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Introduction 

With a population of over 2.2 million, West Yorkshire is economically, 
socially and culturally diverse.  This has a number of positive benefits for 
our communities, but also presents some complex policing 
challenges.  Over half of the wards within West Yorkshire have areas that 
fall within the top 10% deprivation index and overall unemployment is 
above the national average.  The Force faces higher than average 
demand, both in terms of calls for service and in recorded crime levels.   

As the fourth largest force in the country, West Yorkshire Police works in 
partnership with five Local Authorities and has coterminous local policing 
Districts.  Beyond the County of West Yorkshire, we also collaborate 
across the Yorkshire and Humber Region and wider North Eastern Region 
leading on a number of national and regional policing responsibilities.   

Our Neighbourhood policing model lies at the heart of our service delivery 
and is underpinned by local response, crime investigation and safeguarding 
functions.  Neighbourhood policing is supported centrally by specialist operational and crime 
capabilities, as well as headquarters functions.  All combine together to provide the policing 
services needed to meet the Police and Crime Plan’s objective of “Keeping West Yorkshire Safe 
and Feeling Safe”. 

West Yorkshire Police operates on a budget that has reduced by £140m since 2010 and has at the 
same time had to deal with growing demands, in both volume and complexity.  This Force 
Management Statement predicts further challenges in a number of areas, all within the context of 
possible further reductions in budgets.  This includes the number of emergency 999 calls we will 
receive, the number of crimes we will investigate, increased reporting of domestic abuse, 
increased awareness and reporting of criminal exploitation of the vulnerable, and in line with other 
large metropolitan forces, responding to increased levels of serious violence and knife crime.    

We are committed to preventing people from becoming victims of crime, especially the young and 
the vulnerable.  We will also ensure that where crimes do occur, that victims and witnesses receive 
the best possible service and the best possible outcome.  We have realigned staff to meet the new 
and emerging demands and we have invested in our Neighbourhood Policing Teams. Our 
workforce comprises of 5,096 police officers and 4,376 police staff (including 603 police community 
support officers) that provide policing services around the clock.  Within the 9,472 officers and 
staff, we also provide regional and national policing services, such as the North East Counter 
Terrorism Unit, the National Police Air Service and a Regional Scientific Support Service. 
 
Increasingly complex demand against a backdrop of financial pressures creates significant strains 
on our officers and staff.  We are continuously developing our wellbeing provision to support our 
officers and staff.  Our positive action recruitment campaign is helping ensure that we attract, 
develop and retain the best talent and have a workforce, which continues to be more reflective of 
the communities we serve.  I am committed to ensuring we have a talented and representative 
workforce, providing quality policing services to the communities of West Yorkshire and that 
everything we do is built on our core values of fairness, integrity and respect.   

Declaration  

This is the 2019 Force Management Statement for West Yorkshire Police. Except where stated 
otherwise, the information in this statement is complete and accurate in all material respects.  
 

 
 
John Robins 
Chief Constable  
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Summary Statement: Key Findings 
 

This is the second Force Management Statement (FMS) produced by West Yorkshire Police.  It 
focuses on the current and predicted demand facing West Yorkshire Police over the next four 
years, the performance and effectiveness of the Force and our capacity and capability to address 
the demand we face.  It also identifies the actions we need to take to reduce demand or to deal 
with it more effectively, as well as the demand we do not expect to be able to meet, despite the 
changes we will be making.  A summary of the key findings for each section and how these 
compare to our first Force Management Statement (FMS1) are summarised below.   
 
Section 1: Finance  

 Since 2010 West Yorkshire Police has seen funding reduce by around £140m (a 30% 
reduction) and at its worst, the Force had 2,000 fewer police officers and staff.  This has been 
at a time when crime and demand (in particular complex demand) has been increasing. 

 Overall, the financial position has improved since FMS1, given the increase in Government 
funding as part of the 2019/20 settlement and an increase in the police precept to £24 for Band 
D properties. 

 This has allowed growth posts equivalent to 264 police officers, which have been allocated to 
the demand pressures and threats identified in FMS1. 

 The Force now has 867 fewer officers and staff than it did in 2010 and by March 2020 the 
Force will have reinstated officer numbers back to 2013 levels.  However, the growth in 
national and regional responsibilities means that not all of these officers are within core 
availability for West Yorkshire Police. 

 The current Medium Term Financial Forecast (MTFF) is predicting a much lower deficit than 
FMS1.  However, the longer-term position is uncertain and there are indications that the next 
Comprehensive Spending Review (CSR) will be a significantly lower settlement than 2019/20.  
As West Yorkshire Police is heavily reliant on the Police Grant, this poses a significant potential 
threat. 

 A partial analysis of the cost of crime in West Yorkshire shows that based on the predictions in 
this FMS, the additional cost of crime to West Yorkshire Police will be £89.1m in 2023 and £1.2 
billion to wider society.  This is a significant under-estimate as not all crimes are costed. 

 
Section 2: Responding to the Public: Calls for Service and Incident Response 

 In line with FMS1, calls for service are at unprecedented levels and remain a significant 
challenge for West Yorkshire Police. 

 The predictions in this FMS are steeper than FMS1, with all calls for service predicted to 
increase to 1,806,638 by March 2023 (12.7% increase) and 999 calls predicted to increase to 
603,036 (24.7%).  Whilst 101 calls are predicted to reduce by 12.5%, online contacts are 
predicted to significantly increase by 114.1%.     

