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Foreword by the Chief Constables

Bedfordshire Police and Hertfordshire Constabulary have, for a number of years, shown how
collaborative working can bring an improved level of service and quality of delivery, significant
cashable efficiency savings and additional resilience in service delivery. At the request of our
respective Police Authorities, we are, in the context of extreme budgetary pressure, now required
to set out proposals to maintain effective policing services for the longer term.

We both share the view that a full and voluntary merger of Bedfordshire Police and

Hertfordshire Constabulary is the best possible option from a financial, operational and

performance perspective to protect local, visible, frontline policing within our neighbourhoods and

to build upon the effective relationships we have at all tiers of Local Government and with a

number of public, private and voluntary sector partners. It will also reduce much of the the known

and sizeable funding gap across both forces thr
infrastructures into one, enabling the majority of savings to be drawn down from support

functions, rather than eroding frontline policing in our neighbourhoods.

This paper represents a fundamental review of the options available, a detailed assessment of
their strengths and weaknesses and makes a firm recommendation which reflects our shared
professional judgement. The recommendation is a bold one and is not made lightly. It will
require a significant programme of change, as well as the support of the Police Authorities, the
public of the two counties and wider stakeholders.

However, put simply, merger is the best possible option if frontline policing services are to
be protected.

Chief Constable Gillian Parker, QPM, Chief Constable Frank Whiteley, QPM, M.A,
BSc.(Hons), MSt.(Cantab) M.B.A, Dip.App.Crim

Bedfordshire Police and Hertfordshire Constabulary 06 July 2010 4
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Executive Summary

This joint outline business case concludes that the full and voluntary
merger of Bedfordshire Police and Hertfordshire Constabulary is the
preferred option to maintain the provision of frontline visible policing
services within the context of the predicted funding gap faced by the
two Forces over the 2011-15 financial years.

The method of generating savings through merger of the two Forces,
allowing most savings to be made in reducing from two Force back
office infrastructures to one, equates to between 180 and 360 police
officer posts more in a merged Force than if the two Forces remain
independent.

In September 2009 Bedfordshire Police Authority and Hertfordshire Police Authority invited
the Chief Constables of their Forces to present their professional advice and
recommendations on options for change in order to address the known financial gap facing
both Forces at that time.

This joint outline business case presents a detailed assessment of the existing and foreseeable
financial pressures faced by both Forces and the impact of these on operational performance.
The paper considers a number of potential options available to the respective Police Authorities
to mitigate such pressures.

The key question this document seeks to address is how do we maintain the quality of
policing services across the two counties of Bedfordshire and Hertfordshire in the face of
the toughest cuts in public spending seen in over 20 years?

Bedfordshire and Hertfordshire have a projected combined budget gap of £40.6m by 2014/15
(13.8% of the Forcesd combined 2010/11 budget).
make major savings and implement significant and fundamental change in order to sustain the

totality of policing provision both in terms of local policing and protection of communities from

more serious harm. Budget cuts have been announced during the production of this joint outline
business case and there is a strong likelihood that further budget cuts will be announced in the

short to medium term.

Bedfordshire Police and Hertfordshire Constabulary 06 July 2010 5
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This joint outline business case has been compiled according to national standards and
reviews five aspects in order to identify and evaluate a wide range of options for change.

The evaluation of the Strategic, Economic, Financial, Commercial and Management aspects, in
line with guidance from HM Treasury and the Office of Government Commerce (OGC) for the
preparation of business cases, provides the necessary rigour in terms of cost benefit analysis and
assessment of threat, risk and harm in order to identify a clear recommendation for change.

The joint outline business case concludes by demonstrating that full and voluntary merger is the
preferred option and recommends the next steps for further developing this option within a full
business case.

Tribal Consulting has performed an independent review of the work completed to date (covering

the work completed in September 2009 through toc
(published as a separate report) highlighted limitations in previous work and recommended a

structured approach to the development of the business case, which the project team has

implemented. Tribal has provided continued support and challenge to the project team during the
preparation of this business case.

The case for change

After a decade of increasing investment police finance is under the most significant
pressure seen in a generation.

The economic downturn over the past three years has created, and will continue to create, a
reduction in central and local funding, directly impacting on police funding.

On the 27™ May 2010 all police authorities received a letter from Nick Herbert, Minister of State
for Policing, detailing the reductions in central police funding in 2010/11 budgets. Core
government funding to the police has been reduced by approximately 1.5%, a total of £125m.
The impact on Bedfordshire Police is a £1m reduction whilst Hertfordshire Constabulary has a
reduction of £1.8m. This has had to be subsumed within current budgets and the impact is being
dealt with outside of this business case.

Looking forward, the Chancellor announced in his budget statement on the 22" June 2010 real
terms budget cuts across government departments (including the Home Office) of 25% over the
next four years. Based on this, all Forces are anticipating a significant reduction in funding over
the coming years.

Bedfordshire and Hertfordshire now face a severe financial challenge.

The projected combined budget gap for the two Forces between 2011/12 and 2014/15 is £40.6m
(£15.1m from Bedfordshire and £25.5m for Hertfordshire). This is the equivalent to 13.8% of the
Forces6 combined 2010/ 11 budget. This assumes &
funding for both Forces, and a 2.5 % per annum increase in precept. In addition, a freeze in

council tax precept has been assumed for 2011/12 with a compensating uplift in grant for that

year in line with the recent Budget statement.

Bedfordshire Police and Hertfordshire Constabulary 06 July 2010 6
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Cumulatively, the projections on grant and precept fund and standstill pressures leave the
Authorities facing an unprecedented funding gap over the coming years, as shown in Table 1

below.
Table 1: Funding gap over the coming four years
2011/12 2012/13 2013/14 2014/15 Total
£m £m £m £m £m
Bedfordshire 4.5 34 3.5 3.7 15.1
Hertfordshire 8.0 5.6 5.6 6.3 25.5
Total 12.5 9.0 9.1 10.0 40.6

Source: Bedfordshire Police and Hertfordshire Constabulary

It is worth emphasising that in the current volatile financial climate, the assumptions made in
calculating the funding gap above could indeed worsen, further widening the gap.

Building upon significant year on year efficiency savings, both Forces already have in place
programmes of work to deliver significant cost savings such as Operation Quest and Programme
2011 in Bedfordshire and Project 2010 in Hertfordshire. These are planned to generate savings
over the period up to 2014/15 of £3.7m in Bedfordshire and £7.7m in Hertfordshire. The ongoing
collaboration programme is expected to deliver savings over the period up to 2014/15 of £1.4m in
Bedfordshire and £2.7m in Hertfordshire. The development of outsourcing is estimated to have
potential savings of £0.5m in Bedfordshire and £1.0m in Hertfordshire over the period up to
2014/15. In total, current and planned cost savings projects are projected to deliver annual
savings of £17m across the two Forces. This leaves the remaining combined budget gap of
£23.6m across the two Forces (£9.5m from Bedfordshire and £14.1m for Hertfordshire).

Figure 1.1 below illustrates the budget gap and the extent to which the cost cutting projects
described above partially meet this gap.

Bedfordshire Police and Hertfordshire Constabulary 06 July 2010



Not protectively marked Options for Change i Joint Outline Business Case

Figure 1.1: The 2014/15 budget gap and cost reduction projects to close the gap
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Source: Bedfordshire Police and Hertfordshire Constabulary

The economic analysis conducted in delivering this joint outline business case indicates that, if no
further measures were taken, council tax precept levels would have to rise by approximately 25%
to close the remaining budget gap of £23.6m. In the current financial climate this is not
considered practical.

A delay in reaching a decision about the course of action to take will increase the budget gap and
reduce the time available by which this must be achieved.

A clearly articulated short-list of options

Through a qualitative evaluation of a long-list of options, a clearly articulated short-list of
three options has been developed.

The Bedfordshire and Hertfordshire project team has considered a long-list of 9 potential options
to address the remaining budget gap of £23.6m facing the two Forces from 2011/12. An
evaluation of this long-list against a set of critical success factors which included practicality,
feasibility, achievability and cost effectiveness, established a short-list of three potentially viable
options for more detailed assessment. The short-list is described in greater detail below.

Each of the options requires the two Forces to deliver their current cost reduction programmes.
Both Forces have a strong history of delivering financial savings through internal programmes of

Bedfordshire Police and Hertfordshire Constabulary 06 July 2010



Not protectively marked Options for Change i Joint Outline Business Case

work and are continuing to deliver savings through their current cost savings projects as well as
the ongoing collaboration programme. As already described, despite the savings expected from
these programmes, further savings of £23.6m will be required from 2011/12 to close the
anticipated budget gap.

In addition, each option allows the development of future collaboration or partnership on a case
by case basis (e.g. procurement).

Option 1: Independence with Preferred Collaboration Partner plus a savings programme
requiring major internal cuts

Option 1 maintains the separate identities of Bedfordshire Police and Hertfordshire Constabulary
whilst continuing with the current, planned collaboration programme between the two Forces to
generate total savings of £4.1m. In addition, it is necessary to complete a programme of major
internal cuts, which would involve substantial reductions in the number of frontline staffing posts
to close the projected budget gap of £23.6m across the two Forces (£9.5m in Bedfordshire and
£14.1m in Hertfordshire).

The financial costs incurred with delivering the programme of major internal cuts are £0.9m per
annum. These costs must be paid back as part of the programme of major internal cuts leading to
an overall savings target of £24.5m.

Option 2: Extended Collaboration plus a savings programme requiring significant cuts

Option 2 maintains the separate identities of Bedfordshire Police and Hertfordshire Constabulary
and significantly expands on collaboration on all services with the exception of the following
functional areas.

The functions excluded from this option are:

P Local Policing i excluded because it is not possible for a single Local Policing function to
deliver on the priorities and policing styles of two independent organisations.

P Single site Contact and Control Room/Contact Management Centre i it is considered
impractical for a single communications function to manage two independent sets of local
policing priorities, operational systems and policing styles.

P Custody i The two Forces have adopted key processes and procedures that complement their
respective policing styles. These different ways of working and differing IT systems mean that
it would be difficult to harmonise and align their approach to custody in the short term.

b Senior command structure i with the exception of a shared Director of Resources and a
shared ACC Protective Services this option requires independent command to be maintained
for the two Forces. In addition, the costs related to two Police Authorities or, in time, Police
Commissioners, would remain.

P Command support i the senior command teams would still require some strategic HR,
Performance Management and Finance roles to support them.

This generates total savings of £12.1m. In addition, it is necessary to complete a programme of
significant cuts to close the remaining budget gap of £15.6m (£6.8m in Bedfordshire and £8.8m in

Bedfordshire Police and Hertfordshire Constabulary 06 July 2010
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Hertfordshire). Delivering these cuts will have a significant impact on frontline police officer and
staff numbers.

P The total financial costs incurred with delivering the programme of major internal cuts are
£1.6m per annum. These costs must be paid back as part of the programme of major internal
cuts leading to an overall savings target of £17.2m. This is 70% of the cuts that Option 1 must
deliver.

Option 3: Full and Voluntary Merger plus a savings programme requiring cuts

The merging of the two Forces into one single organisation/legal entity under a single chief officer
team and single Police Authority providing policing services across the two counties of
Bedfordshire and Hertfordshire. With the exception of branding, phased in over time, there is no
visible change to the delivery of local policing across the two counties.

The two Forces together would create an organisation of about 6,200 personnel with a combined
revenue budget of £293.6m (as of 2010/11 and prior to any reductions). The combined Force
would be the tenth largest in England and Wales allowing far greater national influence than
either Force can have independently. The likely Most Similar FamilyA of Forces for a combined
area would be Hampshire, Sussex, Essex, Thames Valley, Avon and Somerset, Kent and
Leicestershire. Both Forces combined together would not cut across any county, district/borough
or unitary authority boundaries.

