
this cost has been anticipated and assessed in the costs for the TOM and outlined 
within the OBC and within this FBC. 
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 The TOM has been adjusted to allow for some Cambridgeshire and Hertfordshire staff 
within typing services to be managed centrally but to work remotely (at current 
locations), subject to review.  This will mitigate the risks associated with long distance 
re-location (loss of skilled staff and the high implementation costs associated with 
relocation).  This will be reviewed as part of the PIR. 

Further details of the demand profile for typing service can be found in Appendix F. 

Feedback from Stakeholder Engagement Sessions 

There have been a number of activities undertaken to ensure engagement with relevant 
stakeholders.  

The table outlining stakeholder engagement can be found at Appendix N. 

Feedback from the engagement sessions can be distilled into the following main points, 
and have been considered by the CJ Project Team in the design of the TOM and covered 
in further detail within this FBC: 

o The apportionment of savings (included in the Financial Case); 

o The justification for providing the level of service proposed (details are included in 
the summary of services to be provided); 

o The impact of new CJS initiatives (included in the Strategic Case); 

o Identification of the advantages of a collaborated function (included within the 
Economic Case); 

o The roadmap to a Target Operating Model; 

o Guidance received from CJS partners in relation to preparation of transcripts for 
Achieving Best Evidence (ABE) interviews. 

Conclusion and Outcome 

 The impact of new CJS initiatives i.e. TSJ cannot be assessed at this stage as not all 
objectives have been fully implemented. 

 The following risks are significant and likely if CJ services are not provided: 

o Failure to comply with statutory requirements i.e. as a result of incorrect 
procedure for management and retention of evidential material (i.e. suspect 
interviews); 

o An increase in the number of failed cases if evidential material is of poor 
quality (summaries of suspect interviews/eligible handwritten statements) or not 
delivered on time (suspect interviews). 

 The road map to the TOM at end of Phase 2 cannot be completed at this stage.  
Further scoping is required in relation to Witness Care functions and a decision to 
confirm whether it is in scope for CJ Collaboration is required.  This means that 
agreement has not yet been reached in relation to the TOM for Phase 2 functions.   

 Confirmation has been received that the preparation of transcripts for ABE interviews 
post charge is a CPS responsibility.  Measures will be put in place to ensure robust 
management of this type of request in the future. 
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Impact of the Assurance Assessments and Stakeholder feedback on the TOM 

As a result of the assurance assessments undertaken, a number of the assumptions made 
in the OBC have been revised.  The table below outlines the revised assumptions and the 
impact on the TOM.  Further details of all assumptions made during the design of the TOM 
can be found at Appendix O. 

Table 12:  Revised assumptions in FBC and impact on TOM 

Business 
Area 

Assumption made in 
OBC 

Revised Assumption in FBC Impact on 
TOM 

Typing 
Services 

That the requirement to 
type witness statements 
for court proceedings 
will be reduced by 80% 
at go live (following the 
introduction of the EWS 
Jan 2016) 

 

That the requirement to type witness 
statements will be reduced by 90% 
by October 2016.  In the meantime, 
this service will be commissioned 
from an external provider. 

It is expected 
that this will 
cost around 
£5k over the 
first six months 
post-
implementation 

That the service to 
provide transcripts of 
defendant interviews 
(approx. 20%) will be 
commissioned at a cost 
that is less than a 
service provided by an 
in-house BCH team 

 

That the proportion of transcripts of 
defendant interviews will decrease to 
15% of the workload for less 
serious/complex cases and will be 
commissioned from an external 
provider at a cost less than the 
service currently provided.    

Reduction in 
the non-pay 
costs of 
approx. £1K 

That 12 FTE evidential 
summarisers will be 
required to deliver the 
service to summarise 
interviews 

 

That 14 FTE will be required to 
deliver this service (based on 
productivity measures and additional 
services i.e. the requirement for more 
summaries than transcripts).  

 

The staffing 
profile for 
Evidential 
Summarisers 
will increase 
from 12 FTE to 
14 FTE  
 

That the service to 
summarise defendant 
interviews will remain 
‘in-house’ at a cost less 
than any provision of 
commissioned services 

Due to the increase in the FTE for 
the TOM (+2), the provision of this 
service ‘in house’ is no longer the 
least expensive option. 

 

However, it is proposed that the 
service continues to be delivered in 
house for the following reasons: 

1. To meet the service demand - 
the average turnaround time for 
service from an external 
provider is 5 working days.  This 
does not meet the demand for 
urgent requests and Judge’s 
Orders for summaries / 
transcripts and other evidential 
material (i.e. 999 calls) that are 
required in less than 5 days.   

