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Report of the Chief Constable to the Chair and Members of the Audit Committee
10 June 2020	

Executive Officer:  Chief Constable

Status:  For Information

Cleveland Service Improvement Programme

1 Purpose

1.1 The purpose of the report is to update members on the progress of the Cleveland Police Service Improvement Programme.

2 Recommendations

2.1 It is recommended that members note the content of the report.

2.2 The Committee may wish to consider if members would like to engage in a more detailed level of scrutiny across the programme as a whole or within individual workstreams. 

3 Background

3.1 Since the last report to the Audit Committee in February 2020 significant progress has been made in respect of the Service Improvement Programme including governance, leadership, planning and delivery. 

3.2 In March 2020 following government announcements in respect of the social distancing implications of CoVID 19, the Chief Constable confirmed that the Service Improvement programme would continue throughout the pandemic. The Service Improvement Team has since that time been working remotely to progress the work involved and this has proven very effective.  

3.3 This report provides a summary of progress and should be read with reference to the documents contained within the appendix. These form the key control documents for the programme and are formally reported to the Service Improvement Board on a bimonthly basis, most recently on the 27th May 2020. The appendices include:

3.3.1 Appendix 1: Programme Stage Plan outlining the high level stages and priorities of the programme over a 2 year period. (closed session)
3.3.2 Appendix 2: Programme Governance Schematic outlining accountability and decision making routes.
3.3.3 Appendix 3: Programme Risk Register (closed session) 
3.3.4 Appendix 4: Progress report for the Programme dated 25th May 2020 (closed session)

4 Leadership and Governance

4.1 Since January 2020 key positions have been recruited to lead the Service Improvement Team and support the Cleveland Police Chief Of Staff (Strategic Lead for improvement activity). These roles include:
· Supt John Bent – transferred from Northumbria with significant experience within investigation and organisational change.
· Programme Manager Liz Byrne –from the OPCC with significant experience of corporate governance, change and scrutiny including a former Associate Inspector role with HMICFRS.

4.2 Following a review of the initial approach and considering the detail of the service improvement plans, recommendations were made and progressed to prioritise the scale and order of change. The rationale for this being the sheer scale and scope of the work contained within the plans presented a significant risk in the workforce being able to deliver sustainable change.
 
4.3 As a result the Stage Plan at Appendix 1 (closed session) was developed incorporating feedback and discussion with senior leaders and the OPCC to identify the journey that the programme will take over a two year period.

4.4 Stage 0 – Immediate Response and Stability through CoVID. 

4.4.1 This stage commenced in June 2019 and includes change interventions that need or needed to be progressed with immediate effect as well as a range of enabling activities such as recruitment into key senior positions, programme and benefits planning. 

4.4.2 Stage 0 is planned for completion during September 2020 with the remaining months focusing on a combination of review work and implementation of change summarised in the table below:

	Organisational Reviews
	Implementation work

	· End to end domestic abuse mapping
· Equality, Diversity & Inclusion Assessment
· Community Safety
· Internal business processes such as Recruitment, Promotion, Grievance
· Demand Management – Duties, Events, Civil Contingencies and Critical Incidents
· Multi Agency and Children Safeguarding
· Clarification of Investigation demand
· Leadership Training Needs Assessment
· Longer term approaches to regional Murder Investigation Team
	· Progression of the Vulnerability Desk
· Development of Neighbourhood Policing
· Problem Solving, Prevention and Tasking
· Development of Ethics and EDI including increasing champions
· Philomena Protocol
· Senior Leadership Coaching
· Victims Code of Practice development
· Complaints legislation
· Crime Assessment & Allocation Framework
· Raising Investigative Standards Development Programme



4.4.3 The progress across the workstreams is reported on a monthly basis into the relevant Delivery and Assurance Groups in accordance with the overall Governance schematic at Appendix 2.

4.4.4 An end stage review will be presented at the September Service Improvement Board to summarise the work and outcomes completed through Stage 0. This will also review the future stages and seek approval to move into Stage 1 which takes the programme to the end of March 2021.

4.4.5 The Stage Plan is updated and reported into the Service Improvement Board that meets every 2 months reconfirming progress of the overall stage and/or presenting any changes or exceptions that require approval.

4.5 Service Improvement Risks

4.5.1 As a result of the various discussions internally, with HMICFRS and OPCC the initial risks were identified for the programme. 

4.5.2 The risk register is located at Appendix 3 (closed session) and as reported within the overall progress report at Appendix 4 (closed session) all risks are being actively managed with the following being key at the present time:
	Risk in proximity
	Treatment

	1647 – Identification of solutions without fully understanding the problems
	· All reviews are now producing clear Terms of Reference.
· NHP, vulnerability Desk and Philomena Protocol have clear and detailed plans confirmed.
· Outcomes, measures and evidence gathering to demonstrate improvement have been drafted and will be linked to all review and change work.
· Where required intervention with Senior Leaders where decisions have been progressed that adversely impact on other change within the programme.