This option delivers savings of £20.4m leaving a budget gap of £7.3m that will be closed through
the delivery of a cost reduction programme.

The total financial costs incurred with delivering the programme of internal cuts are £1.9m per
annum. These costs must be paid back as part of the programme of cost savings leading to an
overall savings target of £9.2m. This is 38% of the cuts that Option 1 must deliver.

By merging, substantial savings are delivered through the rationalisation of two corporate
infrastructures and support service functions into a single organisation. This is enabled by the
relatively small geographic size of the new Force, which would remain the smallest Force
geographically in the Eastern Region. This allows the delivery of service from a single location,
thereby enabling greater economies of scale to be achieved. There will be a reduction of 280
police staff posts across both legacy organisations; and a high proportion of this reduction would
involve redundancies.

Currently, much work is duplicated in terms of servicing two separate Forces. Merger involves the
full integration of the functions across support, operational support and corporate operational
areas. This would allow the major savings that are needed to close the budget gap in both Forces
to fall on support staff posts rather than on local or front-line police officer posts.

The additional savings generated through the merger of the two Forces equates to between 180
and 360 police officer posts against options 1 and 2.

A As identified by the Home Office during the preparationof Be d f or d s hi r e a nSeptéindar 200900ptbrss fior GChangespaper
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A direct comparison of the costs and savi  ngs of the three options

Table 2 below sets out the costs and savings associated with each option.

Table 2: A direct comparison of the costs and savings of the three options

Option 1 Option 2 Option 3

Budget gap - £40.6m - £40.6m - £40.6m

Current (I:ost reduction .programmes .|nclud|ng £12.9m £12.9m £12.9m
outsourcing but excluding collaboration

Collaboration £4.1m £12.1m -

Merger - - £20.4m

Net gap - £23.6m - £15.6m -£7.3m

Financing costs - £0.9m -£1.6m -£1.9m

Sub total - £24.5m -£17.2m £9.2m

(This equates to (This equates to

70 % of the cuts 38 % of the cuts

Option 1 must Option 1 must

deliver) deliver)

Progr.amme of major internal cgts/5|gn|f|cant £24.5m £17.2m £9.2m
cuts/limited programme of service cuts

Revised budget gap £0m £0m £0m

Source: Bedfordshire Police and Hertfordshire Constabulary

The risks of delivering Options 1 and 2 are significant

Under both Options 1 and 2 the remaining budget gap is closed by a programme of major internal
cuts to bridge the funding gap. This programme of work would be designed to minimise the
impact on visible policing by targeting functions such as training, air support and mobile data.
However, this will not be sufficient and there will need to be extensive cuts in frontline police
officer and police staff numbers across both Forces. There are significant risks associated with
delivering the savings required to make either of these options feasible as described below.

The risk of implementing the change

There is an increased complexity associated with delivering the collaboration elements of Option
2. Collaboration requires a continual process of negotiation between the two Forces and Police
Authorities and a lengthy process of implementation because of the requirement to align
practices and grades (or consider keeping separate working practices). This continually draws on
management capacity and resources, rather than focusing those roles on delivery.

There are diminishing returns associated with extended collaboration. The Bedfordshire &
Hertfordshire Joint Collaboration Programme has identified and delivered on the majority of areas
that can produce significant returns on investment and subsequent projects have been
increasingly complex, requiring greater resource and time to deliver. In addition, the collaboration
programme has had a number of areas of work discontinued because the benefits generated
were not sufficient to cover the investment required or risks involved.

Bedfordshire Police and Hertfordshire Constabulary 06 July 2010 11
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Throughout extended collaboration, decisions arerequireda bout whi ch of t he Fc
or systems are adopted for collaborative working, or indeed where different approaches are

maintained. Evidence from the collaboration programme has shown that distinct enablers to joint
working, such as the introduction of a joint pay scale, will allow extended collaboration to be more
achievable. However, there is substantial commitment and effort required from the two Forces to

achieve such parity and this takes considerable time to achieve whilst maintaining two separate

legal entities. Implementing such important change is challenging to deliver in the timescales

facing the Forces, and is considered to be sub-optimal.

Delivering the radical and deep change that both options require within the next four years is
highly challenging and puts both Forces at risk in maintaining business as usual.

The impact of delivering savings to close the budget gap

It will not be possible to close the budget gap without having an impact on the quality of policing
services delivered to the public at neighbourhood level. The impact of making such cuts will be
highly unpalatable to the Police Authorities, officer and staff associations and will damage public
confidence in local policing.

Option 2 can deliver greater savings if required by delivering a greater proportion of the cuts
proposed under Option 1. However, these are crude cuts to service delivery that will have a more
substantial impact on the quality of service.

The impact on performance

The significant cuts required to make Options 1 and 2 viable have a direct impact on the
operational performance of both Forces and these are clearly articulated by both chief officer
teams. There will be reductions in infrastructure areas such as learning and development, the
capital investment programme (including mobile data and ANPR), policing activities (including
forensic and air support budgets) and the police estate (including closing police stations and
enquiry offices). However, the great majority of the cuts will have to fall in operational officer and
staff numbers (including the number of visible police resources in neighbourhoods) which make
up the great majority of the establishment.

Under Option 1 Bedfordshire will struggle to maintain the improvement in performance the Force

is currently experiencing. For example, Bedfordshire will find it difficult to sustain previous

improvements in Serious Acquisitive Crime (where sizeable reductions of 32% have been seen in

the past five years) and this will lead to risks and implicationsonthe For ce6s assess me
Police Report Card.

Option 1 would change the fundamental characteristics of Hertfordshire Constabulary from an
0Oexcellentd Force, positioned in the t&gce5 Foroc
possibly lower in some areas of activity. Cuts would have to be made in all areas of Local

Policing and the current levels of support Community Safety Partnerships currently receive would

not be sustained.
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Both Forces would need to narrow their focus and remit, concentrate more on reactive policing

and the core roles of responding to and investigating crime and of dealing with risk to life and

immediate threat to property. The Forces will reduce the emphasis on preventative, community

policing and anti-social behaviour thereby affecting the ability to deliver against local policing
priorities. l nvest ment in protective services Vv
being exposed to risk from organised and major crime.

The cuts wil/l i mpact nthe®llowingareas:s ® per f or mance i

P The availability of visible policing resources in neighbourhoods, including the closing of police
stations; and,

b The delivery of investigations and offender management.

P The resilience of the For ce stheapilityddrespgonditovCeitica e r v |
Incidents;

P The ability to meet local policing priorities;
b The effectiveness of partnership working.

Strategic alignment

The reduction in resources required by the significant cuts to close the budget gap in Options 1
and 2 will affect the ability of the two Forces to deliver on the localism and partnership agendas
which would lead to less effective local accountability. For example, a reduction in budget and
staff numbers will affect the ability of staff and officers from neighbourhood teams to engage in
local decision making and priority setting with their communities. The leadership, continuity and
commitment that are created by dedicated individuals, a critical success factor for building
effective partnerships on every level, will be compromised.

The significant cuts required in Options 1 and 2 will also reduce the resources that support the
delivery of local policing. This will particularly affect the key functions in local policing that
currently deliver to CSPs (e.g. volume crime/local crime teams, response policing, intervention
teams, offender management and prisoner handling teams).

There are significant constraints to collaboration, and as levels of collaboration increase,
additional organisational complexities are introduced that lead to greater bureaucracy. Success in
collaboration depends on a willingness to compromise in the decision making process, especially
in areas where the two Forces, as two separate legal entities, have their own governance
arrangements. This generates duplication in the management overhead and reporting
commitments required to deliver collaboration successfully to both Forces.

It will not be possible for the Forces to meet their regional and national protective service
obligations without having an impact on the resilience of Local Policing resources to meet day-to-
day demands.

Bedfordshire Police and Hertfordshire Constabulary 06 July 2010 13



Not protectively marked Options for Change i Joint Outline Business Case

Delivering Option 3 will require a number of challenges to be met; however the
benefits are overwhelming

An achievable path to implementation

Whilst merger of organisations within the public and private sector is not unusual, Option 3
proposes the first merger of police Forces in the past 40 years. However, Forces such as Devon
& Cornwall, West Mercia and Thames Valley, have demonstrated that they can deliver an
effective service across county boundaries, local government structures and partnership bodies.

Successfully delivering Option 3 in a timely fashion presents a challenge to the two organisations
given the need to maintain day-to-day delivery. However, Option 3 can be achieved relatively
quickly when compared to the other options given the extent to which the budget gap has been
closed and the extensive challenge in delivering the savings required by Options 2 and 3.

The creation of a new Force will require all police staff to be TUPE transferred' and an extensive
programme of harmonisation of grades, roles, terms and conditions and remuneration packages
to ensure alignment of the old Force structures.

Each of the officer and staff associations in the two Forces have been consulted. Whilst we await
their formal positions, initial discussions indicates the Associations understand the need for
change and are broadly supportive.

The creation of a new Force will require legislative intervention under section 32 of The Police Act
1996. On request from the Police Authorities the Home Secretary must make an Order to alter
the police areas. This adds a degree of complexity to the process (and potentially a period of
delay if it is not appropriately planned for) and could result in the Order being disapproved or
annulled through Parliamentary procedures thus preventing the merger from being achieved.

To deliver the merger will require the formation of a Shadow Police Authority and Programme
Board to provide governance and sign off. A range of capability will be required to deliver the
change including robust programme management and specialist, technical support (that includes
communications and stakeholder management, benefits realisation management, HR and
change management and organisational design). Through the delivery of the collaboration
programme the Forces have demonstrated that they have the capability to deliver such change.

Delivers savings to close the budget gap

Option 3 generates the greatest financial savings with the least impact on front-line policing and
the quality of service delivered to the public.

Significant savings are delivered through the removal of duplicate corporate infrastructures and
support services that is enabled through the relatively small geographic structure of the new
Force. The move from two to one corporate infrastructure to deliver back office services to the
new Force (with a reduced cost in back office services of £13m when compared to the combined
budget for 2010/11). The option delivers on the police value for money agenda through the
removal of duplicate activities in back office support functions in order to maximise the number of
officers on the front line.
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Option 3 generates an additional £16.3m of savings compared to Option 1 and an additional
£8.3m of savings above Option 2. The additional savings generated through the merger of the
two Forces equates to between 180 and 360 police officer posts. Whilst none of the options close
the budget gap without the need for further cuts, the additional savings delivered by Option 3 will
be consistently greater (and maintain the indicative officer posts) than Options 1 and 2 regardless
of further changes in central or local police funding.

The affordability assessment shows that the cost of delivering Option 3 is affordable to both
Forces, making prudent use of resources and capitalising costs where appropriate. This
capitalising approach would require approval from government. The financing suggested for
Option 3 means that the proposals would help to reduce the funding gap in each year 2011/12 to
2014/15. By 2014/15, instead of a gap of £40m there would be gap of £9m. This residual gap
would need to be addressed by the delivery of further cost savings projects.

Option 3 allows the delivery of further savings should police funding levels continue to change
and the budget gap increases. Savings can be achieved through further internal cost reductions
(as the programme of savings for Options 1 and 2 requires) or external collaboration, partnership
or outsourcing arrangements with other Forces, public sector partners or industry.

The Merger savings are realised within two years and are therefore able to address the funding
gap far sooner than the other options detailed within this joint outline business case.

The economic appraisal completed in the preparation of the joint outline business case shows
that Option 3 presents the best economic value.

Maintains operational performance

The Chief Constables of both Forces have agreed to prioritise visible policing within
neighbourhoods and there will be no transfer of such posts between the two county areas under
the merger. This will allow both Bedfordshire and Hertfordshire as a merged Force to maintain
their current performance across all policing activities including protective services and the
delivery of local policing priorities and strategic policing plans.

