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A. Executive Summary 

Introduction 

The Custody 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.  The POD can be found at Appendix I and the OBC at 
Appendix II. 

This FBC presents the proposed operating model for the Custody function across BCH, with 
a recommendation for approval by the Strategic Alliance Summit on 15th October 2015 on 
the following proposals: 

 The proposed staffing configuration for Custody across BCH, including staffing numbers 
and shift patterns. 

 The proposals to secure savings through more effective procurement practices and non-
pay efficiencies. 

 An agreed set of processes to be aligned during the implementation phase of the 
collaboration project.  

Future Custody estate provision is not within the scope of this project.  Savings against 
Custody estate and associated Custody staff have already been identified and realised 
locally in Hertfordshire.  Hoddesdon custody has closed and Watford custody is set to close 
prior to the implementation of the proposed BCH collaboration model. 

None of the areas which are within the scope of this FBC preclude future decisions on 
custody estates by Bedfordshire, Cambridgeshire or Hertfordshire.  It is assumed that each 
Force will maintain a maximum of two Custody sites with increased cross-border working as 
time progresses.  In addition this FBC provides a ‘stepping stone’ to future regional 
collaboration if that is determined as a way forward.  Aligning the three forces first will be 
simpler than moving to a greater number of regional forces.  This may mean a dual set of 
changes but regional collaboration is likely to be a number of years away and the innovative 
solutions within this FBC are not seen a providing a barrier to regionalisation. 

Purpose of the FBC 

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

 The proposed operating model for the collaborated Custody function; 

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

 The analysis conducted to support the decisions and the proposed operating model. 

STRATEGIC CASE 

This FBC proposes a single management structure to oversee a collaborated Custody 
function 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.  
Custody is one of the core functions within Operational Support Services. 

Savings 

The table below sets out the savings achieved by implementing the proposed operating 
model for Custody.  The projected savings for Custody are £1.1m, made up from savings 
from a revised staffing structure and a reduction in non-staff costs. 
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It should be noted that each Force has individual long term Custody estate strategies which 
currently have “red lines” around the retention of two custody units per force area for 
resilience and operational coherence.  These strategies have removed an option for the 
project to remove 56 staff from the BCH model by creating a single Custody unit in each 
force area which could have achieved the desired target savings.  As such, for the purposes 
of the FBC, this option has not been explored.   

In addition to the savings from Custody outlined in this FBC, a projected £69k will be 
achieved from the combined CJ and Custody SMT. 

Table 1:   Savings achieved by implementation of proposed model 

 
  

BCH 
Current 
Budget 

Final 
TOM 
Budget  

Savings  
Savings 
(%) 

Staff 
FTE 111 104 

 
7 6% 

£'000 3,673 3,446 
 

227 6% 

Officers 
FTE 80.00 74 

 
6 8% 

£'000 4,710 4,325 
 

384 8% 

Non-staff £'000 1,429 1,170 
 

259 18% 

Total £’000 9,811 8,941 
 

871 9% 

SMT Savings £’000    69  

Total savings (including 
SMT) 

£’000    940  

N.B. Staff FTE figure of 111 includes Interpreter Manager outside of Custody budget.  This role is not included in 
following tables as it sits outside of Custody  

A detailed baseline budget has been attached in Appendix XV. 

Benefits 

A Benefits Realisation Plan (BRP) will be put in place to track, assess and drive forward the 
Custody 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, providing the foundation to ensure the 
project objectives can be delivered over the next 3 years. 

Advantages of a Collaborated Function 

The main advantages of a collaborated Custody function are: 

 A more cost efficient staffing model by reducing from a 5-team pattern to a 4-team 
pattern. 

 Improved resilience as a result of the reductions in shift numbers and greater 
interoperability across custody suites. 

 Less reliance on frontline policing - for example, increased resilience creates the 
opportunity for Custody to cover a greater percentage of cell watch duties, reducing the 
need for an officer to be brought off the street.  In addition, the proposed Inspector 
model should also reduce the need for PACE cover from local policing. 
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 Consistent processes - the adoption of the new operating model will see uniformity of 
process across BCH.  Staff using Custody units across BCH will be working to a best 
practice single process assisted by the business benefits that Athena will bring. 

 By working together in a collaborative manner, Cambs will continue to be able to have 
custody suites across 3 sites (including King's Lynn). This would equate to Cambs 
(across all of its custody) having savings of circa £5.5m for the remaining life of the PFI. 

Risks 

The three key risks to the project are: 

Risk Cause Effect Mitigation 

Culture change 
internally 

A failure to amend 
organisational culture 
sufficiently. Staff and 
officers within and beyond 
the scope of this project 
will be required to do 
things differently. 

Lack of effective 
engagement with staff 
and officers throughout 
BCH resulting in a poor 
understanding of the 
new model. 

Could result in the full 
savings not being 
realised and significant 
issues around 
performance. 

A robust staff 
engagement strategy 
that involves staff at 
every stage of the 
project, involving 
engagement 
workshops/signposting 
and training where 
needed so that change 
is clearly understood 
and implemented. 
 

Culture change on Local 
Policing 

A failure to communicate 
effectively the changes to 
Local Policing. 

A failure to 
communicate effectively 
the changes to Local 
Policing. 

Could result in the 
benefits and efficiencies 
not being realised. 

A communications 
strategy will be 
developed to include 
face to face at training 
days as needed. 

 

Operational Delivery 

Failure to maintain 
operational delivery and / 
or a performance failure. 

Insufficient staffing or 
performance 
management. 

Custody is key in 
delivering a policing 
service.  A failure is 
business critical. 

SMT will be responsible 
for monitoring and 
maintain performance 
within Custody.  
Detailed profiler work 
has been undertaken to 
provide comfort around 
estates and staffing 
numbers. 

ECONOMIC CASE 

A current state assessment was undertaken during the OBC phase of this project.  This 
assessment took into account a number of factors, including: finances; estate and current 
Custody locations; staffing; Custody utilisation; and Custody performance.  This assessment 
has been reviewed and updated in preparation of this FBC.   

Operating Model 

The tables below set out the current and proposed Custody structure.  Each custody suite 
will move from a 5-team structure to a 4-team structure. 
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Table 2:   Current Custody staffing structure 

 Inspector Sergeant Detention 
Officer 

Total 

Bedfordshire 2 20 40 62 

Cambridgeshire 2 22 30 54 

Hertfordshire 7 27 40 74 

Total 11 69 110 190 

Table 3:   Staffing structure of proposed model 

 Inspector Sergeant Detention Officer 

Bedfordshire 2.33 20 36 

Cambridgeshire 2.33 20 28 

Hertfordshire 2.34 24 40 

Policy 1 2 - 

Total 8 66 104 

A bespoke shift pattern has been designed that flexes to demand, caters for risk, handovers 
and training days.  This pattern also affords staff capacity to have scheduled breaks. 

COMMERCIAL CASE 

Key contractual considerations have been explored in the Commercial Case. 

The Commercial Case gives a high level overview of the proposed methodology to achieve 
the non-staff savings. 

The commercial case also sets out the technological requirements for implementation. 

FINANCIAL CASE 

The table below outlines the proposed savings, split by force and applying an NRE / 
Efficiency methodology. In looking at apportionment of savings, the project looked at a range 
of different options including NRE, Demand, Efficiency, 50:50 NRE/Efficiency and 50:50 
Demand Efficiency.  Figures were also prepared including the PFI Custody suite at King’s 
Lynn, excluding it and also including it but with the full cost not included within the 
collaborated baseline.  On the basis of fairness, it is proposed that the option of 
NRE/Efficiency with the King’s Lynn PFI included and Cambridgeshire incurring costs £143k 
of the running costs of the facility is adopted. 
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Table 4:   Proposed BCH budget and savings apportionment 

 

Beds Cambs Herts TOTAL 

£'000 £'000 £'000 £'000 

Current Baseline Budget   2,841 3,094 3,876 9,811 

2015/16 Savings 
 (based on 

NRE/Efficiency 
cost 

apportionment, 
and "no force loses 

adj" where 
applicable) 

0 0 0 0 

2016/17 Savings -360 -215 -96 -671 

2017/18 Savings -27 -31 -41 -100 

2018/19 Savings -27 -31 -41 -100 

2019/20 Savings   
 

0 0 0 0 

TOTAL Savings per Force   -414 -278 -179 -871 

FUTURE TOM BASELINE BUDGET 2,427 2,816 3,698 8,940 

Out of Hours' 

Potentially Cashable or 
Available Hours (Costs) for 
other Purposes' -146 -80 52 -173 

Total Savings plus potentially 
cashable or available hours for 
other purposes   -560 -358 -127 -1,044 

The Full business Case is cognisant of the fact that although there are currently 11 Inspector 
roles within the existing Custody model; this is not truly reflective of the total Inspector costs 
incurred within the model.  An additional cost of 14k hours is currently incurred in relation to 
PACE reviews which fall outside of the current Inspectors duty hours (nights and weekends) 
which has to be undertaken by the Force Duty Managers.  

This additional and currently invisible cost of circa £470k (without on-costs) which currently 
comes from Local Policing Budgets has therefore been taken into consideration but not 
included in the baselines when ascertaining the true Inspector costs within both the current 
and proposed models. 

Through collaboration and the introduction of the proposed Inspector shift pattern there will 
be reduced reliance on Local Policing Inspectors for PACE coverage equal to 5k duty hours 
per annum which equates to £173k in costs. 

In the table above, we have separated out below the bottom line the impact of these hours. 

The financial case sets out a breakdown of savings and implementation costs associated 
with the Custody Project. 

MANAGEMENT CASE 

The Management Case sets out the plan and key milestones for successful implementation 
of the Custody model in 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. 

Detective Chief Superintendent Jane Swinburne is the Senior Responsible Officer (SRO) for 
the Custody Project.  
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The Custody 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. 