Failure to deliver this service will 

No change 
required 
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Business 
Area 

Assumption made in 
OBC 

Revised Assumption in FBC Impact on 
TOM 

result in an increase in failed 
cases for serious offences. 

2. To avoid the restriction of 
lengthy contractual 
obligations to include TUPE, 
which could limit any further 
changes following the PIR and 
any further decrease in demand. 

Phase 1 - Target Operating Model    

The diagram sets out the TOM for Phase 1 to include team members and line management 
structure. 

 

 

 

 

 

Chief Inspector CJ/Custody 

Policy and 

Performance (Agile) 

1x Manager 

(PO1/S02/ A5) 

2 X Performance and 

Policy Officers 

(Sc5/Sc5/A3) 

 Digital 

Justice 

Manager 

(PO2/S02/ 

A5) 

Custody 

Policy 

 Digital Justice Team 

(Herts) 

1 X PC 

2 X VC Detention Officers 

(A3) 

 Digital Administration 

Services (Dunstable) 

1 X Team leader 

(SO1/2/Sc6/A4) 

13 X Evidential 

Summarisers 

(Sc4/Sc4/A3) 

1 x Evidential 

Summariser (supervisory) 

(Sc5/Sc5/A3) 

4 x Digital Administrators 

(Sc3/Sc3/A2) 
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In Phase 1 the TOM will deliver the following; 

Savings  

The table below outlines the reduction in staff numbers. 

Table 13:  Reduction in staff numbers of proposed TOM 

  Current FTE TOM FTE 
Reduction of 

FTE 

Typing Services 26.83 15.00 11.83 

Tape Library 7.50 4.00 3.50 

Policy & Performance 4.87 3.00 1.87 

Digital Justice 4.00 4.00 0.00 

Total 43.20 26.00 17.20 

For further details of the breakdown of staff by functional areas and grade, please see 
Appendix P. 

Advantages of a collaborated function 

However, the advantages of a collaborated function can be summarised as follows: 

 Increased resilience achieved through the centralisation of the Typing Services and 
Tape Library functions.  To achieve the savings required, the numbers of staff have 
been reduced for each County.  For example, for typing services; Bedfordshire will 
reduce from 4.62 FTE to 3 FTE; Cambridgeshire will reduce from 5 FTE to 4 FTE and 
Hertfordshire from 15.21 FTE to 7 FTE.   

For tape library functions, Bedfordshire will remain at 1 FTE; Cambridgeshire will 
reduce from 2.5 FTE to 1 FTE and Hertfordshire will reduce from 4 FTE to 2 FTE.  
These reductions are based on NRE calculations. 

Delivered locally, abstractions for A/L and sickness would leave small teams very 
vulnerable and creates a substantial risk that service will not be delivered.  For typing 
services, this will result in an increase in failed cases at Court and a loss of confidence 
for Victims and Witnesses in the CJS and Police.  A centralised unit will assist in 
mitigating this risk. 

 Improved service provision that; 

o Removes the additional costs for police and CJS partners associated with the 
provision of transcripts of suspect interviews. By providing summaries of suspect 
interviews the length of the trial will be significantly shortened; and 

o Mitigates the risks associated with the incorrect retention of material in serious cases 
by introducing a new archiving process for suspect interviews. 

 Rationalisation of managers and supervisors in a centralised function. 

 Improved Business Continuity arrangements across BCH. 

 Greater opportunity to continue to seek improvements in the use of technology. 

 Greater opportunity to encourage a culture of continuous improvement. 
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Services 

The table below provides a summary of the services to be provided and risks if this function 
is not delivered.    

i) Digital Administration Services 

Table 14:  Digital Administration services to be provided and risks if function is not 
delivered 

Criteria Description Key risks if function not provided 

Overview of 
service to 
be provided  

Preparation of summaries of defendant 
interviews (Crown Court cases) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Less convictions  and no justice for 
Victims and Witnesses -  A record of the 
defendant’s interview is required at trial 
and can be vital evidence used to convict 
the guilty.  

Increase in failed cases - A lack of this 
important evidence will cause more cases 
to fail, with no justice for victims and 
witnesses.  

Increase in officer time away from front 
line duties - Officers could prepare 
interview summaries/complete typing work 
for trial.  However, this creates a risk that 
cases will fail due the inadequacy of the 
summary or late delivery due to the 
following reasons: 

 Officers are not trained to prepare 
lengthy summaries for trial; 

 Urgent request for summaries will 
not be done due to shift patterns 
and operational demand; 

 The average time to complete a 
summary is approx. 4 hours (for 
experienced summariser). 
Complex cases can take over 15 
hours.  