The merged Force would be able to better protect against the erosion of resources dedicated to
frontline and Local Policing whilst at the same time providing an effective Level 2 Protective

Services capability operating across the current county boundary and more effectively tackling

Serious and Organised Crime, Serious Violent Crime and cross-border criminal activity known to

be occurring. With this option, general investigative performance would be maintained and the
Bedfordshire and Hertfordshire merged Force would be better able to continue to make

investment in people, processes and Information Technology maintaining and improving levels of
innovation and the professional development of staff. This option would enable the combined

Force to meet partnership commitments, maintain standards and delivery of local priorities,
deliver public confidence and asgsmmeneve an over al

Adoption of best practice and optimum processes across the two Forces creates the potential for
greater performance improvement in key areas e.g. victim satisfaction, offender management and
serious acquisitive crime reduction.

Bedfordshire Police and Hertfordshire Constabulary 06 July 2010 15



Not protectively marked Options for Change i Joint Outline Business Case

Strengthensthe Force s 6 strategic position

Under Option 3 resources and structures are better protected in order to continue effective
partnership working at all spatial levels (e.g. District, Borough and Unitary Authority level). The
Chief Constable of both Forces emphasise their commitment to local accountability including
maintaining senior police leaders at head of each local government area (e.g. CSPs) who are
clearly identifiable and accountable for policing in those areas. The Chief Constables have given
a commitment to sustain the visibility of police at neighbourhood level.

Option 3 allows for greater flexibility and resilience in the delivery of protective services and
national requirements without the need to impact on the delivery of day-to-day policing.

The preferred option

The evaluation strongly indicates that Option 3, a full and voluntary merger, is the preferred
option.
The implication of the financial cuts required under Options 1 and 2 on the delivery of policing in
Bedfordshire and Hertfordshire are severe and will directly impact on the efficient and effective
delivery of local policing and protective services.

Delivering merger through Option 3 creates greater savings and the need for fewer significant
cuts to be made in headcount or service standards than the other options.

Option 3 better protects the quality of neighbourhood policing and the delivery of local priorities
with partners. It also supports local accountability through senior police leadership at local
government level.

Option 3 better protects the investment in protective services allowing the merged Force to
support its communities and its commitments at regional and national level.

Option 3 makes it possible to generate future savings both internally (through the continued
delivery of the programme of significant cuts) or externally (through partnership, collaboration or
outsourcing with other Forces, public sector partners and industry) should police funding further
reduce.

The economic benefits of Option 3 are substantially more compelling than the other options.

Recommendation

The Chief Constables of the two Forces recommend that a full and voluntary merger of
Bedfordshire Police and Hertfordshire Constabulary is undertaken as soon as is practicably
possible.
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1. Introduction

1.1. Context

1.1.1. In September 2009 Bedfordshire Police Authority and Hertfordshire Police Authority
invited the Chief Constables of their Forces to present their professional advice and
recommendations on options for change in order to address the known financial gap
facing both Forces at that time.

This joint outline business case presents a detailed assessment of the existing and foreseeable
financial pressures faced by both Forces and the impact of these on operational performance.
The paper considers a number of potential options available to the respective Police Authorities
to mitigate such pressures.

1.1.2. The key question this document seeks to address is how do we maintain the quality of
policing services across the two counties of Bedfordshire and Hertfordshire in the face of
the toughest cuts in public spending seen in over 20 years.

Bedfordshire and Hertfordshire have a projected combined budget gap of £40.6m by 2014/15
(13.8% of the Forces6 combined 2010/ 11 budget).
make major savings and implement significant and fundamental change in order to sustain the

totality of policing provision both in terms of local policing and protection of communities from

more serious harm. Budget cuts have been announced during the production of this joint outline
business case and there is a strong likelihood that further budget cuts will be announced in the

short to medium term.

1.1.3. This joint outline business case has been compiled according to national standards and
presents five aspects (known hereaftera s 0 c @ srdes to iflentify and evaluate a
wide range of options for change.

The evaluation of the Strategic, Economic, Financial, and Commercial and Management cases,
in line with guidance from HM Treasury and the Office of Government Commerce for the
preparation of business cases, provides the necessary rigour in terms of cost benefit analysis and
assessment of threat, risk and harm in order to identify a clear recommendation for change.

The two Forces have been able to access grant funding from the Home Office to support further
exploration around options for change including full and voluntary merger. Tribal Consulting was
appointed, through a competitive process, to provide professional and independent scrutiny and
validation of the joint outline business case and its recommendations.

The joint outline business case concludes by demonstrating that full and voluntary merger is
the preferred option.
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1.1.4.

Tribal Consulting has performed an independent review of the work completed to date (covering
thework compl eted i n September 2009 through to
(published as a separate report) highlighted limitations in previous work and recommended a
structured approach to the development of the business case, which the project team has
implemented. Tribal has provided continued support and challenge to the project team during the
preparation of this business case.

The joint outline business case is structured as follows:

The Strategic Case articulates the changing landscape and local, regional and national drivers
impacting upon policing, the business need for change, the strategic and political context,
historical and current organisational arrangements and the strategic fit for both Forces.

The Economic Case evaluates a long and short list of options, performs a cost benefit analysis
including risks and critical success factors and presents the preferred option. The preferred
option is then developed through the remaining three cases.

The Financial Case identifies the critical issues of set up costs, timescales and the affordability
of change.

The Commercial Case addresses contractual matters relating to the preferred option, such as
those relating to personnel and procurement.

The Management Case addresses project and programme management and implementation
issues including planning, equality and environmental impact assessments, governance, benefits
realisation and risk management.
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2.1

2.2.

Strategic Case

The Case for Change i summary of the Strategic Case

The joint outline business case addresses the specific and unprecedented challenges facing both
Bedfordshire Police and Hertfordshire Constabulary. It outlines the options for change and
informs the Police Authorities in both counties of the most efficient and effective way of delivering
such significant savings whilst maintaining the quality of policing services across the two
counties. This includes delivering their strategic priorities as well as meeting local needs.

The preferred option must meet the following strategic requirements:

P Close the budget gap of £40.6m across both Forces by 2014/15 without long-term reliance on
reserves in the funding of core budgets.

P Sustain delivery of accountable and effective policing services across Bedfordshire and
Hertfordshire in line with both Forces 6 Pol i ci ng Pl ans.

b Ensure both Forces are able, in light of the budget pressures, to maintain policing services
with limited impact on current service delivery.

P Maintain frontline services working in partnership with local communities and Community
Safety and Criminal Justice Partners tackling the issues that matter locally.

P Ensure both Forces can meet national standards for Protective Services and adequately
protect communities from more serious harm.

b Ensure both Forces can meet national standards, local priorities and maintain public
confidence in policing, through the delivery of strongly accountable and responsive Local
Policing and effective Partnership working.

P Ensure both Forces can continue to meet increasing demands for policing services through
rising expectations, population growth and increasing breadth of the Policing Mission.

b Ensure that any changes are aligned to other regional and national policing developments.

P Ensure any changes represent optimum value for money for local communities across the two
counties.

Approach for assessing the strategic case for change

The strategic case is developed through three key steps:

It examines the strategic and policy landscape which is currently shaping policing at a national,
regional and local level.

It sets out the prevailing performance, funding and organisational arrangements for both Forces
and the respective strategic and operational challenges that they face.
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Against this backdrop, it summarises the case for change and considers the main risks,
dependencies and constraints which impact on the options for change considered in the
Economic Case (set out in section 3).

2.3. The Strategic Context

Senior leaders across the Service believe that the combination of severe financial cuts,
continuing growth in the breadth of the policing mission, rising public expectations and the
increasing complexity of policing mean that the Service has reached its most critical juncture in
twenty years. The Service has to acknowledge and respond to the following national drivers in
the coming years:

b Delivering significant savings, efficiency and value for money 1 whilst maintaining frontline
policing services;

Citizen Focus and public confidence in Policing;
Localism and partnership delivery;

Regional and national policing developments;
The growing breadth of the policing mission;

U U U U T

The national performance landscape;

These drivers are key to the evaluation of options and identification of the most coherent and
relevant preferred option for the future of both Forces. Each driver is examined in further detail
below.

2.3.1. The drive for significant savings, efficiency and value for money i whilst maintaining
frontline policing services

Policing, as well as other public services in the United Kingdom, faces a period of unprecedented
challengei n t he face of the gover nment amusignfidadeutss t o
in policing budgets are predicted over the next 4 years. This is reflected nationally in the drive

towards delivering efficiency savings through reducing bureaucracy, implementing national and

regional procurement, collaboration, including ICT Collaboration through the national ISIS

programme, reductions in overtime, shared or merged services, outsourcing, and other initiatives

such as cost reduction through improvedprocesses (i . e. 6Lean Thinki nq

The Home Office Report High Level Working Group Report on Police Value for Money sets out

the imperative for Police Forces and Authorities to balance budgets and sustain delivery in the

face of increased pressures and increasing expectations. It sets out the need to undertake a
fundamental examination of structures and processes for delivery of policing services, the
publicés priorities and the management of ri sk,
key part of the analysis undertaken and is embedded in the evaluation criteria used to assess the
shortlisted options set out in the Economic Case in section 3.

At the same time as the widespread recognition of the deep financial pressure facing policing and
other public services in the medium to longer term, Chief Officers and Police Authorities are faced
with the political imperative, duty to the local taxpayers and the challenge of preserving and
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2.3.2.

2.3.3.

maintaining frontline policing as much as possible. Therefore the preferred option for change
must

P provides the best means of closing the budget gap, through significant savings and
efficiencies;

P maintain the quality of policing services delivered to the public;

i)

provide the public with value for money;
P sustain the quality and numbers of policing resources deployed on the frontline.

Citizen Focus and Public Confidence in Policing

The disparity between actual and perceived levels of crime and the fear of crime has led to a new
strategic focus on the Quality of Service and Confidence agenda and accountability for Forces in
terms of local and neighbourhood policing priorities.

The citizen focused agenda seeks to improve the experience people have of policing services.
This has meant a new strategic focus on culture and processes within Forces, giving the public
more say in how services are provided, delivering services that meet their needs and
expectations and responding to feedback.

Furthermore, meeting local policing priorities has implications for the delivery of service in terms
of response and the ability to deal with dissatisfaction, accessibility and visibility. The extent to
which Forces engage, informally and formally, with local communities around the identification of
local priorities managed at Neighbourhood and Ward level is likely to increase in the future.

Whilst this requires a corporate approach, much of the delivery of local priorities is managed
through Local Policing, Community Safety Partnerships and local Safer Neighbourhood Teams.

Accordingly, any option for change must:
P not dilute or prohibit the Forces from delivery of services and priorities at a local level.

Localism and partnership delivery

It is now widely recognised that solving crime and disorder problems and the wider creation of
social value are not within the gift of any Force to deliver alone. There is a need for partner
agencies to work effectively together to deliver against national standards and meet the
expectations of the public. Localism allows partners to respond flexibly, with autonomy and local
accountability. These key themes have emerged for all public partnerships irrespective of local
geography and political structures.

Local partnership structures have evolved differently across the country according to governance
arrangements at Community Safety Partnership, District and Borough, Unitary and County levels
in order to deliver on wider Community Safety and Public Protection agendas. Total Place has
delivered improvement across 13 pilot areas that are structured at varying spatial levels, from two
wards in Margate through to sub-regional activity in Manchester and Warrington. Therefore any
option must support the maintenance and development of partnership working at every level of
the public sector.
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Performance frameworks now acknowledge these partnership contributions to local outcomes
(e.g. satisfaction with police and local councils in tackling crime and anti-social behaviour, Local
Area Agreements). The primary aim has been to present to local communities, through a range of
local formal and informal engagement mechanisms, a joined up and coherent response from
local police and partners, including local Authorities and the wider criminal justice system.