	1648 – Gaps in capacity and capability of Enabling Services
	· Enabling Services Board has been established that will be responsible for providing clarity on any issues within and wider to the Service Improvement Programme.
· The Strategic Head of HR is now in place and working with SIT to clarify solutions to Learning & Development and general HR support.
· The development of ‘performance analysis’ is being considered by the Head of Corporate Services to develop lower operational levels of management information.
· Priorities have now been confirmed for the Programme for consideration of all enabling teams.
· The bimonthly Service Improvement Board will also now act as the overall Force change board meaning that all key programmes of change will report into the meeting.

	1650 – Working in Silo’s
	· Linkages have been made with the FCR project and responsible owners identified. Communications and process mapping activities will be completed jointly and/or shared prior to recommendations being formulated for change. 
· The bimonthly Service Improvement Board will also now act as the overall Force change board meaning that all key programmes of change will report into the meeting.
· C/Supt’s have been briefed on SIT worksteams and now linked to officers within their commands. Operational improvement work has been considered and where required linked to the SIT workstreams.
· Linkages have been made with SIT and Corporate Services to ensure synergy of communications for all organisational change.
· SIT management have now engaged with the Digital Transformation Board and clarified how value can be added to improve how the force make best use from new technology.



4.5.3 The risk register is formally reviewed on a bimonthly basis in line with the overarching progress reports. Specific risks and feedback is further considered through monthly Delivery and Assurance groups to identify those risks that require focus within specific reporting periods.  

4.6 Benefits, Measures and Evidence

4.6.1 To support the programme work has been progressed with the Corporate Services team to clarify a set of measures for monthly monitoring. These measures have been derived from the wider operational performance framework and are linked to each of the HMICFRS Causes of Concern.

4.6.2 Performance reporting is then discussed within the Delivery & Assurance groups for each of the workstreams and overall monthly at the bimonthly Strategic Performance Board.

4.6.3 The measures and targets for improvement have been agreed by the Chief Officer Team and the regional lead for HMICFRS. Targets are linked to and consider the following:
· Achieving national standards
· Achieving local standards
· Bringing force performance in line with the national or Most Similar Force (MSF) average
· Improving performance from the historical baseline

4.6.4 To support the measures an evidence gathering approach has also been agreed with HMICFRS to attempt to simply how individual Areas For Improvement (AFI’s) are reported due to the volume and detail. 

4.6.5 In addition to the operational measures and evidence, self-assessment processes have been completed as follows:

· College Of Policing Workforce Maturity Matrix including areas such as Workforce Planning, Leadership, Futures Planning, Learning & Development, Change & Organisational Design.
· NPCC Equality, Diversity and Inclusion Self-Assessment including areas such as Governance, Policy and Practice, Information and Insight.

4.6.6 These assessment tools will be reviewed again at the end of the financial year to determine how progress has been made.

4.6.7 Work is to be completed in June to harmonise the timings of change planned for specific measures, enabling a clear understanding of impact, something that has been lacking previously. 

4.6.8 In relation to scrutiny, the OPCC are considering how feedback can be provided within the Delivery & Assurance Groups, peer support has been engaged from the College of Policing and regular communication is taking place with HMICFRS. 

4.7 Key Areas of Delivery

4.7.1 As part of May month end progress reporting the workstreams have been focussed on re-establishing governance groups, clarifying timescales and responsibilities for delivering items within Stage 0. 

4.7.2 In addition high level deliverables also include:
· Progression of NPT resources
· Procurement of demand process modelling software and consultancy
· Launch of a Crime Assessment and Allocation Framework
· Launch of the Raising Investigative Standards Learning Programme
· Ongoing development of the Standards & Ethics Board and Ethics Committee
· Domestic Abuse training procured and planned to start at the end of June
· Launch of the Sgt/Inspector recruitment/promotion process

4.7.3 The Service Improvement and Everyone Matters Programmes have been planned and continue to work in a symbiotic fashion. This has enabled cultural requirements to be considered and where required integrated into the workstreams. 

4.7.4 Points of contact from the Everyone Matters Programme have been confirmed for all key workstreams to provide subject matter expertise and advice as to how inclusion can be maximised as a priority.

4.7.5 The progress report at Appendix 4 (closed session) sets out summary progress for each of the workstreams. To support this each workstream also has detailed progress reports and plans to provide absolute clarify on what is required and by when to be driven by the relevant delivery and assurance group. 

5 Implications

5.1 Finance  
	There are no financial implications arising from the content of this report. Financial requirements identified as a result of improvement work will be progressed through Cleveland Police financial decision making processes. 

5.2 Diversity and Equal Opportunities
	There are no diversity or equal opportunity implications arising from the content of this report. The committee should note the linkages to the Everyone Matters programme separately reported to the Audit Committee.