 Commissioning services for a maximum 
of 15% of requests received to be 
prepared as transcripts of interviews 

If  more than 15% of requests are 
prepared as transcripts the following 
risks apply: 

Increase in failed cases - Failure to ensure 
the relevant evidence is admitted during the 
trial could result in an acquittal or  discharge; 

Delays in justice - adjournments for 
summaries of lengthy transcripts to be 
prepared at the request of the Judge; 

Increase in costs for police in increased 
officer abstractions at court and all CJS 
agencies in case preparation and length of 
the trial. 

 Commissioning services for typing of  
90% statements required for Crown 
Court trial and Magistrates trials by 
exception 

Increase in failed cases  - Judges and 
prosecutors must be able to read the 
evidence or this will impact on the trial and 
the conviction rate. 
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Criteria Description Key risks if function not provided 

 Preparation of transcripts of:,999 calls, 
Body Worn Videos (BWVs) and ABE 
interviews (by exception) 

 

Less convictions and a decrease in 
opportunities to prosecute Domestic 
Abuse (DA) cases - Preparation of 999 
calls could assist in the prosecution of 
Domestic Abuse cases where the victim has 
withdrawn.  Without this service more cases 
could be discontinued/ineffective.  

 Preparation of defendant interview 
summaries required for a pre-charge 
decision by CPS (by exception) 

 

Increase in cases where No further 
Action (NFA) taken - Without a clear 
indication of what said by the suspect in 
interview, CPS may incorrectly adduce that 
there is insufficient evidence to proceed. 

 Administration processes relating to the 
retention of all recorded interviews 
(suspect) for BCH and witness 
interviews (Beds and Cambs) taking 
account of statutory obligations (PACE 
and MOPI)  

Breach of statutory obligations (PACE; 
CPIA) and guidelines under Management of 
Police Information (MOPI). 

Increase in failed cases due to failure to 
comply with PACE and not delivering 
working copies for cases progressing to 
court. 

A summary of the services that will no longer be provided can be found within Appendix Q. 

ii) Policy and Performance 

Table 15:  Policy and Performance services to be provided and risks if function is not 
delivered 

Criteria Description Key risks if service not provided 

Overview 
of service 
to be 
provided 

Identification and management of the 
implementation of new initiatives and 
statutory obligations  

Significant organisational risk arises when 
new legislative requirements are not 
implemented.   

Failure to realise benefits of new CJS 
initiatives and other innovative ways of working 
in the short, medium and longer term. 

 Driving business and change with our 
CJS partners  

Failure to deliver efficiencies from change.   
CJS initiatives are only successful if all CJS 
agencies work together.  This is a key 
objective of the National Criminal Justice 
Board. 

 To develop and manage a 
performance framework, identifying 
key performance areas and indicators  

Limited performance framework providing 
no ability to identify key attrition points and 
effectively challenge CJ partners when 
performance and service to police and V&Ws 
is poor. 

 To undertake research and 
performance analysis to implement 
improvements to maximise efficiency 
and effectiveness in support of 
business objectives 

Failure to maximise efficiencies by using 
evidence of performance and the management 
of information within Athena, in support of 
change. 
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iii) Digital Justice 

Table 16:  Digital Justice services to be provided and risks if function is not delivered 

Criteria Description Key risks if service not provided 

Overview 
of service 
to be 
provided  

Live links – to be expanded for use of 
civilian witnesses (Cambridgeshire and 
Hertfordshire) 

 Failure to maximise benefits of new 
technology.  

 Delays in justice with a failure to be able 
to adjust to a reducing national court 
estate.  These can also lead to delays in 
police custody. 

 Increase in failed cases if the case is 
delayed, i.e. in cases of domestic abuse 
the victim is more unwilling to attend the 
longer the case takes to conclude. 

 Failure to improve the experience of 
V&Ws when giving evidence during the 
trial. 

 Virtual court (currently in place across 
Hertfordshire only) will be expanded to 
use for charge and bailed first hearing 
offences for FNOs; domestic abuse; 
driving with excess alcohol. 

 

Location Requirements 

The table below represents the location requirements of the new TOM for Phase 1 taking 
into consideration the Agile Working strategy where possible. 