In May 2010 the Government announced a Police Reform and Social Responsibility Bill, aiming
tomakethepol i ce more accountable through Adirectly
yet little detail around how exactly this will change or fit with existing arrangements. It is also
anticipated that its implementation is at least two years away. The Decentralisation and Localism

Bill gives more power to councils and neighbourhoods and power to residents to instigate

referendums and veto excessive council tax increases.

What is clear is that this drive on devolution of power and accountability down to local levels will
be a continuing consideration for Forces and other public bodies. Therefore any preferred option
for change must:

b align with the imperative to strengthen local accountability and support and enable partnership
working at a range of different levels from neighbourhood level upwards across the two
counties.

2.3.4. Regional and national policing developments

An assessment of the capacity and capability of Forces to respond to national policing priorities,
as well as the challenges presented by the National Strategic and Threat Assessments, has led
to the development of regional and national policing functions such as the Serious and Organised
Crime Agency, the UK Border Agencies, a national Counter Terrorism structure and regional
Intelligence and Asset Recovery units. Despite the collapse of the Strategic Forces debate in
2006, it is widely acknowledged that many Forces generally do not have sufficient protective
services capability individually to deal with the current level of threat. This has led to a new
imperative around voluntary collaboration through preferred partner or regional arrangements and
to current debates over full and voluntary Force mergers. There is recognition that collaboration
at a regional level has thus far proved challenging to achieve due to the complexities and
bureaucracy involved in finding consensus and agreement, particularly when more than two
partners undertake a collaboration programme together. However, in the current face of such
severe budget constraints there is a rapidly developing appetite across the country for Forces to
work collaboratively with partners in order to drive out efficiencies of cost and operational
capacity and capability.

Therefore the preferred option must:

P fit with developing regional and national initiatives and structures;

P notisolate or prevent either Force from benefiting from future regional or national
opportunities; and

P allow the Forces to support regional and national programmes.
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2.3.5. The growing breadth of the policing mission

The scope and complexity of the policing mission has grown enormously over the last twenty
years along with ever increasing public expectations around the quality of policing services
delivered to increasingly diverse communities. This has meant the need to develop new
capabilities to:

b tackle the threat from International Terrorism;

P tackle the increasing prevalence and sophistication of cross border and Serious and
Organised Crime, including organised international crime;

P manage the wider issues of public protection and dangerous offenders in communities;

P manage the increased public expectation of the Police to deal with anti-social behaviour, that
citizens once tackled themselves;

P police private spaces; and
P police crimes facilitated by the Internet

In the face of severe financial cuts and the significant growth in demand on policing services the
preferred option must specifically address:

P the growing complexity in policing criminal networks that span current Force boundaries.

2.3.6. The national performance landscape

Over the last two years there has been a fundamental shift in the focus of the national
performance landscape to reflect a move from purely quantitative measures of what the service
does to measures that better reflect a public-centred approach, i.e. what the public value. This
includes recognition of a greater number of different stakeholders who need access to this
information (e.g. Police Report Card), measures that reflect not only the effectiveness of policing
but increasingly the value created by working with our partners to deliver broader social
outcomes (e.g. Local Area Agreements) and a move towards perception and confidence
measures to assess satisfaction.

The national framework has shifted in terms of its recognition of the need to put more focus on

public protection from threat, risk and harm, particularly more serious and organised crime,

dangerous offenders and the protection of vulnerable people. In terms of less serious offences

there is also recognition that a timelier, proportionate and appropriate approach improves victim
satisfaction and reduces recidivism. This is currently reflected in a subtle shift away from
measuring sanction detections to o6e®duchasng cr i me
Restorative Justice. This shift will also be reflected in more non-judicial disposals ensuring that

criminal justice facilities have the capacity to deal with serious and prolific offenders. Additionally

there is an increasing focus on anti-social behaviour at Neighbourhood level, reflecting

perceptions of quality of life in local communities.

The preferred option needs to:
b take account of this shifting landscape;
P support local policing;
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P ensure that public confidence is maintained; and

P ensuret hat t he publ i c 6skandhassumnienised by maihtaining dffective
Protective Services capability.

2.3.7. The need for change

Faced with these national drivers, and most critically the extent of the financial challenge, both
Forces need to make major savings and implement significant change in order to sustain local
policing whilst delivering the level of protective services required at a Force, regional and national
level. These elements (financial viability, the delivery of local policing and the provision of
effective protective services) are examined within the evaluation of options in Section 3 i
Economic Case.

Therefore the preferred option for change must:

P make major savings;

P implement significant change;

P maintain the quality of local policing including visible policing in neighbourhoods; and
b deliver the level of protective services required at a Force, regional and national level.

2.4. Bedfordshire Police and Hertfordshire Constabulary organisational overview

2.4.1. The economic context

There is no doubt that the Police Service faces an unprecedented financial challenge in

responding to the reduction in public spending in the short term. In terms of quantifying the

reduction in resources expected from the service, the High Level Working Group Report on

Police Value for Money (involving the Home Office, NPIA, HMIC, ACPO and APA) set out

challenging efficiency targets. These amounted to a £545m cashable efficiency target and £500m

of o6i mproved efficiency to i nci 280431d. Assenlingthese y & ¢
efficiencies were allocated in proportion to the two forces current funding, these would have

translated into an efficiency target of £9.2m for Bedfordshire and £15.7m for Hertfordshire, some

8.0% - 9.0% of the combined Forces & f undi ng. The r eghproportionoftthdé c at e
cashable savings should come from efficiencies in procurement and IT from across the service,

enabling Police Authorities to maintain the number of police officers, PCSOs and police staff

exercising police powers.

Whilst the post-election landscape will not be fully clarified until the Comprehensive Spending
Review (CSR) is published in October 2010, initial pronouncements suggest the financial
situation will deteriorate markedly from these predictions. In May 2010, it was announced that £6
billion of emergency cuts will be applied to in year public sector budgets. This included cuts to
policing amounting to £1m revenue and £0.1m capital for Bedfordshire, as well as reductions in
some of its Counter Terrorism grants, and £1.8m revenue and £0.2m capital for Hertfordshire.
The Emergency Budget on 22" June 2010 set out real terms budget cuts across government
departments (including the Home Office) of 25% over the next four years.
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2.4.2.

Funding projection

At this stage it is not clear how the 25% real terms budget reduction in government spending will
impact on Police funding. Government will build in assumptions regarding inflationary pressures,
and after adjusting for this will determine the cash reduction to be applied to all Forces. At this
stage it is assumed that Bedfordshire and Hertfordshire will both face an annual cash reduction of
3.0% or approximately £6.0m per annum over each of the next four years (£24.0m cumulatively).
This compares with the cash increase of 3.0% per annum received by Forces up to 2009/10.

The actual cash reduction figure will vary depending on government assumptions regarding
inflation facing the public sector and the level of reduction directed at policing relative to other
areas of the public sector. A further 1.0% cash reduction in grant funding, across the four year
period, would increase the funding gap facing both Forces by £8.0m

Floors and ceilings

In addition to the fact that grant levels are likely to reduce over the coming years, a further issue
faced by both Forces is that they are underfunded from the current formula used by the
Government for disbursing Government Grant.
mechanism. This amounts to £3.6m (or 4.6%) for Bedfordshire and £4.1m (or 3.2%) for
Hertfordshire placing the Forces 3“ and 6" mo s t 6 u n d [orcds inithd edntry
respectively. Despite this problem being highlighted to successive Ministers, there are no reasons
to believe any early correction of this issue in favour of Bedfordshire or Hertfordshire will occur,
as this would take funding away from other Forces.

Figure 2.1: The impact of the Home Office grant floors/ceilings mechanism
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(below) demonstrates how the two Forces (the solid red bars) compared to their MSF (the
shaded yellow bars) and the other shire authorities.

Figure 2.2: Band D council tax precept levels for shire authorities
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Comparison with MSF is particularly misleading when looking at Council Tax levels. Bedfordshire
isoneoft he small est Forces nationally. Al ot her F
Gloucestershire, Cumbria and Lincolnshire) have Council Tax levels that are in the top quartile of
national Council Tax levels, meaning that they have bridged previous years funding gaps with

significant increases in Council Tax levels providing a greater level of resources to utilise in the

delivery of their local police service. By contrast, Bedfordshire is in the lowest quartile. Put simply,

small Forces cost more to run. This is reflected in the Council Tax level of all small Forces,

except Bedfordshire.

The contrast is less stark with Hertfordshire, but is still present. Hertfordshire is close to the
middle size of Forces nationally (in budget terms) but is also in the bottom quartile for Council tax
levels. Again, it is underfunded relative to its size.

To bring both Authorities in line with the average council tax funding for shire Forces,
Hertfordshire would need a council tax increase of some 13.0%, a budget increase of £8.3m.
Bedfordshire would require a greater level of investment, with a council tax increase of 15.4%,
which would be a budget increase of £4.6m. It is considered that in the current economic climate
this level of underfunding will continue for the foreseeable future and that over the medium-term
Authorities will be limited to council tax increase of 2.5%. In the light of the recent budget
announcement regarding council tax, it is assumed there would be a freeze in council tax levels
in 2011/12 with a compensating grant payment in that year. Once again this represents a
dramatic change compared to previous years where Authorities have received year on year
increases in council tax of 3.0% - 5.0%.
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In addition to receiving less funding from Home Office grants and council tax precept, existing
commitments must continue to be funded. This includes pay awards, inflation on non-pay
budgets, pensions, capital financing costs, the loss of some specific grant funding, the potential
loss of partner funding and a small provision for mandatory spending pressures. The impact of
the two year pay freeze from September 2011 on public sector pay for salaries over £21,000 has
been factored into these standstill projections. It is projected that the two Forces face standstill
years of

pressures over the next four

Hertfordshireds A17.5m.

2.4.5. Closing the funding gap

A27.2m;

Cumulatively, the projections on grant and precept funding restrictions (equating to £13.4m) and
standstill pressures (equating to £27.2m) leave the Authorities facing an unprecedented funding

gap over the coming years, as shown in Table 3 below

Table 3: Funding gap over the coming four years
2011/12 2012/13 2013/14 2014/15 Total
£m £m £m £m £m
Bedfordshire 4.5 3.4 35 3.7 15.1
Hertfordshire 8.0 5.6 5.6 6.3 255
Total 12.5 9.0 9.1 10.0 40.6

Source: Bedfordshire Police and Hertfordshire Constabulary

To close the funding gap both Forces are currently delivering a number of major cost reduction

programmes.

P Delivery of both the current and planned work streams in the Collaboration Programme 1 to
include ICT, Procurement, Counter Terrorism and Domestic Extremism and Roads Policing.

P Development and delivery in Bedfordshire against its Change Projecti 2 0 1 1 0 .

P Delivery in Hertfordshi

r e

against its

Change

b Other programmes of work to deliver efficiencies and cost reductions in both Forces. This
includesHer t f or ds hi r e collabonative wookwitheHertfoédshire County Council in

the delivery of a joint Community Safety Unit.

The collaboration projects that have been delivered to date have led not only to increased
resilience but cashable efficiencies. These will continue to be the objectives of future
collaborations. However, the further cost reduction programmes listed above, whilst likely to have
an impact on the performance of both Forces, have been developed with a view to reducing costs
and at the same time, minimise the impact on performance.