Throughout the preparation of the business case the Project team have considered, through 
their Equality Impact Assessment, any internal or external inequalities that the proposal 
could produce and all are noted within Appendix V. As the Business case does not 
recommend closure of any additional suites over those that local change teams have made 
there is no foreseen negative impact on detainee or family travelling time. 

 

RECOMMENDATIONS 

It is recommended that the Strategic Alliance Summit approve the proposed operating 
model, implementation of which will be overseen through the proposed governance 
arrangements in the Management Case.  It is further recommended that a post 
implementation review is conducted within 12 months of implementation based on pre-
agreed performance measurements. 
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B. Strategic Case 

Introduction 

The Strategic Case demonstrates that the Custody collaboration provides a strategic fit for 
the three organisations’ present and future operating environments. 

A robust Custody Strategy is fundamental to the success of the project. 

Strategic Context 

Collaboration Requirements 

A Memorandum of Understanding for the BCH Strategic Alliance, which was signed in 
December 2013, had the following objectives: 

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

 The shared strategic intent is to deliver a target operating model which protects and 
enables local policing in each Force area by sharing organisational and operational 
support services. 

 To provide agreed levels of service to support frontline policing whilst meeting the 
funding challenge. 

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

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

In the three service areas of protective services, organisational support and operational 
support the MoU also 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.  Custody 
is one of the core functions within Operational Support Services. 

The Case for Change 

The Strategic Alliance faces a £61m funding gap over the medium term (i.e. to 2018/19) and 
has an objective to deliver a proportion of those savings through collaborating services. 

In collaborating Custody provision full account must be taken of the inherent risks associated 
with Custody as well as HMIC expectations and statutory obligations. 

Addressing Operational Support, as part of a collaborative vision, is an opportunity to 
maximise savings from this area of the business to preserve resources that directly 
contribute to the delivery of operational policing. 

A number of operational services have already been collaborated and are operating in three 
force units namely Joint Protective Services (JPS).  It is right that Operational Support 
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functions, such as Custody, examine whether they deliver efficiencies and service 
improvements by operating as one function. 

Custody functions exist in all three forces, each with its own management structure and 
governance.  Policy and processes differ between Custody units which can create tensions 
and morale issues with officers and staff in joint units and may undermine efforts to achieve 
team cohesion. 

Custody provision is a key operational function.  Improving service delivery through a single 
collaborated model will bring many benefits by better supporting the operational business as 
well as delivering savings through economies of scale and by implementing common policies 
and procedures. 

Athena delivery will bring efficient and effective common IT processes to Custody and 
Criminal Justice furthering the opportunities for long term cohesion of the function. 

Project Objectives 

The aim of the project is to design an operational Custody model which meets the long term 
vision, needs and requirements of Bedfordshire Police, Cambridgeshire Constabulary and 
Hertfordshire Constabulary.  Once the Target Operating Model is agreed the team will work 
to ensure effective implementation, working with all key stakeholders to establish and 
introduce effective performance regimes. 

Table 5:     Project Objectives and Definitions 

Project Objective Detail 

To deliver at least 20% cost 
savings 

Deliver 20% savings 

Note: The original target was set when estates were included in the 
project considerations 

Design and implement a 
single tri-force structure and 
processes to manage: 

 Custody Estate (Incorporating each force’s red lines) 

 Custody management and staffing 

 Custody structure, processes and performance 

 Collaborated procurement and alignment of contracts 

The design principles that were developed at the PCCs’ workshop on 15th October 2014 are 
set out below. 

Table 6:   Agreed Design Principles 

Design Principles Detail 

People and Culture Establishing and maintaining effective staff communication and 
engagement throughout every phase of the change programme. 

Developing a staffing structure which: 

o Creates a professional team where members can 
operate effectively within clearly defined functions and 
role profiles to enable an interchangeable workforce 
capable of working across BCH; 

o Ensures resilience, staff competence and proportionate 
accreditation remain at its foundation; 

o Invests in staff, embedding a culture of continuous staff 
development wherever possible. 

 



   12 
CUSTODY_FBC   

Design Principles Detail 

Estates Seeking out and utilising existing best practice, environmentally scanning 
for new and innovative I.T. and construction technology solutions and 
maximising future partnership and income generation opportunities. 

 

Statutory Obligations Providing savings of at least 20% over 2 years (2016/17 & 2017/18) 
against the baseline (2013/14) but not at the expense of service delivery 
and safety. Ensuring that all relevant statutory obligations are embedded 
within Custody processes/structures recognising that keeping Custody 
users safe from harm is essential. 

Achieving a proportionate balance between customer service, legal 
responsibility, management of risk, guidance and our commitment to 
keeping people safe, reducing and detecting crime. 

 

Service Delivery and 
Partners 

Embedding a relevant and auditable Custody performance regime, 
utilising both quantitative and qualitative methods, to monitor 
performance ensuring organisational value is gained wherever possible. 

Maximising engagement opportunities wherever possible with identified 
internal and external stakeholders, volunteers and the public, to support 
effective joint working. 

Identifying and promoting internal and external good practice and 
lessons learned to ensure there are consistent principles in the operating 
model, which delivers an effective service to Custody users. 

 

Processes Reviewing and standardising Custody processes across BCH drawing 
out waste and inefficiencies including application of ‘lean systems 
thinking’ principles to minimise demand on Custody facilities. Cognisant 
that Custody opportunities can extend beyond BCH into other police 
forces, partner agencies and the private sector. 

Introducing consistent Custody processes across BCH aligned to the 
ATHENA model, utilising tuServ functionality and the principles of METIS 
to maximise efficiency opportunities across all policing functions. 

 

Technology Introducing transformational and beneficial IT solutions in line with our 
ICT strategies, standardising IT systems and processes across BCH but 
not at the expense of impeding progress. 

 

Scope 

The following functions are in the scope of this project: 

 Custody Estate (Short term estates strategy cognisant of force’s red lines.) 

 Staffing to Inspector level  

 The Senior Management Team is subject of separate paper as is crosses over a 
number of functions.  

 Standard Operating Procedures 

 Processes 

 Contracts and procurement 

 Creation of a Performance and Policy Function 
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Out of scope functions are: 

 Operational progression of the detainee through Custody i.e. Detainee handling teams 
and investigative functions. 

None of the areas which are within scope preclude future decisions on estates by 
Bedfordshire, Cambridgeshire or Hertfordshire.  It is assumed that each Force will maintain a 
maximum of two Custody sites with increased cross-border working as time progresses.  In 
addition this FBC provides a ‘stepping stone’ to future regional collaboration if that is 
determined as a way forward.  Aligning the three forces first will be simpler than moving to a 
greater number of regional forces.  This may mean a dual set of changes but regional 
collaboration is likely to be a number of years away and the innovative solutions within this 
FBC are not seen a providing a barrier to regionalisation. 

Staff and Public Engagement 

Stakeholder engagement forms a critical component of successful project delivery.  This 
project has a large number of stakeholders across the three forces.  The importance of 
regular, effective staff and public engagement was recognised by the Project Team at an 
early stage.  Custody Communications and Engagement Plans were approved in January 
2015 that detail the key messages and methods to be used at every appropriate opportunity. 

Newsletters and emails were sent to staff to inform them of project progress. These, coupled 
with FAQs and a ‘Talking Heads’ video were made available on a dedicated Custody area of 
the Strategic Alliance site. In all communications, staff were encouraged to contact the team 
via a BCH Custody Project mailbox.  Questions were reviewed by the project team and 
responses published online where appropriate.  This is an ongoing process. 

Members of the Project Team have also made themselves available to staff through 
meetings and attendance at Custody training sessions across BCH.  An Ambassadors 
meeting comprising of local Custody and Change team leads meets on a monthly basis to 
maintain effective communication.  Throughout the project regular, open and transparent 
engagement sessions have been held with UNISON and the Federation. The strategic and 
project leads also deliver project updates to the Joint Chief Officers’ Board and Police and 
Crime Commissioners.  To capture National best practice the Project Team have also visited 
several forces outside of BCH and utilised the Police Online Knowledge Area (POLKA). 

A symposium entitled ‘The Management and Handover of Risk in Police Custody’ was held 
in Bedfordshire Headquarters on Friday 11 September.  This multi-agency event – the first of 
its kind on this subject – was attended by Chief Inspectors, Custody Sergeants and subject 
matter experts from across the Eastern Region and beyond. Symposium speakers included 
representatives from the College of Policing, IPCC, HMIP and the NHS.  The aims of the 
event were to share best practice and to identify ways of streamlining the process to become 
more efficient and effective in our management and handover of risk.  

Following agreement of the Outline Business Case, carefully tailored and timed project 
messages were issued to affected staff, to colleagues across the three forces as well as to 
the wider public.  A similar approach will be adopted should agreement be reached on the 
Full Business Case.  Affected staff will continue to be regularly updated via emails and 
newsletters throughout the formal consultation and implementation phases.  

Following the conclusion of staff consultation there will be a need to communicate and 
engage more directly with external stakeholders.  Research into key external stakeholders 
and the required levels of engagement and communications is currently underway. 
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The above activity is supported by a Custody Communications Plan, managed by the 
Communications Lead, and an Engagement Plan, managed by the Project Team.  

Benefits Overview 

Early on in the project the benefits in the table below were defined. 

Table 7:  Initial definition of Custody Collaboration Project Benefits 

Objectives Definition FBC Update 

To deliver at least 20% 
revenue savings 

We aim to meet the strategic need 
to reduce the running costs of the 
tri-Force Custody function by £2.37 
million. This will also enable 
reduced Estates revenue and 
capital costs. 

The Custody Project Team project 
savings of around £1.1m (the original 
target was set when Estates was within 
scope).   

To increase efficiency 
of service 

We aim to deliver a more efficient 
and streamlined Custody product 
across BCH. 

This will be done by reviewing 
current working processes to drive 
out waste, and identify 
opportunities for streamlining. 