 Whilst there has been recent growth and a new Contact Management Model put in place, the 
significant increase in call demand (particularly as demand is shifting to be more complex) still 
presents a capacity issue in the Contact function.  

 The increase in call demand and complexity presents a challenge for the frontline in 
responding to calls for service, which is reflected as a red risk on the Strategic Risk Register. 
Use of HMICFRS Big Data shows that in many areas (such as burglary, robbery, violence and 
concerns for safety), the Force attends a higher proportion of incidents than peer forces.  

 Whilst priority incidents are predicted to reduce by 13.2%, emergency incidents are predicted 
to increase by 17.1%.  This creates a capacity issue for the Force, as on average 4.2 officers 
are deployed to an emergency incident compared to 2.7 for a priority incident. 

 To address the increasing demand pressures on the frontline, an additional 60 police officers 
have been allocated to response functions as part of the growth posts. 

 The Force has continued to improve its crime recording standards over the last year and has 
recently been graded as ‘Outstanding’ by HMICFRS.     
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Section 3: Prevention and Deterrence 

 Overall, the position has improved in regards to neighbourhood policing, although increasing 
demand pressures as well as austerity and the impact this has on partnership commitment to 
community safety, threaten the Neighbourhood Policing Model. 

 Reductions in both anti-social behaviour and criminal damage are predicted in this FMS and 
public confidence is assessed as stable. 

 There has been additional investment in neighbourhood policing this year, with a further 60 
PCs allocated to neighbourhood policing, on top of the 100 PCs allocated last year.  Despite 
this however, the numbers are still below pre-austerity levels.  Our ambition of focussing on 
prevention and early intervention is heavily reliant on the neighbourhood function and there is 
therefore a need to protect and invest in it.   

 
Section 4: Investigations  

 FMS1 identified concerns around increasing investigative demand given the predicted 
increases in crime, a stable not marked for further investigation rate and gaps in investigative 
capacity/capability. 

 This FMS predicts a steeper increase, with crime increasing to over 372,000 (24.7% increase) 
by 2023.  The predicted marked for further investigation rate at a stable 51.9% means that in 
terms of volume there will be an additional 39,502 crimes requiring secondary investigation, 
placing significant strain on investigative resources. 

 The predicted volume of investigative demand and the current processes around allocation of 
crime presents a significant challenge for the Force.  In particular, the sheer volume of demand 
and incidents that the Force attends has impacted on outcome rates, which have shown a 
reduction across a range of outcome types (including charges, cautions and community 
resolutions).   Use of HMICFRS Big Data shows that compared to our peers the Force is 
attending most incidents at a much higher rate.  With the predicted increases in general 
demand and investigative demand in particular, the Force will need to review its approach to 
incident attendance and the allocation of crimes for secondary investigation. 

 Whilst the Force still has a ‘Detective gap’, significant progress has been made and the risk 
has reduced to high amber on the Strategic Risk Register.  The Investigations Review has also 
made significant progress in addressing investigative capability.  

 Work is ongoing through the Digital Intelligence and Investigation Assessment Tool (DIIAT) to 
understand the scale of digital demand and our capacity and capability to address it.  This work 
is not yet complete but we anticipate that despite recent investment, the Force will not have 
sufficient capacity/capability to deal with future demand.     

 
Section 5: Protecting Vulnerable People 

 FMS1 last year found that demand was predicted to increase in most areas of vulnerability, but 
in particular, around domestic abuse, child sexual exploitation and abuse (CSEA), sexual 
offences, adult safeguarding, hate crime and modern slavery/human trafficking (MSHT).  In 
most areas, FMS2 is predicting slightly lower levels of increase, apart from mental health 
incidents and MSHT.  However, increases here are primarily assessed as due to better 
recording, although for MSHT an increase is also associated with increased identification of 
criminal exploitation of children and vulnerable adults.     

 Domestic abuse is an area of particular concern and is predicted to increase by 27.7% to 
82,630 incidents, by March 2023.   In addition, criminal exploitation of children and vulnerable 
adults presents a significant challenge given the connections with organised crime, violence 
and other areas of vulnerability such as missing people, CSEA and MSHT.  

 More positively, whilst FMS1 predicted increases in missing persons, over the last year strong 
partnership working, problem solving, grip and focus on key individuals through better use of 
data has led to a reduction, and we now predict demand to reduce further. 

 There has been additional investment in Safeguarding, with growth of 20 Police Staff 
Investigators and 30 Investigative Support Officers. Despite this, demand is outstripping 
capacity and continuing to put considerable strain on resources, particularly within the context 
of inexperienced officers and investigative capacity/resilience.   
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 As a result, Safeguarding demand (in particular domestic abuse) presents a significant 
challenge. 

 
Section 6: Managing Offenders   

 FMS1 raised particular concerns around the predicted increase in Registered Sex Offenders 
(RSOs) and the capacity of the Force to manage them.    

 The position of the Force has improved with the investment of additional staff into Public 
Protection Units and a slowing down of the rate of increase of RSOs. 

 
Section 7: Serious and Organised Crime 

 In line with FMS1, although serious and organised crime presents a significant threat in West 
Yorkshire, the Force has good capacity and capability to manage it.   

 This FMS predicts increases in most types of organised crime, with drugs being the primary 
activity of over half of our Organised Crime Groups (OCGs) and funding most elements of 
organised crime.   

 A significant issue is the increased use of violence to assert ascendancy in the gang/OCG 
culture by young people, which is inextricably linked to knife crime and criminal exploitation of 
children and vulnerable adults. 