However these projections do not take into account provision for new local priorities and so limit
capacity to improve performance or the ability to meet new areas of demand. In the event of new
or increased areas of demand e.g. protective services or acquisitive crime, the ability of the

Forces to maintain performance may be compromised.
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It is considered that the project management and delivery costs of these programmes could be
met from existing Capital Programmes, change management budgets and reserves held by the
two Forces. The most significant of these costs is likely to be redundancy and ICT System
Replacement. The projected savings are set out in Table 4 below.

Table 4: Projected efficiency savings delivered through current and proposed programmes of
work (to 2014/15)

Bedfordshire Hertfordshire Total

£M £M £M

Hertfordshir e6sBeRlrfoojabgeming (B0das 3.7 7.7 114
and other efficiency projects
Outsourcing 0.5 1.0 15
Savings from current programmes of work 4.2 8.7 12.9
Collaboration 1.4 2.7 4.1
Savings including collaboration 5.6 114 17.0
Remaining budget gap 9.5 14.1 23.6
Total savings to be met 151 255 40.6

Source: Bedfordshire Police and Hertfordshire Constabulary

The delivery of Project 2010 and Programme 2011 and other efficiencies allows the Forces to
generate savings in call handling, major crime, vehicle provision, recruitment, corporate
communications, community safety , the procurement of goods, overtime and workforce
modernisation. These represent very significant efficiency programmes and it is estimated that
over the period up to 2014/15 all of these measures could generate on-going savings of £3.7m in
Bedfordshire and £7.7m in Hertfordshire.

It is recognised that the need to find further savings will drive the two Forces to find new ways to
provide services including moving to greater outsourcing particularly of support services. At this
stage it is unclear whether outsourcing will take either a national or regional form with other
policing partners or a local form with other public sector partners. For the purposes of this
exercise it is assumed that outsourcing of transactional support services, particularly HR, finance,
procurement, facilities management and elements of training is possible in the second half of the
four year period. The delivery of these in-house services currently costs almost £10m. It is
recognised within the Forces that these services are currently being delivered with a degree of
efficiency and therefore the opportunity to generate significant savings through outsourcing is
limited. Therefore, a pragmatic estimate of 15% cost reductions would enable Bedfordshire and
Hertfordshire to generate savings of £0.5m and £1.0m respectively. Furthermore it is considered
that this approach is compatible with all potential options, although the sequence and timing of
outsourcing would vary depending on the option being pursued.

Both Forces are currently embarking on change programmes that will deliver efficiency savings to
a value which would equate to between 250 and 350 FTE police and staff posts across the two
Forces.

If fully implemented, these programmes will generate cashable savings of £17.0m, approximately
42% of the funding gap facing the two Forces, leaving a combined budget deficit of £23.6m. It is
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considered that these savings programmes, which have been designed to protect local and
neighbourhood policing as far as possible, are the maximum levels of savings that could be
achieved based on the current Force structures without a significant reduction in performance
and public confidence. This limitation on the level of further efficiencies reflects both the
relatively low level of funding received by the two Forces, and the high level of efficiencies
achieved over the last 6 years (see below). Therefore in order to address the budget deficit of
£23.6m a further programme of significant cuts in both Forces is required that will have a
significant impact on performance in both Forces. The preferred option must address this budget
deficit.

2.4.6. Efficiency History and Predictions

The series of necessary cuts described above follow the delivery of six years of efficiencies
across both Forces. In this period:

P Hertfordshire has achieved £22m of cashable efficiencies through a comprehensive
programme of reviews with savings of 22% in Support Services, 12% in Collaborative Units,
Protective Services and Operational Support and 11% in Area Policing. There have been no
reductions in Neighbourhood Policing. Of the £22.0m savings, £9.8m has been re-invested
although this has fallen dramatically in recent years as budgetary pressures have increased.

b Bedfordshire has achieved £11m of cashable efficiencies, through review of corporate
services, operational Support and back office functions which delivered £6.95m savings, cash-
releasing efficiencies in the Quest programme of £1.59m, a review of operational support
which saved £0.98m, savings of £0.69m through restructuring and civilianisation and £0.84m
from the collaboration programme.

This strong track record of delivering efficiency savings and effectively managing financial
resources has been evidenced in the recent Audi
(PURE) OO0 inspections, where both Bedfordshirle ar
overall, with Hertfordshire given the top grade of performing strongly for efficiency. In addition,

based on budgeted spend, the Police Objective Analysis (POA) demonstrates a good level of
efficiency in terms of Supp orcehtagSd expendiueesbelowthatt h
of many larger Forces , t hat enj oy greater economies of sc:
Support Service expenditure is inline with that of larger Forces, and once this is adjusted for fixed

costs which all Forces must meet, this represents a high level of efficiency.

2.4.7. Force Size, Geography and Demographics

Both Forces are relatively compact in size: Bedfordshire comprises an area of 477 square miles.
Hertfordshire comprises an area of 634 square miles. Combined, the square mileage remains
smaller than any other existing Eastern Region Force. This allows the delivery of service or
functions from a single location, thereby enabling greater economies of scale to be achieved.
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Table 5: Relative sizes of the Forces in the Eastern Region

Force Size (square miles) Rank
Bedfordshire 477 6
Cambridgeshire 1,309 4
Essex 1,415 3
Hertfordshire 634 5
Norfolk 2,074 1
Suffolk 1,471 2
Bedfordshire and Hertfordshire combined 1,111 Would remain the smallest Force

There is a total workforce of over 6,000 staff and officers across the two Forces. This was
considered by the Home Office and HMIC to be
Force during the 2006 amalgamations debate. The combined Force would be the tenth largest in
England and Wales allowing far greater national influence than either Force can have
independently. Combined both Forces would not cut across any county, district/borough or

unitary authority boundaries.

Table 6: Relative resources of the two Forces

Force Police Officers Police Staff Total Revenue Budget
Officers /Stalff 2010/11

Bedfordshire 1,264 992 2,256 £102.8m

Hertfordshire 2,059 1,892 3,951 £190.8m

Total 3,323 2,884 6,207 £293.6m

Bedfordshire Police and Hertfordshire Constabulary

Source: Bedfordshire Police and Hertfordshire Constabulary (establishment posts based on data from April 2010)

Both Forces have a mixture of urban and rural areas with key population centres of similar sizes,
Bedford, Luton, Dunstable, Watford, Stevenage, St Albans and Welwyn/Hatfield. This is reflected
in the fact that Bedfordshire and Hertfordshire currently sit in the same policing family of Forces.

Both Forces have significant road communication links (e.g. M1, A1M, M25) and are fully
incorporated within the Government Office East boundary. In addition, the two counties are
closely connected through the clusters of urban population centres on and around the border and
the strong road and rail networks between them. The greatest distance between the south of
Hertfordshire and the north of Bedfordshire is approximately 60 miles making this a viable size for
operational policing purposes and one which lends itself to the easy integration of functions and
sharing of facilities.

In terms of local government, Bedfordshire comprises three unitary authorities (Bedford Borough,
Central Bedfordshire and Luton Borough) which effectively operate as Community Safety
Partnerships. Hertfordshire has a two tier structure with a county council and ten local
districts/boroughs which operate as Community Safety Partnerships.

Both Forces are currently reviewing or implementing changes to their structures with
Hertfordshire moving to a single county-wide Local Policing Command in April 2010 with ten
Chief Inspector led Community Safety Partnerships being the building blocks to local policing and
partnership working. Whilst the review is ongoing, Bedfordshire has aligned its policing areas to
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match the new unitary authority boundaries, with a Superintendent lead in each, as the building
blocks to local policing and partnership working.

Bedfordshire Palice serves a current resident population of around 0.6m and Hertfordshire

Constabulary currently serves a population of around 1.1m. Both counties face population and

housing pressures and are impacted by the East of England Development Plan (2007), the Milton
Keynes and South Midlands Sub-Re gi onal Strategy. Under the pre
proposals these devel opments were projected to
approximatel y 1. 4m) and Bedfordshireds by 14% (to ap
dwellings in Hertfordshire was projected to increase by 83,200 by 2021 whilst in Bedfordshire it

was projected to increase by 59,100 new homes over the same period. These projections may

now change under the new Governmentodés reforms t
continue to be faced in both counties.

Table 7: Demographics of the two Forces

Force Population (approx.) Increase in Dwelli ngs by 2021 " Estimated Population 2021
Bedfordshire 0.6m 59,100 0.7m
Hertfordshire 1.1m 83,200 1.4m
Total 1.7m 142,300 2.1m

Source: Eastern Regional Spatial Strategy

Whilst additional precept will be drawn as revenue for services for any housing growth, this will
not cover the capital infrastructure costs. As a result of this growth there will be key financial and
operational drivers on the two Forces as well as other organisations to share accommaodation e.g.
Neighbourhood Management, Custody and other specialist facilities, particularly as some of the
proposed developments cross county boundaries. In light of these population increases and
indicative growth in policing demand Chief Officers from Bedfordshire Police and Hertfordshire
Constabulary have initiated work on developing a joint Policing (Estates) Strategy across the two
Forces to meet the long term policing need.

2.4.8. Criminal Markets and Cross-Border Activity

There is evidence and intelligence indicating common and cross border criminal activity exists
across the two counties of Bedfordshire and Hertfordshire, involving aspects such as Vehicle
Crime, Auto-Theft Burglary and Drug related Organised Crime. Both Force areas have a similar
crime mix with similar proportions of key crime types. Based on data for 2009/10, proportions of
Vehicle Crime represented 12-14% of overall crime in each Force area and Domestic Burglary 6-
8%. In addition, the two counties are closely connected through the clusters of urban population
centres on and around the border and the strong road and rail networks.

Both Forces have seen reductions in crime levels over recent years with significant decreases as
a result of enforcement activity, particularly in Luton where there has been a 33% reduction in
Serious Acquisitive Crime in 2009/10 compared to the previous year. This may lead to greater
exportation or displacement of criminality into Hertfordshire. Both counties experience travelling
criminality emanating from London which presents significant opportunities for sharing
intelligence and joint enforcement activity to address common issues.
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2.4.9.

Where Bedfordshire and Hertfordshire staff have worked in joint teams in specific operations the
outcomes have been particularly positive, as can be seen following Operations Project,
Patience/Pleat, and Operation Press which targeted cross border auto burglary offenders.

Collaboration

Bedfordshire and Hertfordshire have actively pursued collaborative opportunities and now have
approximately 540 officers and staff (approximately 8.5% of the total combined strength of the
two Forces) working in collaborated units and operating under a single management structure.
Building on the Chiltern Air Support Consortium (including TVP) and Fleet Consortium (with TVP
and the Civil Nuclear Constabulary) the two Forces have developed joint capability in the
functions of Major Crime, Dogs, Professional Standards, Scientific Services, Firearms and Civil
Contingencies and Public Order Planning. In addition to this a joint Vehicle Recovery Contract
has been established, the two Forces have purchased a Hosting Platform and a Content
Management System for a joint Website and have established a Memorandum of Understanding
regarding the provision of Legal Services. The current collaboration ventures (including the Major
Crime Unit) will deliver an annual efficiency (cashable and non-cashable) of £2.4m across the two
Forces with effect from the current 2010/11 performance year. The Bedfordshire annual efficiency
will be Alm whil st Her showdraldosbh notedtidassetwp costs, whieh A 1 .
were anticipated to be approximately £1.7m, have been £0.5m below this level. In addition
Government grants of £0.8m were received resulting in a final cost to the two Force of £0.4m. It is
unlikely that similar Government funding will be made available for such programmes of work in
the future.

Table 8 below shows the collaborated functions and associated cashable efficiency savings.