By doing this we will also identify 
opportunities for diverting and 
reducing demand into Custody, 
and decreasing the time officers 
spend dealing with Custody 
processes. 

This will be supported by fit-for-
purpose ICT. 

We recognise that there is 
significant risk attached to Custody 
and that options proposed must 
ensure that risks are recognised 
and mitigated. 

Policies and procedures to deliver a 
streamlined Custody product will be 
developed during implementation 
phase. 

To increase 
consistency and 
commonality of service. 

We aim to increase resilience by 
creating common policies and 
processes across the three Forces. 
We will do this by aligning current 
working processes; and creating a 
greater alignment of staff role 
profiles and shift patterns.  

This will allow us to save both time 
and money, as well as redeploy 
officers. 

Policies and procedures increase 
consistency and commonality will be 
developed during implementation 
phase. 

To agree and maintain 
current levels of service 

We aim to embed a relevant and 
auditable Custody performance 
regime alongside clear service 
level agreements (SLA). 

This will help keep Custody users 
safe; highlight where Custody adds 
value; and maintain compliance 
with legislation, national guidelines 

Proposed model and structures have 
been designed taking into 
consideration service levels and 
compliance with legislation, national 
guidelines and policy. 
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Objectives Definition FBC Update 

and, where necessary, local policy.  

In consultation with stakeholders the benefits were weighted as shown in the table below. 

 

Table 8:   Weighting of Custody Project Benefits 

Objectives Weighting 

To increase efficiency of service 37 % 

To increase consistency and commonality of service. 27 % 

To agree and maintain current levels of service 20 % 

To deliver at least 20% revenue savings 16 % 

Risks Overview 

The top risks associated with the Custody project are shown below, together with the cause 
and potential effect should the risk materialise. 

Table 9:  Top Custody Project Risks 

Risk Cause Effect Mitigation 

Culture change 
internally 

A failure to amend 
organisational culture 
sufficiently. Staff and 
officers within and beyond 
the scope of this project 
will be required to do 
things differently. 

Lack of effective 
engagement with staff 
and officers throughout 
BCH resulting in a poor 
understanding of the 
new model. 

Could result in the full 
savings not being 
realised and significant 
issues around 
performance. 

A robust staff 
engagement strategy 
that involves staff at 
every stage of the 
project, involving 
engagement 
workshops/signposting 
and training where 
needed so that change 
is clearly understood 
and implemented. 
 

Culture change on Local 
Policing 

A failure to communicate 
effectively the changes to 
Local Policing. 

A failure to 
communicate effectively 
the changes to Local 
Policing. 

Could result in the 
benefits and efficiencies 
not being realised. 

A communications 
strategy will be 
developed to include 
face to face at training 
days as needed. 

 

Operational delivery 

Failure to maintain 
operational delivery and / 
or a performance failure. 

Insufficient staffing or 
performance 
management. 

Custody is key in 
delivering a policing 
service.  A failure is 
business critical. 

SMT will be responsible 
for monitoring and 
maintain performance 
within Custody.  
Detailed profiler work 
has been undertaken to 
provide comfort around 
estates and staffing 
numbers. 

Athena delay 

The project is not 

Delays in Athena 
timelines 

Could result in benefits 
and efficiencies not 

Ensure effective “work-
around” processes are 
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Risk Cause Effect Mitigation 

predicated on the timely 
delivery of ATHENA, 
however some of the 
business benefits may be 
delayed if ATHENA does 
not land on time. 

being realised when 
expected. 

 

agreed and put in place 
in the event of any 
delays in Athena. 

 

Dependencies & Other Considerations 

In order to ensure the successful implementation of the Custody collaboration project, there 
must be an acknowledgment of IT demand and competing prioritisation. 

A percentage of the staff time efficiency savings are dependent on the “yet to be proven” 
Cell point kiosk product and the yet to be scoped Lima in cell video product.   Should the 
implementation fail or be delayed, then the efficiencies and non-cashable time savings would 
affected accordingly. 

A full list of the services and supplies that may need to be procured is included in the 
Commercial Case.  A summary of the key IT projects on which the Collaboration project is 
dependent is shown in the table below. Equally other projects such as ATHENA will be 
further enabled by a single organisation support ICT system.  

Table 10:  Key IT project dependencies 

Service Description Positives Interdependencies 

 ATHENA  
Regional standardisation of Live Custody IT 
across multiple forces. 
Individual search therefore improved visibility of 
addresses, risk assessment, court interactions 
and outstanding regional crime investigation. 
Links back to Public Contact, Crime, Intelligence, 
PNC and Court systems 

Regional standardisation 
of Custody Recording  
 
Timely information on 
individuals available. 
 
Improved Health & Safety 
Risk Assessment 
 
Timely, investigation of 
regional crime, improved 
bail management, 
speedier justice, and 
improved offender 
management. 

Command & 
Control, Crime & 
Intelligence 
Systems. 
 
Live scan and 
Photo booth 
 
Court systems 

 CORE Cell point (Now called LAVA) 
Electronic touchscreen positioned outside each 
cell. Alerts Custody staff to cell visits regimes and 
risks associated with the detainee.  
Athena directly updated at point of service 
negating need for keyboard entry creating timely 
more credible records of detainee interaction.  
System records meta data re visits/interactions 
assisting in investigations. 
 
A business case for change has been approved 
for this product is currently being scoped and 
developed with Northgate.  

Improves timeliness of 
cell visit and recording of 
activities 
 
Accurately and efficiently 
records  cell visits on 
ATHENA 
 
Photo and risk 
assessment information is 
visible on the Cell Point 
display 

ATHENA 
 
Estates – Electronic 
supply outside all 
cells.  
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Service Description Positives Interdependencies 

 Intercoms and telephone system 
Each Custody Unit will require a control console, 
consisting of telephone switchboard, Cell 
intercom, access control and CCTV systems.  
A detention officer will staff the console 24/7 to: 
- Operate the Cell intercom and answer all calls 

from detainees. 
- Deal with all telephone interactions with 

Custody acting as a filter where appropriate.  
- Action calls to Duty solicitors, Medical 

providers, Interpreters, other agencies and 
professionals as required. 

- Control access to the Cell Unit by operating, 
barriers and door access. 

Detainee’s calls are 
promptly answered 
without the delay of 
walking to the cell 
 
Provide 24/7 single point 
of contact into the 
Custody Unit 
 
Acts as filter for 
misdirected unrelated 
calls 
 
Reduces telephone 
induced stressors 

Investment and 
installation of Cell 
Intercom in cell. 
 
Telephony 
solutions  
 
 

 Track my Client (Similar to Track my Crime) 
A secure Information technology internet/text 
solution whereby Solicitors are notified that their 
client is in Custody at a named police station.   
 
Still in the design stage, it is envisaged that 
solicitors would be sent text/email alerts at various 
stages of the Custody process; particularly in 
relations to bail dates and court dates. 

Reduce the number of 
calls into Custody from 
Solicitors requesting 
updates about their client, 
result of the investigation 
and about bail 

Metis (Customer 
Contact) 
 
Athena 
 
Telephony 

 LIMA In cell video  
This product has been developed to allow 
conversations to take place over a secure video 
link directly in the cell with detainees using video 
systems already in use across BCH 
Already installed in all Avon and Somerset Police 
cells, this product allows for video remote reviews 
to take place directly into the cell removing the 
need to involve Detention Staff.   
The product is home office approved and creates 
many opportunities to interact with the detainee.   
Offender management units are using this product 
to speak to detainees in Avon and Somerset 
already.  
The product links with external partners also 
including interpreter services, mental health 
services and the appropriate adult service.  

Allows video interaction 
with the detainee by video 
to comply with PACE best 
practice. 
 
Negates the need for 
Detention Officer 
involvement. 
 
Minimises detainee 
movement around the cell 
block. 

IT 
 
Interoperability with 
Lync / Skype 
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The Current State Assessment 

Estate 

The current BCH Custody demand is served by the following provisions. 

Table 11:  Current BCH Custody Demand 

Estate Location and number of cells  
Cell 

Totals 

Arrests 

13/14 

Arrests 

14/15 

Beds  Luton 21 Kempston 18  39 13,863 13,096 

Cambs  Parkside 10 Thorpewood 29 Kings Lynn 8 47 14,365 12,654 

Herts  Hatfield 30 
(+10)* 

Stevenage 24  
54 

(64) 

20,211 19,873 

Totals 
 

140 

(150) 

48,439 45, 623 

N.B: Recent local estate changes in Herts reduced Herts capacity from 86 to 54. 

* Hatfield has an out-of-hours availability of 10 cells (evenings and weekends) 

Staffing 

The current BCH Custody demand is served by the following staffing provision.   

A high-level view of the FTE split across the three forces is seen below. 

Table 12:  Current staffing levels (Post Hoddesdon and Watford closures) 

 Bedfordshire Cambridgeshire Hertfordshire Totals 

Police Inspectors 2 2 7 11 

Police Sergeants 20 22 27 69 

Police Staff 40 30 40 110 

Total 62 54 74 190 

Police and Police Staff 

BCH have adopted the Custody Sergeant (Police Officer) and Detention Officer (Police Staff) 
model in all Custody units.  All three forces employ their Detention Staff directly. 

The types of work undertaken by Custody Officers and Detention Staff varies across B.C.H: 

Bedfordshire: Custody Sergeants complete the vast majority of physical booking in of 
detainees. Detention staff are trained to complete this function however their role tends 
towards welfare and detainee management. 

Cambridgeshire: Custody Sergeants complete the vast majority of physical booking in of 
detainees. Detention staff are trained to complete this function however their role tends 
towards welfare and detainee management. 
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Hertfordshire: Detention staff complete the majority of booking in at the larger units. The 
variance to this is at the smaller units where staffing levels dictate that the Sergeant is more 
involved with booking in. 

Police Inspectors 

Bedfordshire have two Custody Inspectors where one covers the North, Kempston and the 
other the South, Luton.  Duty times are Monday to Friday day shifts.  Responsibilities include 
PACE, policy and Custody unit management.  When not available PACE and Custody 
responsibility falls to the Duty Inspectors from local policing. 