 Digital and online crime remain a threat, with the use of technology facilitating a wide range of 
crimes and leading to more complex and lengthy investigations.  In response, there has been 
increased investment this year in Digital Forensics and Digital Telecommunications to address 
increasing demand. 

 
Section 8: Major Events 

 Overall, there are no significant changes from FMS1.  Demand is predicted to increase around 
armed policing and counter terrorism, however, the Force’s capacity and capability to address 
these demand pressures remains strong. 

 An increase is predicted around public order and counter protests, primarily as a result of the 
UK’s exit from the European Union and this has been added as a new risk across Local 
Resilience Forum partners. 

 Capacity has improved this year with growth in the number of Road Policing officers and 
officers dedicated to Project Servator, which aims to disrupt a range of criminality including 
terrorism. 

 
Section 9: Wellbeing 

 FMS1 reported an increase in sickness, however over the last 12 months sickness levels have 
been on a reducing trend. 

 Mental Ill health continues to account for the greatest proportion of sickness and given 
increased focus, has been added as a new risk on the Strategic Risk Register.  The capacity 
and capability to meet this increasing demand is identified as a concern. 

 The recent Staff Survey has identified emotional energy as a key issue and this is closely 
linked to increasing demand pressures identified in this FMS.  

 
Section 10: ICT and Information Management 

 This FMS shows how the Force is maximising the use of technology to improve capacity, 
capability and effectiveness.  Demand is predicted to increase as the Force seeks digital 
solutions to address demand pressures. 

 There are no significant changes from FMS1.  From an IT perspective, the high number of 
national programmes present an issue in terms of slippage and cost and there is a need to 
ensure the interdependency with Force projects. 

 From an Information Management perspective, demand continues to increase around 
disclosures and safeguarding and GDPR remains a risk. 
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Section 11: Forcewide Functions  

 There are no significant issues with most Forcewide functions.  FMS1 identified the areas of 
greatest concern were in relation to Workforce Planning and Learning and Development. 

 Given their long term nature, key issues such as an inexperienced workforce (currently 46% of 
frontline officers have less than two years’ experience), an out of shape organisation, 
detective/investigative capacity and capability, recruitment and retention of key roles, high 
workloads/supervision in some areas and the strain on Sergeants remain critical issues. 

 Improvements have been made this year with Workforce Resourcing Plans for all Districts and 
Operational Departments, a Training Needs Analysis for the Organisation, significant progress 
around detective/investigative capacity and capability and greater understanding and planning 
around the implications of the Police Education Qualification Framework (PEQF). 

 There are some capacity issues in relation to the Counter Corruption Unit of the Professional 
Standards Department, particularly the capacity to proactively (as well as reactively) investigate 
potential corruption cases and this has been identified as a risk on the Risk Register. 

 
Section 12: Collaboration  

 There are a number of collaborative programmes ongoing around key areas of business which 
the Force leads on.  These include the National Police Air Service, Regional Organised Crime 
Unit and Regional Scientific Support Service. 

 Along with the seven other forces in the North East, the NETIC Programme (North East 
Transformation, Collaboration and Innovation) are progressing collaboration around operational 
areas as well as infrastructure. 

 The Force is also progressing tri-service collaboration with the fire and ambulance service.   
 
Overall Statement on the Findings from FMS2 
 
Having considered all the demand pressures in the FMS, the following are identified as the key 
threats and are identified as key risks in the matrix overleaf: 

 Calls for service, in particular the increase in 999 calls and the ability to attend the increasing 
number of incidents given the increase in calls for service. 

 Ability to focus on prevention/early intervention given the scale of demand. 

 Investigative demand given the predicted increase in crime and stable marking for secondary 
investigation rate. 

 Outcome rates, given the sheer volume of demand, current high attendance rates and 
predicted future demand and investigative demand. 

 The potential scale of digital and online demand and our capacity and capability to address it. 

 The volume of domestic abuse demand and the capacity of Safeguarding to respond to it. 

 CSEA demand and increasing risks around the exploitation of children and vulnerable adults. 

 The increasing level of violent crime and its links to many areas of demand such as organised 
crime and vulnerability. 

 The shape of the workforce and our capacity/capability to address future demand with the skills 
needed.  

 The longer-term financial picture, from a Force and Partnership perspective and the ability of 
the Force to deliver an effective service to our communities given the combination of potential 
reduced resources and significant increases in demand. 

 
Risk Assessment of Demand Pressures 
 

 The Risk Matrix overleaf provides a rating against all the demand pressures covered in this 
FMS. 

 The assessment is based on predicted demand over the next four years and the capacity and 
capability of the Force to meet this demand. 

 A combination of MoRiLE (Management of Risk in Law Enforcement), the Force Strategic 
Assessment and Risk Management have informed the assessment.  
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Risk Assessment of Demand Pressures  
 

FMS Section Sub Category Rating Key Factors 
Finance Finance  Uncertain longer-term position.  MTFF/CSR high amber risks. Capital 

Funding Red Risk on Risk Register 

Responding to 
the Public – 
Requests for 
Service 

999 Calls  27.9% increase in 999 calls predicted 

101 Calls  12.5% reduction predicted, but significant volume and response times 

Online Contacts  Significant increase in volume predicted (114.1%). Force will need to 
adapt to ensure public contact preferences are met 

Responding to 
the Public – 
Incident 
Response 

Emergency Attendance  17.1% increase predicted with implications on frontline. 