Table 8: Cashable efficiencies generated through Collaboration

Function Inception Date Cashable efficiency

Major Crime 19.11.07 £468,000

Dogs 01.04.09 £363,000

Professional Standards 01.04.09 £176,000

Scientific Support 01.04.09 £525,000

Firearms 01.07.09 £437,000

Vehicle Recovery Contract 01.04.09 £74,000

Civil Contingencies/Public Order Planning 01.09.09 £260,000

Website 01.04.10 £16,000

Total £2.399m

Source: Bedfordshire and Hertfordshire Collaboration Team

The Joint Collaboration Team is currently working on collaboration in the areas of ICT,
Procurement (to include Cambridgeshire Constabulary), Roads Policing, Firearms Licensing,
Counter Terrorism and Domestic Extremism and Serious and Organised Crime (being delivered
at a regional level with support from the Collaboration Team). Other aspects not yet commenced
are Training/Learning and Development, Recruitment and Occupational Health and Welfare,
including Health and Safety. Both Bedfordshire and Hertfordshire are active and supportive
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partners in regional Serious and Organised Crime, Disaster Victim Identification and Casualty
Bureau collaboration work streams.

On a national level the NPIA is leading three regional work streams to deliver the Information
Systems Improvement Strategy (ISIS) programme with the aim of achieving £200m of savings a
year on ICT spend across the Police Service by 2014. Strategically and operationally
Bedfordshire and Hertfordshire needs to collaborate on national ICT developments to reap not
only the financial benefits but also the inter-operability benefits in terms of ability to better protect
the public. In October 2009 the Bedfordshire and Hertfordshire Chief Officer teams agreed to
adopt a local Champion/Challenger approach” to the introduction of new or replacement systems
in the two Forces. Bedfordshire and Hertfordshire are both active partners in the regional ICT
coll aboration programmeds work on convergence C
A number of strategic decisions have already been taken in respect of the convergence of key
systems between the two Forces.

Overall the collaboration programme has delivered significant financial benefits for both Forces
whilst maintaining the range and scope of services delivered. In terms of efficiencies it has
delivered At he same f orasdxmdence has shomv that the beriefits arao s t
much greater than merely financial. Resilience has been increased by creating larger teams and
best practice from each Force has been incorporated into the new units. Furthermore, this
resilience has resulted in stability and improvement of performance in volume crime and local
policing through a reduction in abstractions. A recent example of this was demonstrated by the
joint Major Crime Unit. The numbers of murders in the first six months of 2010 was higher than
the whole of the 2009 calendar year and 10 of the 12 murders have been in Hertfordshire. This
effectively has meant the level of demand in Hertfordshire has outstripped previous major crime
capacity and without the resilience provided by the Major Crime Unit would have necessitated the
abstraction of staff from Local Policing to provide support. In previous years Bedfordshire has
similarly benefited from the resources provided by the joint Major Crime Unit. Increased resilience
is also evident in Firearms where there has been a reduction in the use of on-call staff through
the ability to call upon five Armed Response Vehicles to deal with spontaneous incidents. A
further specific operational benefit has been in Professional Standards where the creation of a
joint unit has allowed Bedfordshire to adopt an anti-corruption capacity that could not have been
resourced as a standalone department.

However, there are also significant constraints to collaboration and organisational complexities
have increased as the collaboration has matured. Success depends on a willingness to
compromise in the decision making process, especially in areas where the two Forces, as two
separate legal entities with their own governance arrangements and joint decision making power,
have very differing levels of provision, risk, budget and levels of demand. There have been
proposals developed for the Bedfordshire and Hertfordshire collaboration programme which were
not actively pursued due to complexities of implementation and operation, and a perceived
imbalance of costs, risks and rewards. The experience of officers in managing joint units both in
Bedfordshire and Hertfordshire and in other collaboration programmes nationally point to ongoing
complexity and bureaucracy (e.g. the need for dual management reporting lines and the
alignment of policy and procedure, pay and terms and conditions etc.), sub-optimal chains of
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2.4.10.

command working to two sets of Chief Officers, Strategic Priorities and two Police Authorities (as
well as an additional Joint Strategic decision-making Board). As organisations collaborate further,
savings diminish and the complexity increasingly becomes a constraint to effectiveness,
efficiency and clarity of organisational direction and control, and extended timescales often delay
the realisation of benefits. This is reflected in the experience of Chief Officers as the Bedfordshire
& Hertfordshire Joint Collaboration Programme has matured.

Summary Performance Context

Bedfordshire Police is described by HMIC in the national Police Report Card assessment of

Force performance as a Force that fAhas struggl e
|l evel of c¢crime has fallen, and the number of cr
HMIC also state that the Force is one of the smallest in England and Wales and works within

budgets that are limited compared to some of its peers. In a similar way to Hertfordshire, HMIC
recognise the advanced approach of the Force in relation to collaboration. Bedfordshire is judged

tobe o6fairdéd in all three performance domains,; Lc
Harm and Confidence and Satisfaction. The Force is identified as having strengths compared to

peer Forces in areas such as the detection of robbery and criminal damage offences and certain

aspects of delivery of local priorities. Particular challenge areas are identified in the areas of

burglary levels and detection and the White/BME satisfaction parity gap. HMIC state that the

Chief Officer team is leading work to improve crime performance and significant reductions in

crime levels are now being demonstrated for all crime types except violence against the person

offences which are deemed to be stable. Particularly sizeable reductions have been seen in

Serious Acquisitive Crime. Between 2005/6 and 2009/10, there has been a reduction of 30% in

overall crime and 32% in Serious Acquisitive Crime. Crime rates in the CSPs vary across

Bedfordshire with higher rates seen in the urban areas particularly Luton, although it should be

noted that the overall crime rate in Luton during 2009/10 was lower than crime rates experienced

in both Watford and Stevenage and very similar to the rate seen in Broxbourne.

Hertfordshire Constabulary is described by HMIC in the national Police Report Card assessment
of Force performance as 06 korcemoavidings goedcpolicing sdvicgg h  p €

to its |l ocal communities, at a medium to | ow coc
performance domains; Local Crime and Policing, Protection from Serious Harm and Confidence
and Satisfaction. There is formal recognition from HMIC of the Forceb s i nnovati ve ap|]

particularly with regard to developing collaboration with Bedfordshire. Hertfordshire is identified
as having particular strengths compared to peer Forces in areas such as public confidence, the
low levels of violent and knife crime, the detection of burglaries and violent offences and victim
satisfaction. Challenge areas are identified in terms of embedding local priorities, robbery
detection performance and the White/BME satisfaction parity gap. Crime rates in Hertfordshire
have been falling for most offence types, and reductions match or exceed peer Force levels.
Between 2005/6 and 2009/10, there was a reduction of 27% in overall crime and 28% in Serious
Acquisitive Crime. Crime rates in the CSPs vary across the county. The highest crime rates are
typically seen in Watford, Broxbourne and Stevenage.
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A thorough and detailed analysis of the performance context for both Forces has been
undertaken and is included in Appendix A.1. This analysis has been undertaken across every
Protective Service, Neighbourhood Policing, Confidence and Satisfaction, Crime levels (Force
and CSPs) and Detections in the two Force areas. For each Protective Service, a detailed
assessment of the threat risk and harm has been undertaken and for other services an
assessment has been made (both qualitative and quantitative) on the relative strengths and
areas for improvement in each Force. Where possible this is triangulated with HMIC Assessment.
Emanating from this analysis and outlined below, is a summary of the key threats and risks faced
by both Bedfordshire and Hertfordshire:

Neighbourhood Policing, Confidence and Satisfaction

Bedfordshire has risks in terms of the gap between current confidence levels and the 2012 Single
Confidence Target. In terms of the focus on local priorities, the Force has strengths and no major
risks although improvement is required in some areas such as improving satisfaction with
keeping people informed and dealing with general customer dissatisfaction. Bedfordshire does
not perform strongly in terms of victim satisfaction and key threats exist particularly around overall
satisfaction and the White/BME parity gap.

Hertfordshire is performing relatively strongly in terms of confidence and is above the trajectory
line to meet the Home Office target in 2012. However the profile of results is flattening and this
represents some risk to the organisation. Concerns have been expressed previously around
difficulties in meeting the demanding availability targets for Neighbourhood Officers although the
Force is currently meeting availability targets. In terms of the delivery of identified local priorities,
the Force has strengths but issues have been highlighted in relation to arranging and managing
commitments for public meetings. Hertfordshire performs strongly in relation to victim satisfaction
generally and whilst there is a view that it is a poor performance indicator, there are risks in terms
of the White/BME parity gap).

Crime, CSPs and Detections

Bedfordshire has seen major reductions in Serious Acquisitive Crime but risks do remain,
particularly in terms of Burglary Dwelling and sustaining previous reductions. There are also
threats in relation to the level of Most Serious Violence across the Force. Bedfordshire has
improved its investigative performance, however further improvements are required in the key
PSA areas especially Serious Acquisitive Crime and Serious Violent Crime. Crime performance
has improved in the Bedfordshire CSPs and is comparable to a number of areas within
Hertfordshire. Bedford Borough represents some risk to the Force as its crime rate is higher than
the average of its most similar family of CSPs.

Hertfordshire has strengths in relation to a number of aspects of crime reduction and has made
reductions in Serious Acquisitive Crime. There are risks however, in terms of sustaining these

levels. The Force also has strengths in relation to the investigation of crime but like Bedfordshire

is moving away from a focus on sanction detections to a focus on serious PSA crime areas and
appropriate resolution.Her t f or dshire has higher crime rates
Stevenage and Broxbourne as demonstrated in Figure 2.3 below.
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Figure 2.3: Levels of all crime by CSP 2009/10
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Watford and Stevenage have higher crime rates compared to Luton and Bedford. All three areas
represent some risk to Hertfordshire as their crime rates were higher than the average of their
most similar family of CSPs during 2009/10. Levels of Serious Acquisitive Crime in Broxbourne
are similar to that now seen in Luton (see Figure 2 in Appendix A.1).

Serious and Organised Crime

Bedfordshire has made significant investment in the tackling of Serious and Organised Crime
through sustaining its own capability and increases to regional resources. The Force identifies
significant risks arising from such criminal activity especially in terms of Serious Acquisitive Crime
and Serious Violent Crime.

Hertfordshire has invested very significantly in Protective Services areas including the tackling of
Serious and Organised Crime. In a similar way to Bedfordshire, Hertfordshire has joined the
regional arrangements and identifies significant risks arising from such criminal activity including
kidnaps, criminal vendettas and Serious Acquisitive Crime. Both Forces have dedicated
resources to tackle serious and organised crime which is augmented by the Eastern Region
Serious and Organised Crime Unit
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Major Crime

Following the formation of the Collaborated Major Crime Unit serving both Bedfordshire and
Hertfordshire, key risks have been shown to be removed from both Forces particularly around
resilience for Major Crime investigation and reduced abstraction from Local Policing.

Critical Incidents

Within Bedfordshire, a key identified risk is Luton which is disproportionately subject to small
scale Critical Incidents. Hertfordshire has significant capabilities in relation to managing Critical
Incidents but has identified risks around the identification and ability to deal with such events.

Collaboration between the two Forces on Major Crime has assisted in mitigating some of the
risks around more serious critical incidents (murders and attempted murders) through the further
professionalisation of major crime investigation and improvements around consistent
management of community impact.

Civil Contingencies and Emergency Planning

The greatest risks identified by the Local Resilience Forum (LRF) in Bedfordshire include
flooding, civil aviation emergency at London Luton Airport and terrorist incidents. The greatest
risks identified by the LRF in Hertfordshire include fuel/energy shortage and terrorist incidents.
Hertfordshire has fully addressed previous risks in relation to their Strategic Co-ordinating Centre
and risks relating to this in Bedfordshire have been significantly mitigated through the shared use
of the Hertfordshire facility. Collaboration between Bedfordshire and Hertfordshire is assisting in
terms of understanding and managing risks and both Forces are working together through the
shared Business Continuity capability.

