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	OVERALL ASSURANCE ASSESSMENT
	
	OVERALL CONCLUSION
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		With a dedicated team of experienced and qualified project managers the transformation and change projects have been well managed.

	
	The project selected for review (Decommissioning Project) had followed Prince2 principles and was being successfully delivered.

	
	Benefits realisation reviews had been undertaken for all projects and these had identified good progress in achieving business case objectives.




	
	
	

	SCOPE
	
	ACTION POINTS

	Rationale: 
Transformation and change can present a high level of risk with a loss of good governance as a result of the change.
Scope: 
The audit focussed on a review of the following areas;
· Policy and procedures;
· Governance framework;
· Programme risk management arrangements;
· Role and responsibilities;
· Standardised approach to Project Management;
· Project performance tracking and monitoring;
· Benefits realisation arrangements;
· Management / Board reporting;
· Savings validation arrangements.
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	Management Action Plan - Priority 1, 2 and 3 Recommendations
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	Risk Area
	Finding
	Recommendation
	Priority
	Management
Comments
	Implementation
Timetable
(dd/mm/yy)
	Responsible
Officer
(Job Title)

	There were no recommendations arising from this review.
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	PRIORITY GRADINGS
	
	
	
	
	

	1
	URGENT
	Fundamental control issue on which action should be taken immediately.
	
	2
	IMPORTANT
	Control issue on which action should be taken at the earliest opportunity.
	
	3
	ROUTINE
	Control issue on which action should be taken.
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	Operational Effectiveness Matters
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	Risk Area
	Item
	Management
Comments

	1
	Compliance
	Within 12 months after the closure of Ladgate Lane, the Business Transformation Unit undertake a lessons learned exercise of the relocation of non-CSH units.  
	This will be considered within the workload of the Corporate Development Team.
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	ADVISORY NOTE

	Operational Effectiveness Matters need to be considered as part of management review of procedures.
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	Detailed Findings
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1. This review was carried out in July 2018 as part of the planned internal audit work for 2018/19. Based on the work carried out an overall assessment of the overall adequacy of the arrangements to mitigate the key control risk areas is provided in the Executive Summary.
Background
2. For some time Cleveland Police’s future plan for transformation has been called ‘Towards 2020’. It focuses on making communities safer and helping them to be stronger. The plan describes the approach to policing as: 
· Prevention – This means preventing harm wherever possible. It is always better to prevent something from happening than responding to it after the event. 
· Intervention - This means if you cannot prevent something from happening you need to intervene to stop it from escalating. To identify this an assessment of threat, risk and harm is undertaken to determine the right thing to do. 
· Protection – This is the need to protect the most vulnerable in communities and ensure they are safeguarded. 
To deliver across these areas Cleveland Police is making changes to local policing and what they call enabling services, such as ICT and HR. Neighbourhood policing has already been reviewed and shift patterns have been changed to better match their teams to demand. They are also collaborating with neighbouring Forces to share specialist resources and working more closely with other partners. With the arrival of a new Chief Constable “Towards 2020” will be replaced with a new corporate vision and the many and varied projects will all be centralised under the Business Transformation Team.
Materiality
3. Transformation and Change Management will affect the whole of the Force and therefore is of significant consequence to its successful delivery.   Annual expenditure for the Police Service for the year 2017/18 was in the order of £120 million.
Key Findings & Action Points
4. The key control and operational practice findings that need to be addressed in order to strengthen the control environment are set out in the Management and Operational Effectiveness Action Plans. Recommendations for improvements should be assessed for their full impact before they are implemented.
Scope and Limitations of the Review
Rationale: 
5. Transformation and change can present a high level of risk with a loss of good governance as a result of the change.


Scope:
6. The audit focussed on a review of the following areas;
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· Policy and procedures;
· Governance framework;
· Programme risk management arrangements;
· Role and responsibilities;
· Standardised approach to Project Management;
· Project performance tracking and monitoring;
· Benefits realisation arrangements;
· Management / Board reporting;
· Savings validation arrangements.
7. The definition of the type of review, the limitations and the responsibilities of management in regard to this review are set out in the Annual Plan.
Disclaimer
8. The matters raised in this report are only those that came to the attention of the auditor during the course of the internal audit review and are not necessarily a comprehensive statement of all the weaknesses that exist or all the improvements that might be made. This report has been prepared solely for management's use and must not be recited or referred to in whole or in part to third parties without our prior written consent. No responsibility to any third party is accepted as the report has not been prepared, and is not intended, for any other purpose. TIAA neither owes nor accepts any duty of care to any other party who may receive this report and specifically disclaims any liability for loss, damage or expense of whatsoever nature, which is caused by their reliance on our report.
Risk Area Assurance Assessments
9. The definitions of the assurance assessments are:
	Substantial Assurance
	There is a robust system of internal controls operating effectively to ensure that risks are managed and process objectives achieved.

	Reasonable Assurance
	The system of internal controls is generally adequate and operating effectively but some improvements are required to ensure that risks are managed and process objectives achieved. 

	Limited Assurance
	The system of internal controls is generally inadequate or not operating effectively and significant improvements are required to ensure that risks are managed and process objectives achieved. 