Table 17:  Location requirements of TOM 

CJ Function Location Impact/Agile Working 

Digital 
Administration 
Services 

 Dunstable Police Station (for 
Bedfordshire staff and those 
undertaking the tape library function) 

 

 Remote working for some 
Cambridgeshire and Hertfordshire 
evidential summarisers 

 In the short-term, DAS staff will be 
responsible for the receipt and storage 
of discs and therefore need to be co-
located with discs 

 DAS staff responsible for typing would 
fall into the fixed desk category of 
agile working, due to the amount of 
equipment required (dual screens and 
ROVI transcribers) 

 In the longer term, adjustments could 
be considered for working hours to 
allow for office space and equipment 
to be shared 

Policy and 
Performance  

 Post holders will continue at current 
location but will be expected to be 
travel to attend meetings across 
BCH, as required 

 While there is a requirement to have 
access to a desktop due to health and 
safety regulations, staff would be 
expected to work in an agile way as 
directed 
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CJ Function Location Impact/Agile Working 

Digital Justice 
Team 

 The team manager will continue at 
current location with team members 
based  in Hertfordshire during 
implementation of Phase 1 

 No impact due to the nature of the 
tasks involved i.e. access to relevant 
kit 

Roles in the new Organisation 

Full job descriptions for all the roles in the new structures have been designed and have 
been evaluated by each County to determine the relevant grade.  Role profiles will be 
available on the BCH intranet portal once consultation has begun.   

Resource plan 

Following consultation, posts in the new structure will be filled based on the following: 

 Where staff are in posts which are substantially unchanged in the new structure, where 
there are sufficient positions, staff 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 positions, 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. 

Non-payroll costs 

Most of the non-payroll costs are those incurred to run the CJ department and managed by 
CJ. 

The CJ non-pay costs also include some costs that are incurred during the investigation of 
a case i.e. doctors’ fees and test purchases in Cambridgeshire and are currently outside of 
the management of CJ.  During the implementation phase, work will be done to re-align all 
investigation based costs. 

The savings of the chosen TOM are £5k.  The main activities receiving reduced funding 
and the consequences of reducing the current costs are summarised in the table below.  
£4k of the non-payroll savings are generic savings that will be achieved with the reduction 
in staff.  These have not yet been identified but will be in areas such as training, stationery 
and staff welfare. 
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Table 18:  Non-payroll savings 

Category  
£'000 

Description 

  
Staff Non Payroll 
Savings 

4 Savings with reduction in FTEs 

Commission of 
services 

1 Reduction in commissioning costs for transcripts 

Total saving 5   

Transition costs  

Transition Costs have been developed for each of the functional areas within Phase 1 
which includes redundancy costs, reimbursement of additional travel costs and the cost of 
services and support required.  

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

Details of other support and services required that will need to be procured to transition 
successfully, are listed in the Commercial Case, and have been factored into 
implementation costs in the table below: 

Table 19:  Redundancy costs, travel protection costs and support required 

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

 
£'000 £'000 £'000 £'000  £'000 

Redundancy Costs - 166 - -  166 

Travel Protection Costs - 17 10 6  33 

Support Required - - - -  0 

Services Required - 5 - -  5 

Total 0 188 10 6  204 

Due to the higher than average age profile and length of service of staff in Phase 1 
functions, any restructure which will involve staff redundancies in this area will attract 
higher than normal pension strains.  The staff are members of the LGPS (Local 
Government Pension Scheme) and the pension strain trigger is 55 years. Included in the 
FBC (Implementation Cost) is a best estimate of £209k of what this cost may be.  This is a 
mid-point in a scale of possible costs and the actual costs will be provided by the fund’s 
actuaries Hymans Robertson once the staff are identified. 
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Table 20: Capital implementation costs 

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

 
£'000 £'000 £'000 £'000  £'000 

Pension Strain - 209 - - 

 

209 

Installation cabinets 
(DAS) 

 12    12 

Total 0 221 0 0 
 

221 

Measuring Effectiveness - KPIs/SLAs 

The table below shows how the CJ functions within Phase 1 will measure 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.  It is recognised 
that the effectiveness of CJ functions can also impact on force performance i.e. 
discontinuance and conviction rate although these measures can also be influenced by 
numerous actions by other parties i.e. CPS reduction in number of case reviews and Courts 
in the reduction in number of sites and court sittings. 

Some of the measurement of these KPIs require the Management Information and 
reporting to be effective within Athena, and so will not begin until this information is 
available within Athena.  

The table below outlines the KPIs specific for each function, frequency and method of 
measurement and escalation routes.  These KPIs should enable BCH to progress the 
aspiration to consider Activity Based Costing in the future. 

Table 21:  KPIs for each function 

CJ Function KPIs Frequency Method Escalated to 

Digital 
Administration 
Services 

Timeliness of submission of material 

 

Quality of material prepared  

Monthly Via team 
managers 

CJ/Custody 
SMT 

Digital Justice 
Team 

Number of witnesses giving evidence 
via live link 

Location of where evidence given 
from 

Number of cases where virtual court 
was used 

Measure of outcomes i.e. number of 
guilty pleas 

Timeliness of case where virtual court 
used 

Monthly Athena 

 

 

 

 

 

 

HMCTS data  

CJ/Custody 
SMT 

 

 

 

 

 

Local Criminal 
Justice Boards 
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Transitional arrangements 

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 46 staff 

 Inducting staff into new roles and new teams 

 Implementing and embedding new processes and ways of working 

 Implementing Athena processes 

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

 Undertaking wide scale communication with stakeholders to keep them updated on 
changing services 

 Finalising the design of governance boards and setting them up 

 Reporting progress and performance to governance boards 

 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 
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E. Financial Case 

The purpose of this section is to set out the projected financial implications of the chosen 
TOM for Phase 1 functions.  Savings are detailed by both magnitude and the anticipated 
phasing of savings realisation.  Affordability is described in terms of the projected cost of 
implementation, capital and revenue impact and a comparison of savings to the target 
savings in the OBC. 