Priority Attendance  13.2% reductions predicted, but issues in terms of response 

Crime Data Integrity  Outstanding Grade from HMICFRS.  Low Amber Risk on Risk Register, 
but strict adherence causes demand implications 

Prevention & 
Deterrence 

Neighbourhood Policing   ASB and criminal damage predicted to reduce.  Additional investment in 
NPT, but demand is a threat to NPT model. 

Investigations Overall investigative 
demand 

 24.7% (39,502 more crimes) predicted for secondary investigation.  
Improvement to Detective capacity/capability 

Online digital demand  Cyber-crime, fraud, malicious communications all increasing.  Unknown 
demand from DIIAT 

Custody  Custody throughput on a downward trend 

Forensic Services  Low amber risk, compliance with Forensic Regulator Codes 

Criminal Justice  RUI reducing.  Amber risk around Criminal Justice Digital First 
Programme 

Protecting 
Vulnerable 
People 

Domestic Abuse  27.7% increase predicted (additional 23,000 incidents) 

Child Safeguarding  Links to CSEA/CCE. However focus on child neglect more for LAs  

Adult Safeguarding  Not significant volume, but likely to increase 

Child Abuse (CSEA)  54.8% increase predicted.  Issues re non-recent, IIOC and CCE 

Sexual Offences  Volume increasing, but capacity/capability good 

Hate Crime  Volume increasing but mainly CDI related 

Honour Based Abuse  Low volume, although accepted this is a hidden crime 

Forced Marriage  Low volume, although accepted this is a hidden crime 

FGM  Very low volume 

MSHT  168.2% increase predicted (awareness, proactivity and links to CCE) 

Missing Persons  16.5% reduction predicted, but still large volume for the Force 

Mental Health  14% increase predicted.  Positive initiatives in place (MH Hub Triage) 

Harassment  56.4% increase predicted, but plans in place to deal with demand 

Managing 
Offenders 

RSO  Increasing volume, but capacity improved (growth posts) 

IOM  Effective management in place 

MAPPA  Effective Management in place 

Serious and 
Organised Crime 

Prosperity SOC  Fraud/cyber-crime increasing and true extent/scale not known 

Commodity SOC  Drugs central to most SOC and links to firearms.  Good capability 

Vulnerability SOC  MSHT/IIOC/CSEA – significant threats to the Force. 

Major Events Public Order  Increase predicted but good capability 

Civil Emergencies  Low volume and good capability 

Terrorism  Good capacity/capability, but demand increasing. 

Armed Policing  Good capability, but increasing demand. 

Roads Policing   Fatal accidents have increased but capacity improved 

Wellbeing Wellbeing  Mental Ill health new risk on Risk Register and capacity to address it 

ICT and 
Information 
Management 

Information Technology  Volume of national and local projects 

Information Management  Increase in disclosure and safeguarding,  GDPR and Data Quality are 
risks on the Risk Register 

Forcewide 
Functions 

HR/Workforce Planning  Workforce Planning high amber risk on Risk Register 

Learning and  
Development 

 TNA completed revealing some gaps.   PEQF Red Risk on Risk 
Register 

PSD  Main risks around vetting and Counter Corruption Unit 

Finance  No significant issues 

Legal Service  No significant issues 

Corporate Services   Delivery of Change Programme and Demand Reduction Programme 
are key issues 

Assets and Logistics  Reduction in Capital Funding is a threat to estate programme 

Specials and Volunteers  No significant issues 

Limited issues Some issues 
Notable 
issues 

Significant 
issues 
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Section One: Finance 
  

This section is about Finance and will focus on: 

 The Force’s current (as of May 2019) financial positon 

 The projected changes in income and expenditure as identified in our Medium Term Financial 
Forecast (MTFF) 

 The gaps that exist and are likely to exist because of the demand the Force faces and will face 

 Cost of Crime for West Yorkshire 

 
Executive Summary 

 Providing Value for Money is one of the five purposes of the Policing Strategy and Providing 
Resources is a key delivery mechanism in the Police and Crime Plan. 

 FMS1 highlighted that since 2010, crime and demand has been increasing at a time when 
both the workforce and financial resources have been significantly reducing. 

 This FMS shows that demand is continuing to increase particularly in complex areas such as 
safeguarding, at a time when the long-term financial situation for police funding is uncertain.   

 The budget is balanced for 2019/20 and if Force savings are fully met, then the current 
MTFF predicts a much lower deficit than in FMS1.   

 The increased police precept has led to 264 growth posts, which have been informed by 
FMS1 and invested in areas of threat, harm, risk and demand pressures.   

 However, the longer-term financial position is uncertain, as HM Treasury have indicated that 
the next settlement is likely to be based on CSR2015, which would be a significantly lower 
Central Grant Settlement than received in 2019/20.   

 As such, the CSR and MTFF are high amber risks on the Strategic Risk Register and the 
Capital Programme is a Red Risk.   

 A partial analysis of the cost of crime in West Yorkshire shows that based on the predictions 
in this FMS, the additional cost of crime to West Yorkshire Police will be £89.1m in 2023 and 
£1.2 billion to wider society.  This is a significant under-estimate as clearly not all 
crimes/demand pressures are costed. 

 
Current Financial Position  
 
 Since the beginning of austerity in 2010, West Yorkshire Police has seen funding reduce by 

30%, which translates to a reduction of around £140 million.  At its worst, West Yorkshire 
Police saw a reduction of around 2,000 police officers and staff.  