	No Assurance
	There is a fundamental breakdown or absence of core internal controls requiring immediate action.


Acknowledgement
10. We would like to thank staff for their co-operation and assistance during the course of our work.


Release of Report
11. The table below sets out the history of this report.
	Date draft report issued:
	20th July 2018
	

	Date revised draft report issued:
	30th July 2018
	

	Date management responses received:
	31st July 2018
	

	Date final report issued:
	2nd August 2018
	





12. The following matters were identified in reviewing the Key Risk Control Objective:
	Directed Risk: Failure to direct the process through approved policy & procedures.


12.1 Towards 2020 has a Board that meets every four weeks.  It is a sub-group of the Management Board and supports the Chief Constable to deliver the "Towards 2020 Change Programme" by acting as a key stakeholder to ensure effective prioritisation of resources and communication, alignment and transparency of change initiatives.  The Terms of Reference for the Board were reviewed which include the following: 
· Oversight and momentum for the delivery of the change programme;
· Review, authorise and prioritise business cases and change requests; 
· Monitor delivery of approved projects;
· Resolve prioritisation and resource allocation conflicts; 
· Initiate post implementation reviews of change projects; and 
· Co-ordinate Innovation Fund process.  
The membership of the Board also includes the key decision makers within the Force, with meetings chaired by the Deputy Chief Constable.
12.2 The majority of strategic transformation and change projects are managed by Corporate Services (Business Transformation Unit) who use Prince2 methodology (as adapted) as the method for managing all projects. Each project will have an approved business case and project initiation document, which puts in place the documentation for the future development of the project. Projects are reported to the Board for approval.
12.3 In addition, Corporate Services (Business Transformation Unit) have since August 2012 had in place a Guide to Project Management.  The Guide identifies the process to follow when undertaking a new project.  From June 2016 Corporate Services (Business Transformation Unit) have in place a Service Improvement Review Framework which is based on the principles of “lean” management.  The aim of the framework is to provide the guidance to help to improve performance in quality, cost, delivery and people satisfaction. Both documents are clear and give good guidance on the processes required for good project management.
12.4 Risk management and the creation of a risk log is an integral part of Prince2 methodology and as such, each project has its own risks identified and managed within the project. The risk (RAID) log for the "Decommissioning Project" was reviewed and found to be in order.


	Compliance Risk: Failure to comply with approved policy and procedure leads to potential losses.


12.5 The Job Descriptions (JD) for the various grade of posts within the Business Transformation Unit were reviewed.  These were found to be in order, although it was noted that neither a date of issue nor a version control legend was apparent on the Job Description.  It is understood that the issue date and version control would be a matter for HR and the copy obtained by the Department would only be details of the JD and not the actual JD itself that would be security protected.
12.6 To assess the approach to Project Management the project entitled "the Decommissioning Project" was selected for detailed review. 
12.7 An OPCC project to construct the Community Safety Hub (new headquarters) was established and included the transition of staff out of the existing HQ at Ladgate Lane and the decommissioning of that building.  During the construction of the CSH it became apparent that with reduced accommodation the new build may not be able to accommodate all the staff/officers exiting the existing Headquarters. A Plan B was then established by the Business Transformation Unit to manage the transition of those staff not relocating to the CSH and to make sure all staff/officers would upon decommissioning of the old Headquarters have suitable accommodation within existing Force estate. Plan B was approved by the Executive at an away day where the plan was presented to the Executive Team.
12.8 Project meetings have been held and reporting to the Programme Board has taken place, as required.  The initial success of the project is reflected in the smooth relocation of staff/officers to the various existing properties occupied by the Force with minimum disruption and loss of time.  The Business Transformation Unit will conduct a lessons learned exercise approximately 12 months after the closure of Ladgate Lane.  
	Operational Effectiveness Matter: 1
	Within 12 months after the closure of Ladgate Lane, the Business Transformation Unit undertake a lessons learned exercise of the relocation of non-CSH units.  


12.9 The following projects were reviewed for benefits realised: 
· Incident Resolution Team - Following the benefits review by the Corporate Development Team in December 2017 they concluded that overall benefits had "mostly been realised" with 19 out of a total of 34 potential benefits being “fully realised”. Of the remaining 15, six had been “mostly realised”, five “partially realised” and four “not realised” at all.
· Protecting Vulnerable People - Following the benefits review by the Corporate Development Team in November 2017 they concluded that overall benefits had been "mostly realised" and although only one benefit had been fully realised out of a possible 10, six of the benefits had been "mostly realised" and 3 “partially realised”.
· Neighbourhood Policing - Following the benefits review by the Corporate Development Team in August 2017 they concluded that overall benefits had been "mostly realised" and although only two benefits had been fully realised out of a possible 12, the other 10 benefits had been "mostly realised".
12.10 The reporting of benefits realised is clear and consistent with a standard template being used. In addition, savings identified in business plans are an integral part of the benefits realisation process and will be validated when the post implementation review is undertaken.  To date all benefits realised reports are reported to the Towards 2020 Board, however, in the future these will be taken to the Delivery and Accountability Board.  These had been well received by the Towards 2020 Board.
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