5.3 Human Rights Act
	There are no Human Rights Act implications arising from the content of this report.   

5.4 Sustainability
	There are no sustainability implications arising from this report.     
   
5.5 Risk
The risk implications for the programme has been summarised within the report with detail attached as Appendix 3 (closed session). Linkages have been made with Corporate Risk Management Processes to ensure all relevant actions are being regularly reviewed, mitigated or resolved. 
 
6 Conclusions

6.1 The Service Improvement Programme has been reviewed, prioritised, planned and risk assessed. Governance and accountability have been confirmed at all required levels and the benefits and outcomes clarified. 

6.2 The focus must now be for Chief and Senior officers/staff to deliver as a team, addressing the issues of working holistically and maximising opportunities to drive change across the whole organisation.

6.3 The Committee may wish to consider if members would like to engage at a more detailed level of scrutiny across the programme as a whole or within individual workstreams. 


Chief Constable
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Everyone Matters Board
Chief Constable
8 weekly
Cultural Change
Equality, Diversity & Inclusion
Are changes improving the way we engage
internally and externally?

Local Policing Delivery and
Assurance Group
ACC Graham
Monthly

Responsible for PID delivery
- Understanding Demand (Local Policing Functions

and Duties Management)
- Prevention, Problem Solving and Engagement

Monthly progress reporting for:
On Time? - Project Plan/Breakdown Structure
Will deliver benefit? Measures/Evidence likelihood
Blockers? key risks and options to mitigate

Silver Commanders/SIT to meet in between

Workstream Progress Reporting

Scrutiny & External Assurances
- PCC Working Together Group (CSP’s and partners)
- Joint Audit Committee (Demand Assessment)
- IAG’s and Strategic Hate Crime Forums
- CoP demand peer support
- HMICFRS Reality Testing

- Community/public feedback
- Quarterly OPCC feedback (victims, offenders,

engagement, prevention, EDI)
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Strategic Performance Improvement Board

Chief Constable

Monthly
Responsible for the overall programme delivery, outcomes and benefits

Key Decisions:

- Approval of worksteam solutions (What)
- Approval to implement (How/Who)

- Approval to Go Live (When)

- Approval of benefits realisation (Why)

- Support/Direction for workstreams

- Demonstrable use of Force Values

Progress reporting:
- Overall reporting
- PPOG reporting

Programme Management

Overall Stage Plan

Programme Timeline
Programme Risk Register
Benefits/Measures

Dependencie

Crime and Investigation
Delivery and Assurance
Group
ACC Orchard
Monthly

Responsible for PID delivery
- Investigation

- Understanding Demand (Investigations)

Monthly progress reporting for:
On Time? - Project Plan/Breakdown Structure
Will deliver benefit? Measures/Evidence likelihood
Blockers? key risks and options to mitigate

Silver Commanders/SIT to meet in between

Workstream Progress Reporting

Scrutiny & External Assurances
- Local Criminal Justice Board working groups
- Out of Court Scrutiny panel
- Strategic Hate Crime Forum
- Rural Crime Forum
- HMICFRS Reality Testing
- Community/public feedback
- Quarterly OPCC feedback (victims, offenders,
engagement, prevention, EDI)

Safeguarding and
Vulnerability Delivery and
Assurance Group
ACC Orchard
Monthly

Responsible for PID delivery:
- Vulnerability

- Understanding and Managing Demand
(Vulnerability)

Monthly progress reporting for:
On Time? - Project Plan/Breakdown Structure
Will deliver benefit? Measures/Evidence likelihood
Blockers? key risks and options to mitigate

Silver Commanders/SIT to meet in between

Workstream Progress Reporting

Scrutiny & External Assurances
- Local Criminal Justice Board working groups
- Rape/DA Scrutiny panel
- VCOP reporting to Mol
- HMICFRS Reality Testing
- Community/public feedback
- Quarterly OPCC feedback (victims, offenders,
engagement, prevention, EDI)
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Standards and Ethics Board
Deputy Chief Constable
Monthly
Standards
Ethical behaviour
Are expected behaviours being demonstrated?

Scrutiny & External Assurances
- Joint Audit Committee
- HMICFRS Reality Testing
- PPOG
- PCC formal scrutiny
CoP peer support — transformational change

People and Wellbeing
Delivery and Assurance
Group
Ch Supt Irvine
Monthly

/ Responsible for PID delivery:
- Leadership and values

- Ethics and equality

Monthly progress reporting for:
On Time? - Project Plan/Breakdown Structure
Will deliver benefit? Measures/Evidence likelihood
Blockers? key risks and options to mitigate

Silver Commanders/SIT to meet in between

Workstream Progress Reporting

Scrutiny & External Assurances
- Local Criminal Justice Board working groups
- Rape/DA Scrutiny panel
- VCOP reporting to Mol
- HMICFRS Reality Testing
- Community/public feedback
- Quarterly OPCC feedback (victims, offenders,
engagement, prevention, EDI)
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