 At the same time, demand has significantly increased and is predicted to increase further.  
As shown in Section 4 (Investigations), crime has more than doubled since 2015 and over the 
next four years we anticipate over 200,000 more calls for service each year, over 181,000 
more 999 calls, and an additional 73,811 crimes, of which around half (39,502), will require 
secondary investigation.  Most areas of safeguarding such as child sexual exploitation and 
abuse (CSEA), domestic abuse and mental health are predicted to increase.   

 Increasing demand coupled with reducing resources has been a significant challenge.  
However, the 2019/20 budget has seen the first increase in police funding since prior to 2010, 
equating to a 1.2% real term increase since 2018/19.  Whilst this is positive, it is still 
insufficient, as it does not cover the 2% inflationary increases applied in the 2019/20 budget.  It 
does however, help to cover the £11.726m estimated increase in police pension costs as a 
result of the pension revaluations. The 2019/20 Force budget is therefore still heavily reliant on 
the flexibility to raise Council Tax precepts.  

 As a result of recent precept increases and an increase in Government funding in 2019/20, 
the Force has over the last few years been able to restart recruitment and fund some growth 
posts.  This means that the net loss of police officers and staff is now 867 fewer FTE 
employees since 2010.   As outlined later however, many of these cover national/regional 
responsibilities and are therefore not core availability for West Yorkshire Police.   
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 A serious concern therefore remains around the longer-term financial pressures given the very 
significant reduction in the size of West Yorkshire Police’s budget and the increasing volume of 
demand and complexity of policing activity. 

 In addition to reductions in the Force budget, austerity has also impacted on partnership 
budgets as they have had to make difficult decisions about their allocation of resources.  The 
Local Government Association estimates that Local Authorities will face a funding gap of £8 
billion by 2025.  Its’ warning that the combination of budget cuts plus demand pressures could 
lead to failure, have been echoed in the House of Commons Public Accounts Committee.  The 
strain on partnership resources has had an impact on policing, particularly around the 
preventative agenda, which is critical to reduce demand long-term and can shunt demand 
inappropriately towards policing.  

 The Force budget for 2019/20 has been set at £445.476m.  This is funded by £319.552m 
Police Grant funding, £122.218m precept and collection fund surplus and £3.706m reserves 
funding. The additional flexibility to raise local council tax by £24 per band D household this 
year has enabled the Force to cover inflationary costs and increase the number of officers and 
staff within the Force by 264 FTE (full time equivalent) posts. 

 Whilst the increase in police precept is very positive, West Yorkshire has one of the lowest 

precept to grant ratios in the country. Currently the Force has a 75% grant to 25% precept, 

compared to some forces which have a ratio of 50/50.  This means that the Force is heavily 

reliant on the Home Office for funding and due to nationally set levels, can only raise limited 

additional funding through increases to precept.  Any reductions in grant funding will have a 

significant impact on West Yorkshire Police, which is felt less so than forces that have a more 

equitable split between grant and precept.    

 

Assumptions and pressures within the 2019/20 Balanced Budget 
 

 A change in the way that police officer pension costs are calculated by the Treasury has 
resulted in an estimated annual cost pressure of £11.726m. 

 £5.1m of this cost in 2019/20 is being covered by a specific grant from the Home Office (it is not 
clear at this stage whether or not this grant will be received annually). 

 Government funding is assumed to raise in line with inflation. 

 Pay inflation assumed at 2%  

 Non-pay inflation assumed at 2% per annum.  

 Precept increase at £24 on Band D for 2019/20. 
 Back Office transformation (Fusion) costs and benefits have been taken from the latest 

estimates from the Fusion Board.  
 

 
 Savings on both pay and non-pay items have been built into the 2019/20 budget, including 

police officer and police staff pay, overtime and allowances, transport and travel, estates, and 
savings that are anticipated through the back office (Fusion) review. 

 
Medium Term Financial Forecast (MTFF) 
 The MTFF shows a balanced position for 2019/20 following the use of £3.7m of revenue 

reserves.  The position for future years, if the significant saving plans in place are met shows 
the deficit as: 

o 2020/21 - £0.385m shortfall 
o 2021/22 - £2.068m shortfall  
o 2022/23 - £0.188m shortfall 
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Assumptions of the MTFF 
 

 Government funding is assumed to increase in line with GDP every year of the MTFF. 

 Pay inflation assumed at 2% per annum. 

 Non-Pay inflation assumed at 2% per annum.  

 Precept increase assumed at £5 per year after 2019/20.  

 Fusion costs and benefits taken from the latest estimates.  

 Leeds City Council to contribute £635k towards the cost of PCSOs.  

 Additional costs for NPAS and Regional Collaborations have been built in. 

 Additional costs for National Enabling Programmes have been built in. 

 Additional costs for National ANPR project built in. 

 Additional costs for an estimated increase in the Employer Pension contributions for police 
staff. 

 
Comprehensive Spending Review (CSR) 

 

 Due to delays in the EU Exit agreement, CSR 2019 will only deliver a one-year settlement.  
This poses challenges for the Force and policing generally around undertaking longer-term 
strategic, financial and workforce planning. 

 Whilst significant work is being undertaken both locally and nationally to highlight the pressures 
on policing, additional funding is unlikely as HM Treasury has indicated that it is likely to be 
based on CSR 2015, which would be a significantly lower Central Grant Settlement than 
received in 2019/20.  Even standstill budgets are by no means guaranteed and therefore this 
remains a significant threat and will impact on the MTFF.   

 Beyond 2019/20 therefore, the MTFF period remains uncertain and assumptions beyond what 
has already been factored into the MTFF are difficult due to the uncertainty of both the CSR 
and EU Exit. 