Public Order

The threat of serious public disorder in Bedfordshire and Hertfordshire is low although key risks
have been identified previously around Luton. Risks have been mitigated to a degree through the
Bedfordshire and Hertfordshire collaboration on Public Order planning and training.

Strategic Roads Policing

Whilst numbers have reduced, Bedfordshire does have some risks in relation to performance in
terms of the number of people Killed and Seriously Injured on the roads. The Force also identifies
risks in relation to capacity due to abstractions.

Hertfordshire has fewer risks in relation to performance around Killed and Seriously Injured but
does identify threats around major road improvement schemes in the county.

Public Protection

Whilst Bedfordshire has increased resources to deal with threats arising around Public
Protection, risks have been identified in relation to child abuse case workload and supervision
ratios, managing higher numbers of registered sex offenders and dealing with increasing
workloads in relation to honour based violence.

Whilst Hertfordshire has made changes to its structure around Public Protection, key risks do
exist including dealing with an increase in referrals for child abuse images from the internet and

Bedfordshire Police and Hertfordshire Constabulary 06 July 2010 37



Not protectively marked Options for Change i Joint Outline Business Case

the examination of computer equipment, managing the increase in the number of registered sex
offenders, and dealing with an increase in the number of serious case reviews in safeguarding
children.

Terrorism and Domestic Extremism

Bedfordshire is classed as a relatively high risk area in terms of international terrorism primarily in
terms of financing and facilitating attacks. Luton and Bedford are recognised Preventing Violent
Extremism (PVE) sites. Luton Airport represents a specific risk in this regard. In turn,
Bedfordshire receives higher specific funding to deal with these issues.

There are risks in relation to International Terrorism in Hertfordshire, with Watford and St Albans
recognised as PVE sites. The Force identifies a specific risk in relation to accurately
understanding individuals or groups who pose a risk of harm because of extremist views or
activity. There are also some threats in terms of Domestic Extremism identified in the county.

Firearms

Overall the risk from the criminal use of firearms in Bedfordshire and Hertfordshire is assessed as
low. Risks are identified however in relation to OCGs operating in the counties and their ability to
access firearms.

2.4.11. The strategic fit

Whilst each Force, jointly with its Police Authority, currently has its own stated Vision, Purpose

and Values, there are clearly identifiable common themes throughout. The strategic plans of both

Forces and Police Authorities demonstrate a clear commitment to delivering against a number of
common national priorities including the Home S
public confidence and satisfaction in tackling crime and anti-social behaviour, reducing serious

violent and acquisitive crimes and protection of communities from serious harm.

The two Forces face many similar demands and through NPIA guidance and HMIC inspection,

are required increasingly to provide services to common national standards e.g. Neighbourhood

Policing, Protective Services and the developing guidance and standards around anti-social

behaviour (refer Table 3, Appendix A.2 for a summary and mapping of Bedford s hi r e Pol i c
Hertfordshire Constabularyés Strategic Vision,

Further, both Force and Police Authority Policing Plans set out a series of strategic priorities and
objectives that show close alignment in terms of strategic intent (refer Table 4, Appendix A.2).

This joint outline business case is aligned to supporting the vision of both Bedfordshire Police and
Hertfordshire Constabulary in serving communities, making them safe from crime and securing
safety, justice and reassurance for all. It is designed to address the significant budget gap facing
both Forces, which if not addressed will severely erode the ability of both Forces to realise their
Vision set out above, delivering the strategic priorities of both Forces as set out in their Plans and
maintaining national policing standards around Local Policing and Protective Services.
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2.5. Main risks, dependencies and constraints

2.5.1. Risks
The main risks associated with delivering any option for change are detailed below.

P To do nothing would create the greatest risk as this would lead to an unsustainable future for
both Forces in terms of both the longer term financial outlook and organisational resilience.

b Delaying the decisiontomakec hange wi | | i mpact on both Force
the ever increasing financial gaps in a timely fashion. This includes any change or delay
introduced due to lack of support from the public of Bedfordshire and Hertfordshire or either
Police Authority.

P Any change programme presents a risk to the deliveryof i b u s i n e s s and accordisglya | 0
implementation of Options for Change risks impacting on:

i Officer and staff morale;
i Performance levels T both quantitative and qualitative;

i Both Forcesd ability to effecti vabregionatremdh age t
national level;

i The Quality of Service agenda i in terms of public confidence and satisfaction; and

i The maintenance of effective partnership working with key local Authority and criminal
justice partners in terms of service delivery to local communities.

P A reduction in public confidence, influenced by local speculation of a reduction in local policing
services and a loss of local influence in decision making.

P Negative assessment and inspection results from HMIC, the Audit Commission etc. and the
consequent impact on organisational reputation whatever option is chosen, including doing
nothing.

P The perception of ‘fundertanydhanyeand tseyimpact tliswél bave on
officers and police staff, Police Authority members and local politicians.

2.5.2. Constraints
The key constraints to this case are:

P Collaborating or merging with other police Forces. In the preparation of this joint outline
business case the Chief Constables of neighbouring Forces have been approached to
understand their arrangements for collaboration and merger. With the exception of
Cambridgeshire Constabulary (who discounted the option of merger) all of the Forces
contacted identified that their work was aligned with other Forces and that this precluded them
from considering more formal partnership with Bedfordshire and Hertfordshire. Given the two
Forceséunderstanding of the complexity and effort required to deliver collaboration with each
other, and the length of time it would take to deliver savings with a third collaborative member,
this response is an acceptable position.

P Any change proposed must be self funding and have a satisfactory payback period and return
on investment.
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2.5.3.

2.6.

P Minimum standards for protective services and minimum standards for the delivery of local
priorities must be maintained.

P That, should the merger of the two Forces be pursued, the public of Bedfordshire and
Hertfordshire fully support this decision.

Dependencies

The key dependencies to this case are the following:

P The need to be coherent with other regional and national policing structural developments
such as Counter Terrorism Intelligence Units and Hubs, Regional Intelligence (RIUs) and
Regional Asset Recovery Teams (RARTS).

P The need to harmonise any changes with delivery of the regional and national procurement
savings target of £200 million and ICT collaboration programmes (ISIS, also currently
estimated to make savings of £200 million).

P The need to work closely with HMIC, the Home Office and partner agencies on the
implications of any changes locally.

Summary

Bedfordshire Police and Hertfordshire Constabulary face an unprecedented budget gap that must
be closed in order for the Forces to continue to deliver an efficient and effective policing to their
counties.

The strategic case has reviewed this situation by

b Examining the strategic and policy landscape which is currently shaping policing at a national,
regional and local level.

b Setting out the prevailing performance, funding and organisational arrangements for both
Forces and the respective strategic and operational challenges that they face.

P Considering the main dependencies, risks and constraints.

In performing this review a number of strategic requirements have been identified. Appropriate
options for delivering change must meet each of these requirements. Within the Economic Case
these are developed into evaluation criteria against which a number of options are assessed.

The preferred option must:

b Close the budget gap of £40.6m across both Forces by 2014/15 without long-term reliance on
reserves in the funding of core budgets.

b Sustain delivery of accountable and effective policing services across Bedfordshire and
Hertfordshire.

P Ensure both Forces can meet national standards and maintain public confidence in policing,
through the delivery of strongly accountable and responsive Local Policing and effective
Partnership working.

P Maintain frontline services working in partnership with local communities and Community
Safety and Criminal Justice Partners tackling the issues that matter locally.
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P Ensure both Forces can meet national standards for Protective Services and adequately
protect communities from more serious harm.

P Ensure both Forces are able to maintain their current performance.

P Ensure both Forces can continue to meet increasing demands for policing services through
rising expectations, population growth and increasing breadth of the Policing Mission.

P Ensure that any changes are aligned to other regional and national policing developments.

P Ensure any changes represent optimum value for money for local communities across the two
counties.
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3.1.1.

3.1.2.

Economic case

Summary of the Economic Case

Approach for evaluating the options for change

The purpose of the Economic Case is to assess the range of potential options and present a
preferred option for further consideration in the Financial, Commercial and Management Cases.
A structured approach has been taken to deliver a preferred option:

1) Rationalise a long list of potential options to an appropriate short list so that a thorough
economic evaluation can be conducted by:

a) Developing a set of critical success factors that each option must successfully comply with;

b) Considering a full long list of options, including a range of variations and permutations;

¢) Evaluating the long list of options against the critical success factors to produce a short list
of options;

d) Developing a set of criteria that short listed options are evaluated against.

2) Perform a qualitative benefits analysis of the short listed options by developing a set of
weighted evaluation criteria and scoring each option against the criteria.

3) Conduct an economic appraisal to determine the value for money of the collaborative/merger
work streams within each option.

4) Conduct a risk assessment of each short listed option.

This process was completed by the joint Bedfordshire and Hertfordshire Project Team together
with Tribal Consulting and represents their collective professional opinion. The appraisal has
subsequently been endorsed by the Chief Constables of the two Forces.

The preferred option
The evaluation strongly indicates that Option 3, a full and voluntary merger, is the preferred
option. Option 3 stands clear of the other two options considered for a number of reasons:

P Option 3 generates the greatest financial savings with the least impact on frontline policing.
This is the option that best preserves the current levels of local policing services.

P It looks to maintain the provision of frontline visible policing services within the context of the
predicted funding gap faced by the two Forces over the 2011-15 financial years.

P The method of generating savings through merger of the two Forces allows savings to be
made by reducing two force back office infrastructures to one.

P The additional savings delivered by a merged Force equates to between 180 and 360 police
officer posts more in a merged Force than if the two Forces remain independent. The savings
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3.2.

generated by Option 3 compared with Option 1 is the equivalent of 360 officers. The
difference in savings between Options 3 and 2 is the equivalent of 180 officers.

P Option 3 enables partnerships and localism to be maintained at a range of neighbourhood and
local government levels across the two Forces.

P It maintains local accountability through the continued leadership of local policing at CSP level
across the two counties (at District, Borough and Unitary Authority level).

P The Chief Constables of both Forces have agreed to prioritise visible policing within
neighbourhoods and there will be no transfer of such posts between the two counties.

P Option 3 allows for greater flexibility and resilience in the delivery of protective services and
national requirements.

P Hertfordshire and Bedfordshire as a merged Force will be able to maintain their current
performance.

P Option 3 requires the least amount of additional service cuts to be delivered.

P Option 3 delivers on the police value for money agenda through the removal of duplicate
activities in back office support functions in order to maximise the number of officers on the
front line.

P The Economic Evaluation demonstrates that Option 3 offers by far the best value for money; it
has a highly favourable Net Present Value (NPV)" of £33m over the period 2011-2015 and a
payback period of 1.2 years. This conclusion is not highly sensitive to changeable
assumptions nor is it subject to unacceptable risk or uncertainty.

P It allows for further savings to be identified and delivered in the medium to long term.

P Although challenging to achieve it is considered (in totality) less risky than Option 1 (the
delivery of the major internal cuts will have a deep and long lasting effect on both Forces
performance) and Option 2 (this model of collaboration has not previously been delivered in
the public sector and presents significant challenge in terms of governance and
accountability).

Critical success factors

Prior to creating a long list of options to meet the funding gaps faced by Bedfordshire Police and
Hertfordshire Constabulary, critical success factors (CSFs) were developed against which the
long list and short list would subsequently be evaluated. It is important to create CSFs prior to
exploring the range of options which would constitute the long list in order to avoid inadvertently
weighting the CSFs to favour a particular course of action. Each long list option is evaluated
against the CSFs on a pass or fail basis; i.e. if a long list option is considered to not meet a CSF
then it is excluded as an option for further consideration. The CSFs are:

P The option will deliver extensive savings to bridge the budget gap for the period up to 2014/15.