Affordability 

The table below provides a breakdown of cashable and potentially cashable savings for the 
Phase 1 TOM.  The potentially cashable savings identified relate to support currently being 
provided by 2 police officers (1.28 FTE @ approximately £68K) to CJ teams in 
Cambridgeshire to implement new CJS initiatives.   The development of a collaborated 
Policy and Performance Team within the proposed TOM will result in this support no longer 
being required, providing an opportunity to release this officer time. 

Table 22:  Cashable and potentially cashable savings for TOM 

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

Cashable Savings within project control 

Police Staff 0 388.77 388.77 388.77 388.77 

Police Officers 0 0.00 0.00 0.00 0.00 

Other (including 
Transport and Supplies 
and Services) 

0 5.00 5.00 5.00 5.00 

Total 0 393.77 393.77 393.77 393.77 

Potentially Cashable Savings but dependent on wider business decisions 

Other 0.00 68.18 68.18 68.18 68.18 

Total 0.00 68.18 68.18 68.18 68.18 

  

TOTAL 0.00 461.95 461.95  461.95 461.95 

Through the stages from POD, OBC through to this FBC, the baseline for CJ 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. 

The table below presents the targeted baseline budget outlined in the OBC alongside the 
updated targeted baseline budget.  This has been derived by applying the same 
assumptions used to calculate the OBC target to the updated baseline.  

The table demonstrates how the projected savings for the chosen TOM option in the 
Economic Case compares to the OBC target savings (assuming that all the savings for this 
purpose are ultimately cashable).  
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Table 23:  Current view of CJ affordability against savings target from OBC 

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

Target Savings 

Original savings profile (OBC) 90 361 361 361 361 

Updated savings target (25% of 
updated scope budget) 

0 323 323 323 323 

Target as a % of baseline 0.00% 28% 28% 28% 28% 

Chosen TOM  

Chosen TOM Projected 
Savings 

0 462 462 462 462 

Variance against updated target  0 139 139 139 139 

Current forecast savings as a % 
of baseline 

0% 36% 36% 36% 36% 

 

As demonstrated by the above table, the project has made considerable progress towards 
identifying savings against the baseline position, and is projecting to achieve in excess of 
the target savings.   

The revised savings projection has increased by approximately £100k since the OBC.  This 
is as a result of an increase in the baseline staff numbers and current payscales; a 
reduction of the cost of staff grades in the TOM from the OBC; and a reduction in 
commissioned services costs in the TOM. 

It is noted for information that over and above the savings target identified in this FBC, the 
SMT for collaborated Criminal Justice will be targeted with achieving further savings of 5% 
in each of the 2 years following the implementation of Phase 1 savings.  It has not yet been 
quantified where and how this is to be achieved but will form part of a continuous 
improvement and demand reduction approach. The table below presents the project 
implementation and forecast CJ Phase 1 service running budgets split by capital and 
revenue spend.  This is the current view of funding that will need to be allocated to the 
appropriate CJ functions 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 2015/16 2016/17 2017/18 2018/19 2019/20 

Implementation Costs 

Capital 0 221 0 0 0 

Revenue 0 188 10 6 0 

Total Implementation 
Cost 

0 409 10 6 0 

Criminal Justice On-going Operating Costs  

Revenue 1,290 829 829 829 829 

Total Operating Costs 1,290 829 829 829 829 

TOTAL 1,290 1,238 839 835 829 

 

The Payback Period table below refers to the calculated savings achieved in the year 
compared to the base line of the budgeted costs for 2015/16.   
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In the year that the cumulative cost savings exceed the cumulative 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 2016 when 
the cost savings will exceed the extra costs incurred.  No account is taken of inflation or the 
time value of money.   

The CJ Phase 1 project is expected to break even within the first year of the project. 

Table 25:  Current view of CJ Phase 1 Payback Period 

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

Target Savings 

Savings from base case 0 -462 -462 -462 -462 

one off Implementation costs 0 409 10 6 0 

Net saving (-) or cost (+) in the year 0 -53 -452 -456 -462 

Net cumulative saving (-) or cost (+) from 
base case 

0 -53 -504 -960 -1,422 

Payback period when break even (in 
months) 

  10.6       

Impact on balance sheet 

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

 

Funding arrangements 

This section will highlight the key principles and current assumptions applied with regards 
to funding arrangements in the FBC. 