 In addition, there remains the intention for a funding formula change, which will impact on the 
allocation of the Police Grant across Police and Crime Commissioners (PCCs) nationally.  
Again, this adds to the uncertain position on the medium to long-term funding, given that 
around 75% of funding in West Yorkshire is made up of core Police Grant. 

 Overall, whilst the MTFF appears more positive than FMS1, the uncertainties around the CSR 
and funding formula, both of which will impact on the MTFF, mean that the financial position is  
uncertain; for example the one-off pensions grant for 2019/20 is by no guaranteed in 
subsequent years.  As such, the MTFF and CSR are high amber risks on the Strategic Risk 
Register. 

 
Capital Funding 
 
 The Force finds itself in an unprecedented position in facing significant financial shortfalls in 

future year’s capital funding and this has been identified as a new red risk on the Strategic 
Risk Register. 

 This has resulted in a prioritisation exercise within Digital Policing and Estates to review their 
portfolio of schemes within the MTFF period. Capital reserves and capital receipts have been 
fully utilised within the Capital Financing Plan and only those schemes that are categorised as 
essential remain in order to fit within the funding envelope available. 

 The shortfall in funding could potentially be reduced by the expected CSR, but this remains 
uncertain and therefore it has been assumed the Capital Grant will remain at the same level 
throughout the MTFF period. 

 Increased Direct Revenue Financing (DRF) is not a realistic option within the current revenue 
MTFF; each additional £1m of DRF equates to 31 fewer new officer recruits. 
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Operational Context and Workforce Planning  
 
The 2019/20 budget is based upon the following numbers at 31 March 2020: 

 
 Officers Staff PCSOs Total: 

Total FTEs 
 

5096 3773 603 9472 

National or Regional Commitments 
including,Counter Terrorism Policing 
North East (CTPNE), Regional Crime, 
National Police Air Service (NPAS), 
Regional Scientific Support, VIPER and 
national firearms. 

 
 
390 

 
 
840 

  
 
1230 

WY core availability 4,706 2933 603 8242 

 

 The Force appointed 411 new student officers during the financial year 2018/19 and 75 
transferees taking the total number of new police officers appointed in 2018/19 to 486. 

 This is a net increase of 93 officers, once all retirees and leavers are taken into account (in 
addition to the 81 officers that were over-profile as at the start of 2018/19). 

 By March 2016, due to austerity, West Yorkshire Police had reduced the numbers of officers 
and staff by over 2000 FTEs. The flexibility of precepts over the last few years has enabled the 
Force to invest in officers/staff and align them to areas of threat, harm and risk. 

 At 5,096 Officers by March 2020, the Force will have re-instated officer numbers back to 
March 2013 levels.  The growth in national and regional responsibilities however, means that 
some of these officers are working within regional/national teams rather than being available 
as West Yorkshire core availability. 

 For example, as of March 2020 the Force will be 755 officers/staff below March 2010. 
However, when looking at core availability of officers, March 2020 is still 1500 officers/staff 
below where it was in March 2010, due to the growth in Regional and National 
responsibilities that West Yorkshire Police now provide. 

 PCSO recruitment continued throughout the year, with 70 new appointments being made, 
giving a total of 597 FTEs by 31st March 2019. 

 The 2019/20 proposed budget allows additional budgeted posts for West Yorkshire as of 
31/3/20 of 264 Officer equivalents (officer equivalents is the term used as some specialist 
roles may not require warranted officers).  The growth (a mixture of police officers and police 
staff), will be invested into areas identified by FMS1 (and supported by FMS2) as being 
significant demand pressures or threats to the Force.  The most relevant growth posts are 
identified below against the threat they address.   
 

Threat/Risk from the FMS 
 

Growth Posts 

Increasing calls for service and responding to the public 60 Response PCs 

Increasing capacity/commitment to neighbourhood policing 60 Neighbourhood PCs 

Increasing Safeguarding demand  30 Investigative Support Officers 
20 Police Staff Investigators 

Improving capacity to manage Registered Sex Offenders 
(RSOs) 

10 Officers to manage RSOs 

Tackling serious crime/terrorism 10 PCs to Project Servator 

Improving digital investigative capacity  18 Staff to Digital Forensics Unit 
6 Staff to Digital Telecomms Unit 

Increase in Killed or Seriously injured on the roads 8 Road Police Officers 

Reducing delays and backlogs around coronial 
investigations 

10 Coroners Officers 

Improving security of Digital Systems 
 

1 Digital and Security Risk Analyst 
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 The MTFF has been prepared alongside current workforce planning.  The continuing 
Programme of Change initiatives also feed into the Workforce Plan and may result in the re-
assessment of the workforce mix going forward to meet the outcomes and priorities included in 
the Police and Crime Plan. 

 Workforce planning includes predicting police officer leavers of each rank, PCSO and police 
staff leavers, workforce modernisation plans and recruitment plans, including probationers and 
transferees. Other variables that may impact on the recruitment strategy continue to be 
monitored such as career breaks, and secondee returns.  Detailed resourcing plans are now 
being developed for each District, Protective Services Crime and Operational Support.  

 Transforming the way the Force works in terms of new technology and new structures, to 
deliver change across the Force, whilst maintaining financial balance is a priority and a 
challenge. A number of initiatives are being progressed including back office transformation, 
developing digital policing and further collaboration with other forces. 

 
Cost of Crime in West Yorkshire 

 

 

 Using the Home Office Research Report ‘The Economic and Social Costs of Crime’ July 2018, 

a cost of crime analysis has been produced for West Yorkshire. 