Cambridgeshire have two Custody Inspectors where one covers Peterborough and the other 
covers Cambridge.  Duty times are seven days per week on various shifts between 8am and 
5/6pm.  Responsibilities include PACE, policy and Custody unit management.  When not 
available PACE and Custody responsibility falls to the Duty Inspectors from local policing. 

Hertfordshire have seven Custody Inspectors.  Five are aligned to teams and provide cover 
between 7am and 1am Sunday to Thursday and 7am to 2am Friday and Saturday.  Out of 
hours Custody PACE responsibility falls to the Duty Inspectors. 

There is likely to be further demand placed on PACE Inspectors for police bailing purposes 
with the incoming changes to the Bail Standards as well as legislation. 

Hertfordshire also has two Inspectors that make up the Custody Policy unit.  Though 
primarily a policy, project and training function, this unit also provides resilience for the 
PACE Inspector cover.  This level of provision minimises PACE cover from local policing. 

The actual costs to local policing for Custody and PACE cover out of hours have been 
estimated.  These costs do not include those occurrences when a Custody Inspector is 
covered through leave or other abstraction. 

PACE review data examination shows the following PACE review workload split across 
BCH.  This PACE review responsibility equates to a sizable impact on the local policing 
Inspectors for Bedfordshire and Cambridgeshire. 

Table 13:  Proportion of PACE reviews undertaken by Custody Inspectors and local policing 

 Bedfordshire Cambridgeshire Hertfordshire 

% of Reviews done by Custody Inspectors  27 40 80 

% of Reviews done by Local Policing 73 60 20 

The Project Team proposes to create a Custody Inspector model of seven custody 
Inspectors and one policy Inspector.  This proposal will create a resilient model that provides 
custody cover between 7am and 11pm, 7 days a week across BCH.   

The proposal will mitigate the need to call upon the Local Policing Duty Inspectors during 
these times.  The Custody Inspector cover will make full use of the cross border benefits of 
ATHENA and proposed video technology where possible. 

Custody Shift Patterns 

Custody shifts across BCH are based around a 5 team (Herts 99 - Ottawa) pattern with 
some local variances. 

This shift pattern creates overlaps for handovers between teams. 
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Operationally, any new shift pattern must take into account the essential handover 
requirement.  Best practice states that both the Sergeants and the Detention Staff should be 
completing handovers together in duty time. 

Legally, full account should be taken of the European Working Time Directives, full risk and 
impact assessments should be completed, shift patterns should be cognisant of the Equality 
Act and H.S.E. guidance.  Occupational health involvement must be considered to assess 
the impact of any shift pattern as part of a detailed post implementation review.  

Training 

There is a mixed delivery of Custody training and development across BCH. 

Going forward, both initial and ongoing training requirements must be addressed to continue 
with the professionalisation of the Custody function in order to comply with the College of 
Policing Authorised Professional Practice (APP). 

An appropriate training solution must be available in any shift pattern or model.  Qualified 
staff must be made available to deliver the training and staff made available to receive the 
training. 

Full consideration will be given the utilising computer based training during the 
implementation phase.  

Methodology 

Custody provision is naturally based on legislation, the Police and Criminal Evidence Act 
(PACE), Authorised Professional Practice from the College of Policing (APP) and other 
national expectation documents and so the general premise of delivery is the same across 
BCH. 

Local procedures vary however and there are local interpretations one some aspects of the 
three key legislative and guidance documents. 

Known issues 

As highlighted there is a mix of estate type and age across BCH.   

A known risk is Luton which has issues regarding cell doors and sight lines for Custody staff. 

Custody suffers with a high sickness levels and the current model does not provide 
adequately for staff breaks. 

Current use of technology 

Hertfordshire have Cell Intercoms in Hatfield and Stevenage.  Stevenage has the equipment 
to divert telephone calls to the cells, though it is not routinely used. 

CCTV is present in all units across BCH to varying degrees though the products vary which 
will need addressing going forward. 

Custody Utilisation and Baseline Performance Data. 

The below charts detail the baseline utilisation of the current Custody estate across BCH 
including Hoddesdon and Watford.  Greater average cell occupancy demonstrates 
efficiencies in estate utilisation.  Staff utilisation of between 70% and 80% is recognised as 
being efficient in this assessment. 
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Table 14: Utilisation and Baseline Performance Data from the current data baseline 

 
Notes: 
Data Period from 01/10/13 to 30/09/14 
Kings Lynn is not resourced by Cambs officers and therefore staff/utilisation can be ignored 

Demand 

Custody arrest demand profiles are showing an enduring decline across BCH.  

Work to establish predicted demand anticipates a 3% fall in 15/16 and a 2% fall in 16/17; the 
below chart shows this decline.  The clear drop in demand from 2012/13 to 2013/14 is 
attributable to the changes in Code G of PACE, the Necessity Test. 

The work of the of Project Team on reducing arrests by managing processes that lead to 
avoidable arrests intends to achieve a percentage of the predicted reduction.  

The Project Team are cognisant that there is always the potential for an increase in demand 
and cite the growing issue of Foreign National Offenders as a risk to the arrest reduction 
work stream.  Currently circa 20% of Hertfordshire detainees are Foreign National 
Offenders, who require extra services whilst in custody. 

Is it worth noting that the more sophisticated our understanding of risk assessments and 
mental health, the greater the likelihood that people will be in longer for mental health 
assessments and appropriate adult provision. 

Unit Arrests

Travel 

minutes 

per DP

Travel 

Hours

Book-in 

Queue 

(min)

Sgt 

Utilisation

DO 

Utilisation

Average Cell 

Occupancy 

%

Average 

Occupancy 

Luton 8255 15 2074 13 58% 83% 75% 16

Kempston 5113 19 1580 10 68% 92% 57% 10

Cambridge 5445 11 982 10 41% 59% 62% 9

Peterborough 6526 14 1504 12 56% 79% 56% 14

Kings Lynn 1728 32 932 7 45% 100% 16% 4

Hatfield 6597 11 1256 14 48% 60% 43% 13

Hoddesdon 3138 19 996 15 54% 75% 44% 7

Stevenage 4925 10 788 11 41% 63% 41% 10

Watford 5214 14 1178 17 72% 100% 70% 11

Totals/Average 46941 14 11290 12 54% 79% 52% 10
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Custody Performance 

The Project Team have scoped out the existing custody performance regimes across each 
of the three forces and have found that with some minor differences they are, not 
unsurprisingly, very similar.  

Due the different computer systems in use, the method of obtaining data is different.  
Bedfordshire utilise NSPIS to draw out custody performance data, Cambridgeshire use an 
NSPIS overlay system that abstracts data from within NSPIS and Hertfordshire have 
monthly reports that are manually produced in house.    

Cognisant that ATHENA will be the source of performance data following its implementation, 
the Project Team have started work with the ATHENA team to ascertain what management 
information ATHENA will provide.  It is unclear, at this stage, what management information 
ATHENA will actually provide. 

The significance of management information for both the new Custody SMT and for the 
Project Team during the post implementation review, makes this is a key piece of work.    

Once embedded, ATHENA will allow for the development of a shared performance 
framework across the collaborative structure. 

Savings Profile 

The table below shows the initial savings target profile included in the original POD.  This 
was set prior to custody estate being removed from the scope of this FBC. 

Table 15:  Target BCH Custody Savings from the POD 

Savings Profile £’000 15/16 16/17 17/18 18/19 Totals 

Beds  90 407 407 0 904 

Cambs  54  241 241 0 536 

Herts  93 418 418 0 929 

Totals 237 1,066 1,066 0 2,369 
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C. Economic Case  

Introduction 

This section considers the Economic Case and the preferred option that has been developed 
as part of the new collaborated Custody function. 

Critical Success Factors 

The following Critical Success Factors were agreed in the Custody Collaboration POD and 
were referenced in the OBC.  

Table 16:  Agreed Critical Success Factors  

Success Factors Definitions 

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

– defining the service model 

– restructuring resources into a more efficient model 

– exploiting new technology 

Strategic Fit The proposed model organises resources to deliver operational capability 
taking account BCH demand.  

Service Delivery Policies, procedures and processes are to be aligned and consistent across 
BCH 

Speed and Ease of 
Implementation 

The proposed model to be implemented on time following full training and 
engagement with staff and stakeholders.  

Sustainability The proposed model aims to deliver sustainable benefits into the medium and 
long-term.  The model is cognisant of potential changes to estate configuration 
and the advantages new technology. 

Operating costs are reduced.  

Efficiencies in process and functionality are realised creating an improved 
working environment for staff.    

Current State Assessment 

The current state of BCH custody has changed somewhat since the OBC.  This section will 
detail the current state and explain the transition.  

Estate 

Bedfordshire Custody Estate remains unchanged since the OBC.  Both Luton and the 
temporary custody facility at Kempston have remained, there has been no reportable 
progress on the proposed new build at Kempston.  This is unlikely to be determined until 
post the Comprehensive Spending Review announcement in autumn 2015. 

Cambridgeshire Custody Estate also remains unchanged since the OBC.  Both 
Peterborough, Thorpewood and Cambridge, Parkside have remained. 

Hertfordshire Custody Estate has however changed since the OBC.  Local Change papers, 
that will see the eventual closure of Hoddesdon and Watford Custody Units, have been 
developed and are currently progressing towards staff consultation.  It was the decision of 
the Joint Chief Officer Board (JCOB) that the removal of Watford Custody, originally included 
as an OBC Option, should be taken as local savings. 

See Appendix IV (Watford Local Closure Paper). 
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Custody Profiler 

The project commissioned the services of the College of Policing to utilise software that 
evaluates Custody demand and staff workload.   

The software was used to create a baseline utilisation data-set from a years’ worth of BCH 
Custody data. (Oct 13 - Sept 14).  From the produced baseline, scenarios were created that 
used the data to show how variations to the model impacted on business. 