The basic assumptions applied within the FBC are as follows: 

 Implementation costs and on-going 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. 

Table 26:  Funding split by 2015/16 Net Revenue Expenditure 

Force % split 

Bedfordshire Police 24.42% 

Cambridgeshire Constabulary 31.20% 

Hertfordshire Constabulary 44.38% 
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This would result in funding required from each force as outlined in the table below. 

Table 27:  Indicative project funding required from each force 

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

Implementation Costs (Capital) 

Funded by Bedfordshire 0 54 0 0 0 

Funded by Cambridgeshire 0 69 0 0 0 

Funded by Hertfordshire 0 98 0 0 0 

Total Revenue Cost 0 221 0 0 0 

Implementation Costs (Revenue) 

Funded by Bedfordshire 0 45 2 1 0 

Funded by Cambridgeshire 0 57 3 2 0 

Funded by Hertfordshire 0 81 4 3 0 

Total Revenue Cost 0 183 10 6 0 

CJ Phase 1 On-going Operating Costs (Revenue) 

Funded by Bedfordshire 213 202 202 202 202 

Funded by Cambridgeshire 272 259 259 259 259 

Funded by Hertfordshire 805 368 368 368 368 

Total Revenue Cost 1,290 829 829 829 829 

Total Costs 

Funded by Bedfordshire 213 301 205 204 202 

Funded by Cambridgeshire 272 385 262 260 259 

Funded by Hertfordshire 805 547 372 370 368 

TOTAL 1,290 1,233 839 835 829 

 

In looking at the best method of apportionment for Criminal Justice, the BCH Finance team 
looked at a range of options before adopting NRE: 
 

 Demand (based on the request for summaries and transcripts) produced zero savings 
for Cambs.  

 

 Efficiency was not a suitable option due to the different nature of processes, functions 
and structures across the 3 forces. 
 

 An apportionment based on staff, while it would have seen Cambs achieve acceptable 
savings would have meant Beds realising minimum savings. 

 

Cambridgeshire’s share of current CJ Phase 1 budgets is 21.1%, compared to a 31.2% 
NRE share.  As a result, applying an NRE apportionment to future CJ Phase 1 operating 
costs, and comparing this to current budgets results in Cambridgeshire having a 
disproportionately low level of savings, and Hertfordshire taking a disproportionately high 
level of savings due to their higher baseline. 

The table below outlines the savings of the proposed option, split by force and applying the 
NRE methodology: 
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Table 28:  Proposed BCH budget and savings apportionment 

PROPOSED  BCH BUDGET AND SAVINGS 
APPORTIONMENT 

Beds Cambs Herts TOTAL 

£'000 £'000 £'000 £'000 

Current Baseline Budget   213 272 805 1,290 

2015/16 Savings  (based on NRE 
cost 

apportionment, 
and "no force 

loses adj" 
where 

applicable) 

0 0 0 0 

2016/17 Savings -10 -14 -438 -462 

2017/18 Savings 0 0 0 0 

2018/19 Savings 0 0 0 0 

2020/21 Savings     0 0 0 0 

TOTAL Savings per Force   -10 -14 -438 -462 

FUTURE TOM BASELINE BUDGET 202 258 348 828 

 

Other accounting treatments 

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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F. Commercial Case 

Estates Requirements 

As stated in the OBC, the preferred method of working is to centralise all Typing Services 
staff with Tape Library functions into one site. 

Dunstable was chosen as the preferred location for the centralised Typing Services and 
Tape Library location. 

During the development of the FBC, it was established that the journey to Dunstable for 
Cambridgeshire staff would result in prohibitively high implementation costs.  A remote 
working solution has been identified for Cambridgeshire and Hertfordshire Typing Services 
staff at Hatfield and Peterborough respectively.  Staff at these locations will have the option 
to remain at their current location.  This will allow BCH to retain its skills and experience 
while keeping implementation costs to a minimum.  Bedfordshire staff will be required to 
travel as Dunstable is considered a reasonable distance in line with current terms and 
conditions. 

The exact estates requirements for Typing Services at Dunstable, Hatfield and 
Peterborough will not be clear until the consultation process is complete.  At least 8 FTE 
staff will be located in the Digital Administration Services at Dunstable. 

Equipment Required 

No additional equipment will be required to deliver services in Phase 1 during the first year.   

The table below sets out the equipment for relocation that will need to be procured by each 
of the functional areas to transition successfully.Table 29:  Equipment Required 

Function Equipment Required 

Typing Services No additional equipment required or costs incurred. 