 The methodology for calculating the cost of crime includes costs in anticipation of crime 

(defensive expenditure and insurance administration), costs as a consequence of crime 

(value of property stolen/damaged, physical and emotional harm, lost output, health services 

and victim services) and cost in response to crime (police costs and other CJS costs). 

 The analysis has limitations and presents only a partial picture of the costs of crime as not all 

crime/demand is costed (crime types included are only those for which a unit cost is provided in 

the Home Office report as per the above table).  For example, more costly crime/incidents 

relating for example to safeguarding, which have shown significant increases over the last five 

years and are predicted to increase further, cannot be included.  The full costs of policing 

demand cannot therefore be illustrated through this analysis.   
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 However, what the findings powerfully illustrate is the increasing costs of crime based on the 

crime figures for 2018 and the predictions for 2023 in this FMS. 

 It shows that for the crime types included the cost to policing in 2017/18 was £180.7 million 

and the full social and economic cost was £3.7 billion.  Based on the predictions in this 

FMS, the crimes costed in this analysis are expected to cost policing £269.8 million per year 

by March 2023 and the full social and economic costs is predicted to be £4.9 billion.   

 Therefore it is predicted that by 2023, for only the crimes costed in this analysis, the additional 

cost to West Yorkshire Police will be £89.1 million and for wider society £1.2 billion.   

Clearly due to the limitations of the analysis, this represents a significant under-estimate of the 

actual costs of all the demand pressures covered in this FMS. 

 Over the four year period covered by this FMS (2019/20 to 2022/23), the total cost of the crime 

types included only in this analysis will be £983.9 million and for wider society £18 billion. 

 There is therefore a strong argument to reduce crime from a financial perspective. In line with 

the arguments put forward by the Early Intervention Foundation (EIF), an investment into up 

front prevention and early intervention could not only reduce demand and harm, but could also 

reduce costs.     

 
Impact of Increasing Demand 
 

 
 The graph above shows that crimes and calls for service have been on an increasing trend for 

the last few years at a time when both our workforce and financial resources have been 
reducing. 

 Whilst the number of employees has started to increase, some of this is due to regional and 
national commitments identified above.  The reality is that the demand pressures facing the 
Force have not been matched with the necessary resources. 

 Since austerity measures began in 2010, the Force has done all it can to meet the increasing 

pressures we face.  We have entered into collaboration to improve capabilities and make 

efficiencies, rationalised the estate to minimise the impact on the frontline and have 

significantly transformed the organisation in order to provide the best possible service we can 

to the diverse communities that we serve; in order to keep people safe and feeling safe.  We 

have also invested in technology, meaning our officers are more accessible, visible and 

productive out in our communities.  

 However, the pressures we now face and will face given predicted demand are becoming 
increasingly untenable.    Despite all the efficiencies and transformational changes we have 
made to date and will continue to make, a significant uplift in resources is required to meet 
additional demand.  
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Section Two: Responding to the Public – Requests for Service 
 

This section is about Responding to the Public and will focus on: 

 All calls for service 

 999 calls 

 101 calls 

 On-line contact 
 

Executive Summary 

 Responding to the public and effectively managing demand is critical and underpins all 
priorities for the Force. 

 Calls for service are at unprecedented levels and predicted increases in demand for all 
contacts and 999 calls were identified as significant threats in FMS1.   

 The predictions in this FMS are steeper with all calls for service predicted to increase to 
1,806,638 by March 2023 (12.7% increase) and 999 calls predicted to increase to 603,036 
(27.9%).  Whilst 101 calls are predicted to reduce (by 12.5%), online contacts are predicted 
to significantly increase (by 114.1%).     

 As outlined in FMS1, managing the significant increase in call demand (particularly as 
demand is shifting to be more complex) presents a capacity issue in the Contact function.   

 Predicted demand presents a significant threat to Force.  Unless more is invested in the 
front-end to problem solve demand, the frontline will be unable to cope with the predicted 
increases.   

 Single Non-Emergency calls is a high amber risk on the Risk Register 

 
 

Step One – Establish the gap between current demand and the demand you 
expect in the next four years 
 

 
All Calls for Service 
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 FMS1 outlined the significant challenge faced by the Force in dealing with unprecedented 
levels of calls for service. 

 During 2018/19 the Force received 4,356 calls for service each day. This is 170 additional 
contacts each day compared to the same period in 2017/18 and 245 extra contacts per day 
compared to the same period two years ago. 

 In total, calls for service have increased from around 1.4 million in 2015/16 to 1.58 million as of 
December 2018.  Volume is not the only challenge, as demand is also shifting to more 
complex and time-consuming issues such as concerns for safety, which account for around 
one in five of all incidents. 

 The chart below gives an overview of the volume and complexity of demand that the Force 
deals with on a typical day. 

 Analysis of 999 and 101 telephone calls indicate that around 5% of 101 calls and 2% of 999 
calls could have been directed towards other agencies.   The Force is continuing therefore to 
deal with calls that are of a non-police matter. 
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Predicted Demand  

 FMS2 predicts a slightly higher increase than FMS1 for all calls for service, with a 12.6% 
increase by March 2023, resulting in 1,806,638 calls for service. 

 In line with national trends, 999 calls and online contacts are predicted to increase, whilst 101 
is predicted to reduce. 

 At the front-end, this will mean an additional 575 contacts per day by March 2023, presenting a 
significant capacity issue for the Force. 