The software is able to run scenarios to show a number of outputs, the following list of 
outputs is not exhaustive, but was the prime focus of the project in creating the options for 
the OBC:  

 Custody unit location and cell number changes. 

 Police travelling times from arrest to Custody. 

 Cell utilisation. 

 Staff utilisation. 

Such is the merit of the data produced by the profiler, the Project Team has procured the 
software allowing for faster turnaround of scenarios.  

The software was utilised to develop the Watford local savings paper and has been 
instrumental in confirming that the proposed model, including the proposed shift pattern, is 
efficient with regards to estate and staff utilisation.  It will be used to model any future 
potential changes in custody estate provision within the three forces or in the longer-term if a 
decision is taken to move to a regional approach. 

Ongoing use of the Profiler software will be included in any post implementation review.  

The company that supplies the Profiler software has been commissioned to complete an 
analysis of the BCH custody arrest data with a view to ascertaining where the best custody 
locations would be if there was a ‘blank sheet’.  At the time of writing this work is ongoing.  
The report will ultimately form part of a futures planning paper and could inform future BCH 
estate strategy. 
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Custody Estate Utilisation 

The table below shows Custody Estate Utilisation over the last three years.  

Table 17:  Custody Utilisation 2012/13 – 2014/15  

 

Staffing 

Staffing levels have remained stable in Bedfordshire and Cambridgeshire in moving from 
OBC towards FBC.  Hertfordshire however, have adjusted their staffing levels in line with the 
closures of Hoddesdon and Watford.   

Table 18:  Current Staffing numbers 

‘AS IS’ STAFFING Inspector Sergeant Detention Officer 

Bedfordshire 2 20 40 

Cambridgeshire 2 22 30 

Hertfordshire 7 
32 (27 incl. 2 Policy 

Sgts)* 
55 (40)* 

*Sergeant and Detention Officer Staffing in Herts will be managed down locally as part of local 
change from a start of 32 Sgts to a new baseline of 27 Sgts and from a starting point of 55 Detention 
Officers down to a new baseline of 40 Detention Officers, which is in line with the ‘to be’ model in the 
FBC.   

Proposed Model, Considerations and Decisions 

The proposed model continues with the existing Police Officer and Police Staff set up as this 
meets current and projected requirements.  The proposed adjustments finesse the existing 

Beds Cells 2012/13 2013/14 2014/15

Luton 21 7664 8494 8032

Kempston / Bedford 18 5387 5102 3123

Dunstable 13 Closed 1929 267 1941

Totals Live Cell Total = 39 14980 13863 13096

Cambs 2012/13 2013/14 2014/15

Thorpe Wood 29 6438 6462 6314

Parkside 10 5316 4898 4007

Kings Lynn PIC 8 1628 1729 1714

Huntingdon 10 Standby 2591 1228 597

March 11 Closed 4 48 22

Ely Closed 19 0 0

Total Live Cell Total = 46 15996 14365 12654

Herts 2012/13 2013/14 2014/15

Hatfield 30 + 10 Out of hours 7794 6,762 6869

Stevenage 24 6088 5336 4862

Watford 16 Closed 5639 5252 4970

Hoddesdon 16 Closed 3002 3140 3171

Hemel Decomissioned 365 0 0

Bishop Stortford Decomissioned 0 1 1

Borehamwood Decomissioned 1 0 0

Total Live Cell Total = 64 22889 20491 19873
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model and constructs a more effective and more efficient solution to custody staffing.  The 
following considerations were taken into account in the development of the proposed model: 

 Detainee welfare - Compliance with a range of legislation and welfare expectations 
requires the right people in the right numbers. 

 Sufficient resourcing - Historically, under resourcing issues have been common. This 
have often amounted to Health and Safety breaches and been raised as issues in HMIC 
reports. The proposed model creates both Police and Police Staff teams that provide 
resilience to cover meal breaks as well as annual leave and sickness abstractions. 

o Sufficient Sergeants are incorporated to ensure completion of all PACE functions 
whilst at the same time allowing for the safe and effective manage of Custody units 
in line with the Authorised Professional Practice (A.P.P.).   

o Sufficient Police Staff are included to maintain safety and security, complete 
statutory processes and ensure PACE compliance.  Staffing levels must be 
maintained at levels able to cope with the uncertainties of the business. However, 
the model has taken account of key demand times. 

Update on Efficiency Programme 

Effective custody processes are key to creating a proficient and safe work environment.  In 
designing the model, detainee welfare and compliance with legislation has been a significant 
priority.  Ensuring existing processes are fit for purpose, and do not interfere with the 
efficiency agenda, has been a key driver in the design process.  

Cognisant that overburdened staff become stressed and tired resulting in increased risks 
and errors, the Project Team have identified a number of cumbersome and repetitive tasks 
to review.  

Cell visits, handovers, meal service and Inspector Reviews have been studied to identify 
efficiency opportunities.  The results of the work thus far is detailed below. 

Unnecessary tasks or those with ‘no value’ will be examined going forward and removed, as 
appropriate, to free up time.  The eventual aim of this process is that staff are required to 
complete essential and required tasks to the best level possible. 

Cell Visits 

Custody staff checking on detainees is a PACE requirement and ensures the safety of those 
in our care.  The levels of observation varies with each detainee, hourly visits are the 
norm.  However, depending on the vulnerability of the detainee, this is often reduced 30 
minute visits. Or, in some cases with the particularly vulnerable, 24/7 observations may need 
to be enforced.  The act of checking detainees and the documentation of each visit is time 
consuming.   

A technological solution to the documentation aspect of each cell visit is being scoped with a 
supplier.  The system involves a touch screen tablet device being fitted at the door of every 
cell.  Preformatted and free text entries regarding visits can be entered contemporaneously 
at the point of delivery improving efficiency and custody record credibility.  Early 
demonstrations to custody leads has proven the equipment’s worth, the ability of the 
equipment to sync with ATHENA is being developed with the supplier and Northgate the 
Athena developer.  Should the system function as promised, a business case will be 
developed during design and implementation.  
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Handovers 

Handovers have developed into a time consuming process that halts custody business three 
times a day, sometimes for up to an hour on each occasion. 

The proposed shift change will reduce the number of handovers required to two per day.  
The shift pattern includes a 30 minute handover period and it is the expectation that an 
effective handover should be completed in that time frame.  

A symposium was held on 11th September 2015 to examine the handover process in Police 
Custody with a mandate to professionalise and expedite the process.  It involved Police 
leaders, Police practitioners, NHS professionals, G4S medical, HMIP, IPCC, College of 
Policing and a PHD student from the University of Sheffield.  The symposium outcomes will 
be developed to produce a handover solution that is both fit for purpose and expeditious.  

Handovers will be further developed during design and implementation following the analysis 
of outcomes from the symposium. 

Meal Service 

Providing meals and drinks to detainees is a PACE requirement, access to food and drink 
being a basic human right.  In reviewing the meal and drinks processes in custody, it is clear 
that improved methods of working should be developed and adopted.  Heating and 
delivering one meal at a time, is absurdly inefficient.  Mass heating options, analogous to the 
feeding model used by airlines, is being scoped to expedite this thrice daily routine.  Cold 
meal solutions are also being scoped. 

Inspector PACE Reviews 

Inspector’s reviews are a legal necessity, and anyone in custody for a period up to 24 hours 
will require two PACE reviews at 6 hours and then again after 15.  By maintaining PACE 
oversight the review protects the organisation from damaging complaints and expensive 
litigation.  Face-to-face reviews are the expected norm, however Inspector numbers and the 
existence of multiple custody sites over extended geography means the reality is such that 
custody units cannot have allocated PACE Inspectors around the clock.  Remote reviews 
are permissible in law, but when conducted in large numbers have been heavily criticised by 
the HMIP. As such forces are turning to video reviews using facilities such as Skype.  Such 
solutions negate the need for an Inspector to be available at each custody unit, however any 
interaction with a detainee still requires the time consuming involvement of a member of 
custody staff who has to take a detainee from a cell to the video equipment and guard the 
detainee during the review process.   

Avon and Somerset have recently installed an in cell video system into all of its custody 
units.  The system allows Inspectors to dial directly into a cell to conduct a face to face 
review completely mitigating the need for custody staff involvement in the review process.  
The video system allows for integration with interpreter services and appropriate adult 
services, where needed.  The system is interoperable with video systems already in use 
across BCH. 

Several other forces are scoping the video system with a view to expanding its use into other 
areas of detainee management.  Examples include using the system: as a virtual court link 
for violent or high risk detainees; as a link to the duty solicitor scheme; as a link to the 
National Appropriate Adult Network; as a link to offender management units; and as a link to 
mental Health teams to enable remote mental health triage.  
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When not in use as a video system the screen in the cell can be used as a message system 
delivering force messages, crime stoppers information etc.    

This video system is being scoped and will be subject of a business case during design and 
implementation.    

Inspector Model 

Organisationally, Custody is a high risk environment that requires a dedicated management 
structure.  Significant legal and PACE responsibilities aside, there is a need to have a team 
of permanent  Inspectors underneath the Senior Management Team (SMT) to implement 
and monitor policy and procedure, quality assure and dip sample, manage custody staff and 
estate and deal with custody incidents and complaints.  

The success of any custody model going forward will be reliant on a supporting management 
structure to drive and embed the change and maintain the achieved standards once in place.  

Robust management structures and policy enforcement is always commented upon 
favourably by the HMIP as part of their custody inspections.   