Tape Library New rolling racks – c.£5k 

 

Relocation of rolling racks for tape library storage solution from Cambs - 
£3-4k.  A further cost for re-locating from Herts – estimated at £3-4k. 

 

Relocation of copying machines from current locations. 

Policy & Performance 
and DJT Manager 

Laptops potentially required, although not required in first year. 

Commissioned Services 

Transcripts 

A proportion of work in Bedfordshire and Cambridgeshire is currently commissioned to a 
private company.  It is proposed that transcripts of defendant interviews (15% of workload) 
will be commissioned.  The process of procuring the contract for these services will be led 
by the BCH Procurement Department during the implementation phase.  The contract will 
be limited to a 12 month contract with a 6 month break clause. 
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Statements 

As stated in the Economic Case, it is estimated that the demand for typed statements will 
reduce by 90% by October 2016 as a result of the introduction of the Electronic Witness 
Statement.  It is anticipated that demand will gradually decrease from the introduction of 
EWS across BCH by the end of 2015. This cost will reduce to £0 by October 2016.  This 
cost has been reflected within the implementation costs for the proposed TOM. 
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G. Management Case 

Introduction 

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 Phase 1 of the BCH CJ Project. 

Implementation Plan 

An implementation plan has been created by the CJ project team in order to achieve 
implementation of Phase 1 in April 2016.  The plan sets out projected timelines for: 
communications, stakeholder engagement and staff consultations; training; benefits 
realisation; procurement; estates; SMT; future initiatives; and a Post-Implementation 
Review.  The plan is attached in Appendix R.   

Staff Considerations for Phase 1 

The implementation of any proposals that may impact on staff will be managed through the 
Tri-force Redundancy and Reorganisation policy.  Full and meaningful consultation will be 
undertaken with UNISON, Federation and individual staff in accordance with employment 
legislation and this policy, and will be delivered to affected staff in line with the operational 
phasing of the proposals. 

Due to the varying pay scales for the same role across the three forces and new roles in 
the restructure, it was necessary to have a number of roles re-evaluated.  New role profiles 
will be available prior to consultation. 

Criminal Justice will be working to a shared service model whereby staff within the 
collaborated function are employed by each of the three forces in agreed proportions.  A 
separate and longer term project is looking at development of a single set of employment 
terms and conditions so that individuals doing the same job across each of the three forces 
operate with the same rewards, benefits and ways of working. 

As CJ will be working to a  shared service model, there is the potential for Bedfordshire, 
Cambridgeshire and Hertfordshire staff/officers to be managed by officers/staff from 
another force and deliver a service in any of the three counties.  Such issues of direction 
and control will be covered under a formal Section 22(a) agreement,to be agreed prior to 
implementation.  Issues relating to formal misconduct and Health and Safety cannot be 
delegated in this way and would remain the responsibility of the home/employing force.  

 

Stakeholder engagement approach 

A stakeholder engagement plan is attached in Appendix N setting out the key messages.  
The aim of this approach is to effectively and frequently communicate the work of the 
project with stakeholders, with a view to generating confidence, understanding and 
acceptance. 

Project Governance 

CJ progress is reported to the Operational Support Programme Board which is one 
escalation level below the Tri-force Joint Chief Officer Board (JCOB). JCOB then escalates 
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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. 

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

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

Detective Ch Supt Jane Swinburne is the Senior Responsible Officer (SRO) for the CJ 
Project. 

Approach to Risk Identification and Mitigation (Risk Register) 

The top three project risks were presented in the Executive Summary outlining 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 CJ Project Risk Register is considered at the 
Operational Support Project Board and is attached in Appendix D. 

 

Measuring Success – Benefits Management 

Benefits Realisation Plan 

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 specifically relating to Phase 1 and 
how they will be measured; 

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

 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; 

 These reviews will take place in the Operational Support Programme Board, and in 
scheduled meetings with the CJ leads. 

 Criminal Justice has a two phase structure, this FBC will provide the benefits of phase 
one functions with a view to implementation by April 2016. Phase two benefits are 
independent of phase one and may proceed prior to phase one benefits of phase one 
being realised. 

Identifying the benefits 

The benefits were initially identified by the Project Team, drawing them from the Objectives 
of the project.  

The Business Benefits Manager provided quality assurance for the Benefits. 
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Table 30:  Benefits Register 

Objective Benefits Description Measure Category 

To decrease revenue 
budget by at least 
20% over a 2 year 
period 

Reduce revenue 
budget by 20% over a 
2 year period 

Revenue Budget 1a) Cash Savings 

To deliver excellent 
victim and witness 
centred services 

Maintain statutory 
compliance. 