P The cost of change is affordable i.e. self funding, has an agreeable payback period and an
appropriate return on investment (ROI).

P The option can be programme managed, contracted, procured and delivered within the agreed
timescale.
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3.3. Long list of options
The long list of potential options for change was developed in a workshop with the combined
Bedfordshire and Hertfordshire project team. This included consideration about the broad range
of variations (e.g. potential partners, governance arrangements) applicable to each option.
The long list of options, excluding the range of variations, is described in Table 9 below.
Table 9: Long list of options for change
Option Description

Undo all collaboration.

Dismantle all current collaborated services and revert to the status of
two entirely separate Police Forces, except where national
requirements mandate collaboration.

Stop collaboration programme but retain current
joint delivery

Stop the development and delivery of current collaborations and do
not progress with plans for additional collaboration but maintain the
current collaborative delivery.

Include new policing partners within the current
collaboration

As with the previous option this would stop the development and
delivery of the current collaboration programme, adding no additional
services, but extending the collaboration to include new policing
partners (e.g. Cambridgeshire, Essex, MPS, Northamptonshire,
Thames Valley Police).

Independence with Preferred Collaboration
Partner plus major internal cuts

Continue with the current, planned collaboration programme between
Bedfordshire and Hertfordshire but undertake major internal cuts to
close the projected budget gap of £23.6m across the two Forces
(£9.5m from Bedfordshire and £14.1m for Hertfordshire).

Taking into account the costs of financing the programme of cuts
(£0.9m) a total of £24.5m savings must be generated.

This option also allows a third (or more) partners (such as
Cambridgeshire) to join on a case by case basis (e.g. procurement).

Extended collaboration between Bedfordshire
and Hertfordshire (excluding local policing, single
site CCR/CMC, custody, command support (e.g.
specific strategic HR, Performance Management
and Finance support), and the senior command
structure) plus significant cuts

Collaborate on all services excluding local policing, single site
CCR/CMC, custody, command support (e.g. specific strategic HR,
Performance Management and Finance support), and the senior
command structure (with the exception of two shared chief officer
team posts, a joint Director of Resources and a joint ACC Protective
Services that can be shared between the two Forces) plus significant
cuts to close the remaining budget gap of £15.6m (£6.8m in
Bedfordshire and £8.8m in Hertfordshire).

Taking into account the costs of financing the programme of cuts
(E1.6m) a total of £17.2m savings must be generated.

Full collaboration between Bedfordshire and
Hertfordshire on all services except senior
command plus significant cuts

This option includes collaboration on all services, including local
policing, single site CCR/CMC, custody and senior command support
(e.g. specific strategic HR, Performance Management and Finance
support) but excludes collaboration on the senior command structure,
i.e. two chief officer teams and two police Authorities are retained.
This option requires significant cuts to close the estimated, combined
budget gap of approximately £15m"" across the two Forces.

Full and voluntary merger with other Forces with
cost savings

A merger of Hertfordshire Constabulary and/or Bedfordshire Police
with another Force sharing a geographic border; these Forces
forming a single organisation/legal entity providing policing services
across these two areas (e.g. Cambridgeshire, Essex, MPS,
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Option Description

Northamptonshire, Thames Valley).

Full and voluntary merger between Bedfordshire This option merges the two Forces into one single organisation/legal
and Hertfordshire with one chief officer team and  entity providing policing services across the two counties, but
two police Authorities along with cost savings retaining separate police Authorities for Hertfordshire and

Bedfordshire.

Full and voluntary merger between Bedfordshire The merging of the two Forces into one single organisation/legal
and Hertfordshire along with cost savings entity providing policing services across the two counties of

Bedfordshire and Hertfordshire leaving a budget gap of £7.3m that
will be closed through the delivery of cost reduction programme.

Taking into account the costs of financing the programme of cuts
(£1.9m) a total of £9.2m savings must be generated.

3.4.

3.4.1.

A limited number of possible permutations were not included in the long list for reasons of
practicality. Specifically, options that included collaboration or merger with Forces that do not
share a geographical border with either Hertfordshire or Bedfordshire, Forces that are aligned to
and developing collaboration with other preferred partners and options that involved breaking up
the two Forces into several smaller Forces were considered unfeasible or undesirable and as
such have been excluded from the long list.

Table 5 in Appendix B.1 demonstrates the evaluation of the long list of options against the CSFs
described above. Where an option fails to meet a CSF it is eliminated from the list of potential
options to be considered in the remainder of the Economic Case.

The evaluation of the long list of options against CSFs leaves three short listed options:

P Option 1: Independence with Preferred Collaboration Partner plus a savings programme
requiring major internal cuts

b Option 2: Extended Collaboration plus a savings programme requiring significant cuts
P Option 3: Full and Voluntary Merger plus a savings programme requiring cuts

The options are described in more detail in the next section and appraised in section 3.6.

Short list of options

Option 1: Independence with Preferred Collaboration Partner
The key features of this option are:

b Achieve savings through current programmes of work as highlighted in Section 2.4.5 of the
Strategic Case (excluding collaboration, see below)

P Achieve ongoing savings through the current, planned collaboration programme of about
£4.1m in a full year.

P A programme of major internal cuts to meet the remaining projected budget gap. This has
been designed to minimise the impact on front line policing by targeting functions such as
mobile data, training, air support etc. However, there will need to be cuts in front line policing
numbers which is likely to include, but is not exclusively, the loss of 340 posts, approximately
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3.4.2.

3.4.3.

22 of which are in Protective Services in Hertfordshire and the remaining 318 posts in frontline
policing (100 in Bedfordshire and 218 in Hertfordshire).

P Only reduces the funding gap of £40.6m to £24.5m, therefore requiring the application of
further cost cutting programmes to generate additional savings of over £24m (as described
above). This will result in an impact on operational performance and a reduction in front line
policing.

P Maintenance of the separate identities of Bedfordshire Police and Hertfordshire Constabulary

Further details about the impact of the major internal cuts are provided in Appendix B.2.

Option 2: Extended Collaboration
The key features of this option are:

b Achieve savings through current programmes of work as highlighted in Section 2.4.5 of the
Strategic Case (excluding collaboration)

P Delivery of a more expansive programme of collaboration, achieving annual ongoing savings
of about £12.1m:

i toinclude the totality of Protective Services, Corporate Support (HR, Finance,
Performance Management, Corporate Services), limited joint Call Handling, a joint Director
of Resources and a joint ACC Protective Services that can be shared between the two
Forces;

i to exclude Local Palicing, Police Authorities, whole scale joint Call Handling, Custody,
Chief Officer Teams (apart from one shared ACC Protective Services and one shared
Director of Resources), and a smaller team of Chief Officer Support e.g. HR, Finance,
Executive Support, Performance Management.

b Significant cuts to close the remaining projected budget gap across the two Forces. This has
been designed to minimise the impact on front line policing by targeting functions such as
mobile data, training, air support etc (70% of the cuts that Option 1 must deliver). However,
there will need to be cuts in front line policing numbers which is likely to include, but is not
exclusively, the loss of 160 frontline posts, split proportionally across the two Forces.

b Only reduces the funding gap of £40.6m to £17.2m, therefore requiring the application of
further cost cutting programmes to generate additional savings of over £17m (as described
above). This will result in an impact on operational performance and a reduction in front line
policing.

b Maintenance of the separate identities of Bedfordshire Police and Hertfordshire Constabulary

Option 3: Full and Voluntary Merger
The key features of this option are:

P The merging of the two Forces into one single organisation/legal entity providing policing
services across the two counties of Bedfordshire and Hertfordshire. The two Forces together
would create an organisation of some 6,207 personnel and a combined revenue budget of
£293.6m (as of 2010/11 and prior to any reductions). The combined Force would be the tenth
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3.4.4.

largest in England and Wales allowing far greater national influence than either Force can
have independently. The likely Most Similar Family™ of Forces for a combined area would be
Hampshire, Sussex, Essex, Thames Valley, Avon and Somerset, Kent and Leicestershire.
Both Forces combined together would not cut across any county, district/borough or unitary
authority boundaries.

A single chief officer team and single Police Authority.

With the exception of branding, no visible change to the delivery of local policing across each
of the two counties.

The move to one corporate infrastructure to deliver back office services to the new Force (with
a reduced cost in back office services of £13m when compared to the combined budget for
2010/11).

Achieve savings through current programmes of work as highlighted in Section 2.4.5 of the
Strategic Case (excluding collaboration).

Delivers further significant ongoing annual savings of £20.4m reducing the need for a deep
cost cutting programme.

Reduces the remaining budget gap to £9.2m. This will require a programme of cost savings to
close the gap (38 % of cuts that Option 1 must deliver). The cost cutting programme set out in
Appendix B.2 has been developed to minimise the impact on frontline policing. In this option
the remaining budget gap could be met without cutting frontline policing numbers.

A comparison of the three options
Table 10 below sets out the costs and savings of each option.
Table 10: Comparison of the three options
Option 1 Option 2 Option 3
Budget gap - £40.6m - £40.6m - £40.6m
Current co.st reduction programmes including outsourcing £12.9m £12.9m £12.9m
but excluding collaboration
Collaboration £4.1m £12.1m -
Merger - - £20.4m
Project, set up and finance costs - £0.9m -£1.6m -£1.9m
Sub total - £24.5m -£17.2m - £9.2m
£24.5m £17.2m £9.2m
Programme of major internal cuts/significant cuts/limited (70% of those (38% of those
programme of service cuts required by required by
Option 1) Option 1)
Revised budget gap £0m £0m £0m

Further details about the costs and savings for each option are included in section 3.7.
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3.5.

3.5.1.

3.5.2.

3.5.3.

Variations

Each of the short listed options can have degrees of variation applied without changing the
overall impact and scoring of the option against CSFs. Notable variations include outsourcing,
pace of change and governance arrangements. By not discounting these variations at this stage
allows for flexibility of both design and delivery of the preferred option.

Outsourcing

All of the three shortlisted options does not preclude the use of shared service arrangements or
outsourcing to drive further cost reductions, either from other public sector organisations such as
local authorities or from the private sector (e.g. the Southwest One venture that includes Avon &
Somerset Constabulary as customers), although the timing and sequence would differ across the
three options.

Equally, none of the three shortlisted options prevents the possibility of becoming a supplier of
specialist services (e.g. training, call handling, firearms units) to other police Forces or of generic
services (e.g. payroll) to public sector organisations, although in the latter case this may place the
police Force(s) in competition with commercial suppliers.

Pace of change

While the planning of the change is likely to take considerable time, the implementation of a
coll aboration or merger can be undertaken at
bangdo or a fiphased i mplementationo. Each has

b A slower phased implementation is less costly as it is likely to require a smaller upfront
investment. This approach is also likely to require fewer redundancies as it becomes easier to
reduce headcount through natural churn. However it realises benefits more slowly and causes
a greater period of uncertainty, impacting upon morale and potentially causing valued officers
and staff to leave the organisations.

P A quicker big bang implementation involves more significant upfront costs such as redundancy
pay and termination penalties on contracts and therefore requires significant investment, which
is likely to lead to borrowing costs. There is a significant challenge to ensure that new
infrastructure, processes, systems, branding etc. keep pace with the change. However, it
presents an opportunity to realise benefits more quickly, reduce the length of the period of
uncertainty, and to achieve a steady state and the vision of new organisation more quickly.

Governance arrangements

a
ac

Both Options 1 and 2 are based on degrieeso ofi tg@

chief officer team could be put in place across the two organisations. A single chief officer team
would release additional financial savings. However, there is no evidence of success using this
model and this variation will lead to complicated and complex governance arrangements given
that two separate Police Authorities will hold a single Chief Constable to account whilst having
different priorities. This would require harmony of policing styles at Police Authority level meaning
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