Table 19:  The current provision of the Custody Inspecting rank varies across BCH 

Force 
Number of 
Custody 

Inspectors 
Responsibilities 

Hours of 
coverage 

Resilience 
for PACE 

and Custody 

Beds 2 
PACE, policy and Custody Unit 

management 
Mon-Fri day 

shifts 
Duty 

Inspectors 

Cambs 2 
PACE, policy and Custody Unit 

management 
Seven days a 

week, day shifts 
Duty 

Inspectors 

Herts 7 

5 Inspectors – PACE and Custody 
Unit management 

2 Inspectors – Custody Policy 

Sun-Thurs – 
0700-0100 

Fri & Sat – 
0700-0200 

Custody 
Policy 

Inspectors & 
Duty 

Inspectors 

The proposed model seeks to redress shortfalls in the current provision by creating a team 
of seven Inspectors on a shift pattern that covers, 7 days per week between 7am and 11pm. 

The proposed model has 2 Inspectors on early duty, 2 on late duty and either 1 or 2 on a 
middle shift.  The middle shift provides resilience to the model and means that at peak 
business hours, there will be between 2 and 4 Inspectors covering the six custody units 
across BCH.  

A single policy Inspector role will also be created that will support the Custody Chief 
Inspector, but will also provide Custody Inspector resilience. 

Table 20:  The proposed provision of Custody Inspecting ranks across BCH  

 
Number of 
Custody 

Inspectors 
Responsibilities 

Hours of 
coverage 

Resilience for 
PACE and 
Custody 

BCH 7 
PACE, Custody Unit 
management, policy 

implementation 

7am – 11pm 

7 days 

Duty Inspectors 

Policy Inspector 

BCH 
Policy 

1 Policy, PACE resilience. 
9am -5pm 

Mon – Fri 

Duty Inspectors 

Policy Inspector 
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Out of hours cover, 11pm – 7am, will revert to Local Policing Inspectors.  

Adequate provision of a Custody Inspector model minimises reliance on Local Policing 
Inspectors.  Using Local Policing Inspectors to complete custody functions, distracts them 
from their primary function and can create delays in custody due to an Inspectors 
involvement in an operational incident. 

Out of hours cover costs have been explored and are covered in the Inspector paper in 
Appendix VI.  

Interpreters 

The Interpreter provision is explored further in the Commercial Case, however it is worthy of 
note here that the specification of any new contract will seek to engage with suppliers that 
make the most efficient use of technology when delivering interpreting services into custody.  
Worthy of note is that all forces are seeing an increase in foreign national detainees, a trend 
that is likely to continue and is again covered later in this document. 

Demand Management  

Cognisant that managing instantaneous arrests is impossible, the custody demand element 
will seek to explore and address slow time arrest practices in order to manage the suspect 
numbers entering custody.  Acknowledging that some suspects will always need arresting, to 
secure evidence or facilitate certain legal processes, a review of working practices across 
BCH will strive to identify those cases where an out of custody option would be a more 
appropriate course of action.   

Dealing with suspects for historic crime or low level crime that might be better dealt with 
away from custody, will also be explored.  Arresting the vulnerable, including juveniles, will 
also be assessed.   

Arrest justification, Code G “necessity test” for arrest introduced in 2012, has already 
impacted on arrest figures nationally (reference back to demand section).  Strategically 
managing the arrest ethos by seeking to deal with more suspects away from custody and 
making out of custody facilities and processes more available is crucial to managing demand 
going forward.     

Speedy Bail Provision    

The ongoing use of police bail brings demand into custody that has been factored into the 
Profiler calculations.  Currently, suspects are placed on Police bail to facilitate enquiries and 
investigations that are unachievable during limited PACE detention times.  Currently, 
suspects on bail are required to report back to custody at an appointed time as specified as 
part of their bail.  Having surrendered to custody, there are several outcomes. The suspect 
could be charged / cautioned, re-bailed, advised that no action is to be taken or taken into 
custody to facilitate further interview or investigation.   

Other than a suspect being taken back into custody for further interview or investigation, 
there is no requirement for the remaining options to occur in the environs of custody.  Such 
administrative processes could take place in a side room away from custody.  The Project 
Team is proposing that a “speedy bail desk” provision be set up where facilities allow.  The 
staffing model created allows for the second Sergeant, at each custody unit, to operate as 
an administrative Sergeant who would manage this facility working with investigators as 
required.  This facility removes the requirement for a large percentage of suspects to enter 
the custody environs therefore reduces demand.  
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Proposed Shift Pattern 

One of the key aspects of the FBC is the delivery of a shift pattern that meets the 
requirements of the proposed staffing model.  Reducing from a five team model to a four 
team model required a number of considerations.  In exploring options, eight hour shift 
patterns and twelve hour patterns have been assessed.  

Considerations during the assessment stage included the requirement for handovers to be 
incorporated both in the pattern and in duty time, the requirement for training days to be 
included and the requirement to factor into the pattern suitable rest days and any days owed.  
European time directives have also been factored, in particular the requirement that an 11 
hour break takes place between shifts.   

Handovers create delays in custody.  Whilst handovers are essential to the ongoing safety of 
detainees, minimising handover impact is essential.  Eight hour patterns maintain the status 
quo in that three handovers are required per day.  Twelve hour shift patterns reduce the 
requirement for handovers to two per day.  

Handovers are currently factored into shift times across BCH Custody.  An hour is currently 
allocated to allow for the handover and for any unfinished tasks to be completed.  In order to 
avoid the creation of a thirteen hour day, by adding an hour break to the end of a twelve 
hour shift, a review of handovers is underway which seeks to achieve a handover in thirty 
minutes.  

The proposed shift pattern, created in response to this requirement, with a hybrid of 10 and 
twelve and a half hours shifts.  This pattern was created with the assistance of an external 
company specialising in shift patterns.  On-going work with the proposed shift pattern will 
test the patterns resilience around standard rates of abstraction for training and sickness. 

The proposed shift pattern, is a four on four off pattern with inbuilt pay back days and 
reduced hour days that create a 40 hour average working week for Police Officers and a 37 
average working week for Detention Officers. The pattern flexes to demand in that the longer 
shift days cover peak demand times, and scheduled ‘pay back’ days are not fixed on key 
days such as Fridays and weekends. 

Work yet to be completed on the shift pattern include: 

 Creation of a risk assessment and mitigation paper 

 Working Time Regulations assessment 

 Equality Impact Assessment 

 HSE Fatigue and Risk Index 

 OHU assessment of pattern 

 Post implementation review to include full staff assessment    

Reducing from five to four teams creates an opportunity to enhance staff levels on the 
remaining four teams.  This in turn creates more resilient teams that will be able to complete 
more of the tasks currently carried out by arresting officers.  Increased resilience levels will 
mean that the requirement for local policing to cover both Sergeant and Detention staff 
shortages will be mitigated.  

Extended shift times require the inclusion of factored rest periods for staff.  Increased team 
numbers ensures that breaks can be facilitated without creating risk or affecting custody 
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efficiency.  Engagement with BCH personnel has shown strong support for the new shift 
pattern. 

See Appendix VII. 

Custody Staff Outsourcing 

Custody staff outsourcing has been explored during the progression to FBC a paper is 
attached detailing the findings to date.  

Outsourcing does not fit into the current target operating model plans.  There is national 
scrutiny of outsourced provisions in the light of national failings of outsourcing companies to 
deliver on promises.  Forces that have previously extolled the virtues of outsourcing are 
moving away from this method of staffing custody units.  A watching brief will be maintained 
in relation to custody staff outsourcing. 

See Appendix VIII (Outsourcing Paper). 

Proposed Model  

The table below sets out the proposed staffing numbers for the BCH Custody model. 

Table 21:  The proposed Custody staffing model 

‘TO BE’ STAFFING Inspector Sergeant Detention Officer 

Bedfordshire 2.33 20 36 

Cambridgeshire 2.33 20 28 

Hertfordshire 2.34 24 40 

Policy 1 2 - 

Total 8 66 104 

Reduction from 
Current Model 

3 3 6 

The key aspects required to implement the proposed model are set out in the table below.  

Table 22:  Requirements to implement proposed Custody model 

Criteria Requirement 

Estate Beds: Luton and Kempston.  

Cambs: Peterborough, Cambridge and Kings Lynn PIC.  

Herts: Hatfield and Stevenage. 

Staff 
structure 

Change from a 5 team shift system to a 4 team shift system using a 12 ½ hour shift 
pattern across B.C.H for Police and Police Staff. 

Inspectors Implement Inspector model as set out in Inspectors paper. 

In implementing the proposed model, a significant amount of work will need to be completed, 
including: 

 Consultation with over 200 Staff. 

 Restructuring teams to agreed timescales. 

 Inducting staff into the new model. 

 Implementing and embedding new technology, including Athena. 
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 Streamlining all policies and procedures and producing training awareness for 
managers, staff and users. 

 Reinforcing and embedding the cultural shift to new ways of working. 

 Creation of a common meaningful performance framework. 

 Role profiles are currently being developed and will be progressed by HR during 
implementation phase. 

The timelines for these tasks are set out in the implementation plan in the Management 
Case of this FBC. 

Non-payroll costs 

The scope to make savings for the FBC has been lessened. Watford (local savings) and 
Kings Lynn (Premises) have been removed. 

Procurement have also signed up to a framework agreement for prisoner provisions with 
Charles Fellows Supplies. This will realise savings of £56k over 3 years. 

The second area where savings will be achieved is in the area of Interpreters through 
bringing the contracts with Language Line and other suppliers of interpreters together into 
one umbrella contract and very close account management of the contract. This will be the 
responsibility of the newly proposed SMT. 
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D. Financial Case 

The purpose of this section is to set out the projected financial implications of the proposed 
model.  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 
proposed model. 

Table 24: Breakdown of cashable and potentially cashable savings for the proposed model 

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

Cashable Savings within project control 

Police Staff 0 227.05 227.05 227.05 227.05 

Police Officers 0 384.35 384.35 384.35 384.35 

Other (including Transport and Supplies and 
Services) 

0 59.39 159.35 259.16 259.16 

Total 0 670.79 770.75 870.56 870.56 

Through the stages from POD through to OBC through to this FBC, the baseline for Custody 
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, which has been derived by applying the same 
assumptions used to calculate the OBC target to the updated baseline.   