Qualitative in-force 
assessment; HMIC 
inspection against 
relevant / new 
legislation (i.e. PACE) 
and CJS initiatives 

3a) Legal obligations 

To deliver excellent 
victim and witness 
centred services 

Maintain positive 
feedback from 
customers 

(1) Qualitative 
assessment of 
positive feedback from 
customers 
 
(2) Assessment of 
time taken to provide 
the service required 

2a) Internal  - to 
customers (officers 
and staff) within the 
three Forces and CJS 
partners 

To deliver efficient 
common business 
process 

Deliver common 
business processes 

1b) Quantitative 
assessment of time 
saved 

1b) - Time savings  

To deliver efficient 
common business 
process 

Deliver common 
business processes 

1b) Quantitative 
assessment of time 
saved 
 
Quantitative 
assessment of volume 
of tasks sent back to 
officers 

2a) Internal  - to 
customers (officers 
and staff) within the 
three Forces  

These benefits together should lead to improved resilience, however it is not possible to 
measure the impact on resilience.  Further details on the benefits, including detailed 
measures and owners can be found in the Benefits Summary Table in Appendix S. 

Measures are how progress will be towards realising benefits.  The Benefits Measurement 
will be resourced by the Tri-Force CJ function, with expertise provided by the Change 
Portfolio Office. 

Measures will be gathered by: 

 Tracking revenue budget 

 Measuring CJ processes  

The baseline for CJ processes (for Phase 1) will be taken after FBC in November 2015, 
updates will be collected from CJ performance measures and qualitative assessments via 
line management. 

The milestones for measuring CJ benefits will be confirmed prior to implementation.  

The intention is that all identified Benefits measures will be adopted as Key Performance 
Indicators (KPIs) for the department; and that existing KPIs be adopted as Benefits 
measures. This ensures we avoid duplication of effort and possible strategic confusion. 
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Benefits Realisation is a critical pathway in implementation planning. As part of this, all 
measures would need to be baselined and have targets set. During this process we may 
find that some measures are less helpful in driving departmental performance, or too 
expensive to measure. If so, then the SRO may make the decision that the relevant Benefit 
be discontinued, or that the measure adjusted to a cheaper option. Similarly, if a certain 
Benefit comes to be seen as a priority for the department, then this will be reflected in the 
tolerances and targets set for that Benefits, with the implementation plan adjusted 
accordingly.  A decision to reduce the total number of Benefits tracked may be justified, but 
would reduce the level of assurance to the Programme Board / SAS that the Benefits will 
be delivered on time and to cost. 

The performance measures will be collected monthly and the qualitative assessments 
quarterly after key milestones. 

Delivering the Benefits 

The benefits will be delivered by working towards the project objectives. 

The Benefits Plan will be reviewed after FBC.  Measurements will be confirmed and a 
benefits sizing exercise carried out to identify the key benefits to the project.  This will be 
followed by Benefits mapping to provide the detail of how the benefits fit together.  On 
completion, this will confirm milestones and planning for baseline data collection. Collecting 
a baseline will allow for SMART targets to be set. 

Initial benefits reviews at Programme level will focus on ensuring threats are being 
managed, and enablers are being delivered. 

It is anticipated that formal benefits tracking can start after consultation in January 2016. 

Benefits tracking will start as soon as practicable after FBC. The Benefits Realisation Plan 
will be reviewed at milestones in the Implementation, as well as 6 and 12 months after 
Implementation as the basis for the project's Post Implementation Review (PIR). 

 The Tri-Force CJ 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 Head of the Tri-Force CJ function 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 Operational Support Programme and 
Governance boards. The SRO and the chair of the Operational 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 Joint Chief Officers’ Board. 
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Equality Impact Assessment 

As part of the CJ 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 are no significant concerns with regards to 
negative impacts on any groups.  The Assessment is attached in Appendix T. 
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H. RECOMMENDATIONS 

1. That agreement is reached to proceed to implementation of the TOM for Phase 1 of the 
CJ Project. 

2. That the functions in Phase 1 are further reviewed within 6 months of implementation 
(and as part of Phase 2) to ensure that: 

o The staffing numbers/profile in DAS reflect any changes in demand as a result of 
new CJS initiatives; 

o The option to commission further services in relation to summarising of suspect 
interviews is further explored to (a) allow the service currently provided by 
external providers to mature; and (b) to determine whether this could meet 
service and volume demands in the future; 

o That the location of team members at current sites is appropriate and sits within 
the Agile Working Strategy; 

o That the number of team members involved in Policy and Performance functions 
are commensurate to the demand i.e. the number of CJS initiatives, policy and 
legislative changes to be implemented. 

o Key Performance Indicators are effective in monitoring performance and activity. 

 