Table 25: Current view of Custody affordability against savings targets from OBC (£’000, 
nominal prices) 

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

Target Savings 

Original savings profile (OBC) 0 1,464 1,563 1,657 1,657 

Updated savings target (25% of updated scope 

budget) 
0 2,453 2,453 2,453 2,453 

Target as a % of baseline 0.00% 15% 15% 15% 15% 

Chosen TOM  

Chosen TOM Projected Savings 0 671 771 871 871 

Variance against updated target  0 -1,782 -1,682 -1,582 -1,582 

Current forecast savings as a % of baseline 0% 7% 7% 7% 7% 

It is noted for information that over and above the savings target identified in this FBC, the 
SMT for collaborated Custody will be targeted with achieving further savings of 5% in each 
of the 2 years following the implementation of the proposed Custody model.  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. 



   34 
CUSTODY_FBC   

The table below presents the project implementation and forecast Custody 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 Custody functions in medium-term budgets to allow it to 

deliver the Target Operating Model.   

Generating further significant efficiencies in custody is likely to require capital investment at 

an individual force level and impact on some revenue costs outside of the collaborated 

custody budget (e.g. individual force estate running costs).  If, in the future, one of the 

partners to this arrangement for managing Custody provision intends to make further 

structural changes to its custody provision that would involve considerable capital 

expenditure and which would, in turn, produce operational savings, then the financial 

arrangements relating to the sharing of costs between the partners will need to be adjusted 

to take account of both the direct and indirect costs that would otherwise fall solely within the 

partner proposing the structural change.  The Collaboration Programme will have regard to 

the need for an equitable and reasonable fit between both those forces incurring capital 

costs, including existing capital financing costs where applicable and those forces generating 

revenue benefits, so as to promote the move to more cost-effective arrangements across the 

Strategic Alliance, with efficiency and effectiveness for the tax-payer being central to such 

considerations. 

Table 26: Project costs split into capital and revenue spend (£’000, nominal prices) 

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

Implementation Costs 

Capital 0 20 0 0 0 

Revenue 0 45 0 0 0 

Total Implementation Cost 0 65 0 0 0 

Custody Ongoing Operating Costs  

Revenue 9,811 9,140 9,040 8,941 8,941 

Total Operating Costs 9,811 9,140 9,040 8,941 8,941 

TOTAL 9,811 9,205 9,040 8,941 8,941 

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.  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 Custody 
project is expected to break even after the first month of implementation. 

Table 27: Current view of Custody payback period 

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

Target Savings 

Savings from base case 0 -671 -771 -871 -871 

One off Implementation costs 0 65 0 0 0 

Net saving (-) or cost (+) in the year 0 -606 -771 -871 -871 

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

0 -606 -1,377 -2,247 -3,118 

Payback period when break even (in 
months) 

  1       

 



   35 
CUSTODY_FBC   

Impact on balance sheet 

The project is not expected to have a significant impact on the balance sheet.  Custody 
Estate will remain as an asset on the appropriate PCC’s 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 ongoing operating costs will be funded jointly by 
Bedfordshire Police, Cambridgeshire and Hertfordshire Constabularies out of their 
agreed budget settlements, capital programmes and reserves, and no additional 
funding will be requested from HM Treasury to fund the project; 

 In looking at apportionment of savings, the project looked at a range of different 
options including NRE, Demand, Efficiency, 50:50 NRE/Efficiency and 50:50 
Demand Efficiency.  Figures were also prepared including the PFI Custody suite 
at King’s Lynn, excluding it and also including it but with the full cost not included 
within the collaborated baseline.  On the basis of fairness, it is proposed that the 
option of NRE/Efficiency with the King’s Lynn PFI included and Cambridgeshire 
incurring costs £143k of the running costs of the facility is adopted.  Details of the 
King’s Lynn PFI contract are attached in Appendix XIV. 

 

Table 28: Funding split by Net Revenue Expenditure / Efficiency 

Force % split 

Bedfordshire Police 27.14% 

Cambridgeshire Constabulary 31.50% 

Hertfordshire Constabulary 41.36% 
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This would result in funding required from each Force as outlined in the table below. 

Table 29: 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 5 0 0 0 

Funded by Cambridgeshire 0 6 0 0 0 

Funded by Hertfordshire 0 8 0 0 0 

Total Revenue Cost 0 20 0 0 0 

Implementation Costs (Revenue) 

Funded by Bedfordshire 0 12 0 0 0 

Funded by Cambridgeshire 0 14 0 0 0 

Funded by Hertfordshire 0 19 0 0 0 

Total Revenue Cost 0 45 0 0 0 

Custody Ongoing Operating Costs (Revenue) 

Funded by Bedfordshire 2,841 2,481 2,454 2,427 2,427 

Funded by Cambridgeshire 3,094 2,879 2,848 2,816 2,816 

Funded by Hertfordshire 3,876 3,780 3,739 3,698 3,698 

Total Revenue Cost 9,811 9,140 9,040 8,941 8,941 

Total Costs 

Funded by Bedfordshire 2,841 2,499 2,454 2,427 2,427 

Funded by Cambridgeshire 3,094 2,899 2,848 2,816 2,816 

Funded by Hertfordshire 3,876 3,807 3,739 3,698 3,698 

TOTAL 9,811 9,205 9,040 8,941 8,941 
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Table 30: Proposed BCH budget and savings apportionment 

 

Beds Cambs Herts TOTAL 

£'000 £'000 £'000 £'000 

Current Baseline Budget   2,841 3,094 3,876 9,811 

2015/16 Savings 
 (based on 

NRE/Efficiency 
cost 

apportionment, 
and "no force loses 

adj" where 
applicable) 

0 0 0 0 

2016/17 Savings -360 -215 -96 -671 

2017/18 Savings -27 -31 -41 -100 

2018/19 Savings -27 -31 -41 -100 

2019/20 Savings   
 

0 0 0 0 

TOTAL Savings per Force   -414 -278 -179 -871 

FUTURE TOM BASELINE BUDGET 2,427 2,816 3,698 8,940 

Out of Hours' 

Potentially Cashable or 
Available Hours (Costs) for 
other Purposes' -146 -80 52 -173 

Total Savings plus potentially 
cashable or available hours for 
other purposes   -560 -358 -127 -1,044 

The Full business Case is cognisant of the fact that although there are currently 11 Inspector 
roles within the existing Custody model; this is not truly reflective of the total Inspector costs 
incurred within the model.  An additional cost of 14k hours is currently incurred in relation to 
PACE reviews which fall outside of the current Inspectors duty hours (nights and weekends) 
which has to be undertaken by the Force Duty Managers.  

This additional and currently invisible cost of circa £470k (without on-costs) which currently 
comes from Local Policing Budgets has therefore been taken into consideration but not 
included in the baselines when ascertaining the true Inspector costs within both the current 
and proposed models. 

Through collaboration and the introduction of the proposed Inspector shift pattern there will 
be reduced reliance on Local Policing Inspectors for PACE coverage equal to 5k duty hours 
per annum which equates to £173k in costs. 

The table above separates out below the bottom line the impact of these hours. 

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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E. Commercial Case 

Introduction 

The purpose of this Commercial Case is to provide details of the procurement requirements 
to deliver a collaborated Custody function. 

Required Services 

The table below summarises the requirements for services which have emerged during the 
production of the FBC.  These will be developed in further detail (along with costings) in 
conjunction with the BCH Procurement Department during the implementation phase.  

The procurement of these solutions is not essential to the implementation of a collaborated 
Custody function.  However these solutions would increase the efficiency of the Custody 
function and further reduce the requirement for local policing resources to be in Custody. 

Table 31: Potential services to be procured to support Custody project 

Component Service Description 

All/Multiple  CORE Cell Point System  (Now called LAVA) 

This is an electronic touchscreen positioned outside each cell. Alerts Custody 
staff to cell visits regimes and risks associated with the detainee.  

Athena is directly updated at point of service negating need for keyboard entry 
creating timely more credible records of detainee interaction.  Staff efficiencies 
are generated as this product mitigated the need to interface with a desktop PC 
to update ATHENA.  

The system records meta data re visits/interactions assisting in complaint or 
serious custody investigations. 

A business case for change has been approved for this product. The product is 
currently being scoped by BCH Custody leads and ICT. 

The product is currently being developed by the supplier in tandem with 
Northgate to ensure full compatibility with ATHENA.  

 

  LIMA In Cell Video System 

This product has been developed to allow conversations to take place over a 
secure video link directly in the cell with detainees using video systems already in 
use across BCH (Lync and Skype including mobile applications.) 

Already installed in all Avon and Somerset Police cells, this product allows for 
face to face video remote reviews to take place directly into the cell. This facility 
removes the need to involve a Detention Officer to remove the detainee from the 
cell to a video point as is the case now.     

The product is Home Office approved and creates many opportunities to interact 
with the detainee.   

Offender management units are using this product to speak to detainees in Avon 
and Somerset already.  

The product links with external partners including interpreter services, health and 
mental health services and the appropriate adult service. 

There is scope to use this product as a Virtual Court link for risk or violent 
detainees.  

This product would negate some physical attendance at custody units by remote 
Inspectors reducing travel costs and keeping remote Inspectors operationally 
available.  Installation across BCH would prompt a review of the Inspector 
Provision proposed.  

When not in use as a video system, the product displays force messages which 
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Component Service Description 

could include wanted posters, crime stopper information for example.  

 

  CRM System 

Currently forces run multiple ad-hoc email and postal systems, monitored by 
custody staff, to manage internal and external interactions with custody.  Such 
interactions could include requests for custody records, requests for CCTV, 
copies of interviews, statements etc.   

The correct recording of such interactions, and outcomes, is rare. 

Professionalising custody and managing such interactions will require the 
development of or procurement of a CRM type system. 

 

  “Track my Client” System – [Similar to “track my crime”] 

Unnecessary phone calls into custody are an enormous burden on staff. Ringing 
phones cause stress and dealing with calls take staff away from their prime roles.  
Custody being 24/7 makes it a target for numerous preventable calls, one such 
call type emanates from solicitors who call custody to secure updates on their 
clients cases.  Updates on bail dates, case outcomes, court dates and locations 
as examples.   

Public contact are developing a CRM system that allows victims of crime to 
access their crime remotely to self-serve regarding investigation updates. 

The ability of solicitors to access a similar system to self-serve regarding their 
many custody clients would mitigate a large percentage of such calls into 
custody, calls that have been highlighted by custody staff as being particularly 
time consuming and distracting. 

 

  Electronic procurement / stock solution 

It is the recommendation of the design team that the extensive lists of custody 
stock is better managed.  Currently stock is managed and ordered on an ad-hoc 
basis that is leading to lost stock, waste, and over ordering.  A just in time stock 
management system would reduce the time spent on this function and reduce 
costs by allowing procurement to be managed on a BCH basis ensuring 
economies of scale around bulk orders and reduced delivery charges are 
achieved.  

 

Contractual Considerations 

Key contractual considerations will be explored once there is more clarity on the services 
and products to be procured.   

Currently BCH contracts are exploring several custody related contracts including the 
Interpreter Language Services contract.  This is an in depth piece of work that will likely 
involve the creation of a BCH specification that extends into many areas of business.  The 
costs involved in this contract mean that this procurement will likely involve a full EU tender 
process, though several frameworks are being explored.  

The BCH contracts team recently signed up to a national custody procurement framework 
that will see standardised products being procured for custody.  The finer details of this 
contract are yet to be explored but this is typical of the economies of scale and efficiencies 
that the Project Team wish to achieve.  

The proposed Inspector model, along with the projected demand from changes in Bail 
legislation, will require officers to travel, potentially across three forces.  In order to operate 
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efficiently there will be a requirement for Inspectors to have access to vehicles.  
Hertfordshire, who operate a peripatetic Inspector model currently, provide two unmarked 
small power vehicles to enable the Inspector to carry out their duties. It is anticipated that 
this provision would be required as part of the proposals. 

 

Procurement and Contracts  

In progressing from OBC to FBC a review has been commenced of both the Custody 
procurement and Custody contract situation.  The work stream is substantial and would 
ideally require a dedicated contract / procurement resource to progress proficiently.  The 
extent of the custody related contracts is such that work stream will continue into the design 
and implementation phases.  The alignment of tri-force contracts is a function of the 
collaborated contract department.  The Project Team will work with them going forward to 
identify all relevant contracts and align them as appropriate to secure cost and efficiency 
savings.  

An early achievement is the sign off on a single supply contract for all custody consumables 
which is part of a National framework.  This contract has only just been finalised by the 
contracts department.  The efficiencies of this contract are yet to be calculated.  

 

Interpreters 

Interpreting service provision is an indispensable function for police forces who must meet 
the communication needs of our multicultural communities. 

Interpreters are a held in centralised Force budgets and therefore the costs and utilisation 
data associated with the interpreter provision is not Custody specific.  Data and costs are 
based on force-wide use of the service and will include, for example, use by officers on the 
street, investigating officers, enquiry office counters and first contact centres. 

Factors such as an increase in Foreign National Offenders entering Custody to 
approximately 20% of detainees across BCH makes managing interpreter demand 
problematical, especially as it is predicted that this figure will increase as our community 
demographic changes. 

The OBC discussed the requirement for a review of the BCH Interpreter provision.  This 
work stream has started in earnest and is being completed with the assistance of the BCH 
Contract department.   

A number of options and solutions are being scoped.  Options include a National Framework 
solution, regional solutions and a full EU tender for service.   

What has come out of the review thus far is that the current interpreter provision that exists 
across BCH has a potential legal flaw that will need to be addressed in order to align with 
BCH contractual protocols.  Further to this there has been at times unreasonable delays in 
this provision, which impact on the PACE clock and efficiency. 

In securing any interpreter provision going forward the Project Team will work with the 
contracts department to obtain the best specification for custody and users across BCH.  
Scoping of service users regarding specification requirements has already commenced.  It is 
the Project Team’s intention to make the best use of technological solutions, for example 
video interpreting, to create not just cost but also time saving efficiencies in custody.  



   41 
CUSTODY_FBC   

Table 32: Historic Interpreter Costs 

Language Services Costs £’000 2012 2013 2014 

Bedfordshire 241 232 256 

Cambridgeshire 364 375 357 

Hertfordshire 327 318 239 

Totals 932 925 852 

In the year 2014/15 Bedfordshire averaged an annual total of foreign national detainees of 
2880 and Cambridgeshire 3780. Hertfordshire’s average was 3768, just 12 less, but yet 
Cambridgeshire spent £118k more on interpreting services.  The differential is being 
examined as part of this work to bring costs into line across the Tri Force. 

Table 33: Current Total Interpreter Budget 

Language Services Budget £’000 2015/16 

BCH  812 
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F. 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 the BCH Custody Project. 

Implementation Plan 

An implementation plan has been created by the Custody Project Team in order to achieve 
implementation of 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 X.   

Staff Considerations 

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. 

Custody 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 Custody 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 XI setting out the key stakeholders 
and the messages to these stakeholders.  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 among all stakeholders. 

Project Governance 

Custody progress is reported to the Organisational Support Programme Board which is one 
escalation level below the tri-force Joint Chief Officer Board (JCOB). JCOB then escalates 
relevant information to the tri-force Strategic Alliance Summit (SAS) where PCCs and CCs 
make the strategic change decisions as well as monitor progress of collaborated units. 

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 
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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 Custody 
Project. 

 

 

 

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 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 Custody project owner. 

Objective Benefits Description Measure Category 

To deliver at 
least 20% 
revenue 
savings 

Reduce tri-force 

Custody staff costs 
Measure the cost of staff in Custody  1.a Cash 

To deliver at 
least 20% 
revenue 
savings 

Reduce tri-force 

Custody shift costs 
 Measure staff utilisation (shifts 

restructure) 

 Measure cell utilisation 

 

1.a Cash 

To increase 
efficiency of 
service 

Increase throughput of 

detainees  
 Measure daily throughput of 

detainees booked into Custody 

 Measure cell utilisation 

 

1.b Time 
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To increase 
efficiency of 
service 

Reduce the waiting time 

for booking in detainees 
Measure waiting time for booking in 
process 

1.b Time 

To agree and 
maintain 
current levels 
of service 

Maintain Custody 

detainees safety 
 Measure number of detainee deaths 

and/or serious harm (SLA/KPIs) 

 Measure to be considered for Cell 
Point Kiosk/CCTV if implementation 
agreed 

 

 

 

2.b External 
Customer 
Service 

To agree and 
maintain 
current levels 
of service 

Reduce the time dealing 
with detainees welfare 
reviews  

 Measure utilisation of Cell Point 
Kiosk (CCTV) 

 Measure time spent by staff dealing 
with detainees via cell 
intercom/phone calls 

 Measure time spent dealing with 
detainee reviews/welfare 

 No. of  VIPER authorities 

1.b Time 

To increase 
efficiency of 
service 

Reduce Pace cover 

requirements of Local 

Policing Inspectors 

% of reviews carried out by Local 
Policing Inspectors 

 

 

1.b Time 

To increase 
efficiency of 
service 

Reduce the time taken 

for PACE Inspector 

reviews (remote 

working) 

Measure Inspector travel time to/from 
Custody 

1.b Time 

To increase 
efficiency of 
service 

To reduce Local Policing 

abstractions for cell 

watch duties 

To reduce Local Policing abstractions 
for cell watch duties 

1.b Time 

To increase 
efficiency of 
service 

Reduce custody staff 

time spent dealing with 

solicitor contact/updates 

of detainees 

 Collect the number of hits/users/time 
spent via ‘Track My Client’  

 Collect the number of solicitor calls 
into Custody 

 Measure the time spent on solicitor 
contact/updates by staff 

 

1.b Time 

To increase 
efficiency of 
service 

Reduce custody staff 

time spent dealing with  

solicitor processes by 

Collect the number of detainees 
throughput by In-House solicitor   

1.b Time 
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Identifying the Benefits 

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

The Business Benefits Lead provided quality assurance for the Benefits. 

Further details on the Benefits, including detailed measures and owners can be found in the 
Benefits Summary Table in Appendix XII. 

Measures are how progress will be tracked towards realising Benefits.  The Benefits 
Measurement of benefits will be resourced by the tri-Force Custody function, with expertise 
provided by the Change Portfolio Office.  The cost for these are dependent on a number of 
factors.  Details are given in section A.1.3. 

Measures will be gathered by: 

 Tracking revenue budget 

 Measuring custody processes  

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

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. 

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. 

introduction of In House 

solicitor 

 

To agree and 
maintain 
current levels 
of service 

Improve the risk 

management of 

detainees 

 Qualitative assessment by managers 
– routine dip sample of detainee 
records 

 Collect the number of complaints 
received 

 Measure time taken to investigate 
complaints (information on one 
system) 

2.b External 
Customer 
Service 
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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 main threats 
and enablers for these Benefits are given in Appendix XIII. 

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 Custody 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 Custody 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 are 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. 

Equality Impact Assessment 

As part of the Custody Project, an Equality Impact Assessment was undertaken to identify 
whether there would be disproportionate negative impacts on any one particular group of 
individuals.  The Equality Impact Assessment is attached in Appendix V. 

As the Business case does not recommend closure of any additional suites over those that 
local change teams have made there is no foreseen negative impact on detainee or family 
travelling time 
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Recommendation 

It is recommended that JCOB and the Strategic Alliance Summit agree the proposed 
operating model, implementation of which will be overseen through the proposed 
governance arrangements in the Management Case.  It is further recommended that a post 
implementation review is conducted within 12 months of implementation based on pre-
agreed performance measurements. 

 