 Increased call demand is predicted due to a number of factors including the predicted 
increases in crime (outlined in more detail in Section 4, which will lead to an additional 74,000 
crimes by March 2023).  In addition, the Force is continuing to deal with a significant amount of 
demand associated with vulnerability/concerns for safety (which, as outlined in Section 5 is 
predicted to increase further).  

 The public will continue to contact the police when other agencies such as Health and Social 
Care are not available.  With potential further austerity measures across the public sector, this 
position could worsen, with the Force continuing to deal with the consequences of someone in 
crisis.  

 
999 Calls  
 

  
 

 
 
 
 
 

 

 FMS1 raised particular concerns around 999 calls, which have been steadily increasing over 
the last four years from 369,000 in 2015/16 to 466,000 in the 12 months to December 2018 
(26.2% increase). 

 Not only does the increase impact on the front-end in terms of the Contact function, but it also 
has an impact on frontline resources in terms of attendance (covered in more detail in 
Section 2b). 

 The Force has excellent performance in relation to 999 calls, with the average time to 
answer being five seconds.  This may well have the unintended consequence of the increased 
demand around 999, as it takes longer for 101 calls to be answered.  This was a particular 
issue in summer 2018 when the June/July average was 10 minutes, but was as high as 20 
minutes on some days.   
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Predicted Demand 

 FMS2 predicts a slightly higher increase in 999 calls with 603,036 calls predicted each year 
by March 2023 (27.9% increase). 

 This reflects the national trend and the increase in crime and incidents predicted in this FMS.  
However, as outlined above it can also be due to excellent performance in relation to 999, as 
well as the continuing increase in concerns for safety calls (such as mental health) and those 
issues which are not a police matter, which policing continues to deal with when other agencies 
are not available.   

 
Non-Emergency (101 Calls) 
 

 
 
 
 

 
 
 
 
 

 

 The Force received 962,198 non-emergency (101) calls up to December 2018 (which is a 4.3% 
reduction on the previous year).  

 FMS1 predicted a slight (2.5%) increase in 101 calls by March 2021.  However, over the last 
two years, the Force has seen a significant increase in online contacts and it is anticipated that 
whilst these will continue to increase, 101 will reduce as a result of the alternative channels 
available. 

 
Predicted Demand  

 FMS2 predicts a 12.5% reduction in 101 calls leading to 799,169 101 calls per year by March 
2023. 

 Reasons for the reductions are the growth in alternative online options, better use of auto-
attendant and the increased push around social media such as ‘Ask the Police’.    

 FMS1 outlined that around 30% of demand was associated with repeat demand in the system 
with victims either chasing an investigative update in relation to a previously reported crime, 
seeking an update on a reported incident or inquiring as to when an officer would be attending. 
It is anticipated that the new approach being implemented around victim contact will reduce 
repeat demand in the system around 101 and keep victims better informed.  
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Online Contacts 
 

 

 
 
 
 
 

 
 Over the last four years there has been a significant increase in online contacts from 

61,000 in 2015/16 to 147,000 to January 2019 (141% increase). 

 Increased online contacts are positive for the Force as they remove pressure and demand from 
the telephony system and enable call handlers to manage multiple contacts at any one time.   

 Whilst they still represent a significant call for service and require managing and servicing, they 
can be managed in a slower time-frame than 999 and 101.  

 
Predicted Demand 

 FMS1 predicted a 58.4% increase in online contact by March 2021.   

 FMS2 predictions are significantly higher with online contacts predicted to increase by 
114.1% by March 2023 to 332,843 contacts.   

 The significant increase predicted is as a result of the increasing prevalence and preference of 
online in everyday life (particularly for younger people).  

 Until ‘Single Online Home’ becomes operational in all forces, West Yorkshire is leading the way 
nationally around online options.  The Force has improved its online reporting functionality and 
has ‘Local Crime Tracker’ and ‘Web Chat’.  Online templates for a range of incidents such as 
suspicious behaviour, drug dealing and nuisance off-road bikes/quads have also been 
introduced following consultation with the public particularly through Neighbourhood Watch.   

 Collectively these, plus other opportunities being explored, will increase demand around online 
contacts and reduce demand around 101.  However, the Force has still not maximised the 
potential of online facilities and as we invest more in this area, it is likely that online contacts 
will increase even more.   

 

Step Two – Establish the current status of the workforce and other assets: their 
performance, condition, capacity, serviceability, wellbeing and security of supply 
 

 
Performance and Effectiveness 
 
 HMICFRS have graded the Force as ‘Good’ for ‘How well it understands current and likely 

future demand’. 

 The Force consistently achieves excellent performance around 999 with around 91.5% of 
calls answered within 10 seconds and an average queue time of around 5 seconds.   
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 NPCC data indicates that West Yorkshire compares very favourably with all forces and in 
particular our Most Similar Group (MSG) for delays to 999 calls, which are consistently within 
Home Office aspirations.   

 Abandonment of 999 calls stands at 0% and has for the last 20 months.  The Force is the best 
in the country and is often called upon to act as a ‘buddy’ to other forces in times of peak 
demand. 

 In terms of 101, performance over the year has fluctuated. In the early part of the year, the 
average queue time was around three minutes but in June and July it increased to around 10 
minutes and on some days it increased to 20 minutes.  As of January 2019 this is now back to 
four minutes.  

 The abandonment rate for 101 is around 19.5%, which is consistent with FMS1.  Non-
Emergency calls therefore remain a high amber risk on the Strategic Risk Register. 

 Satisfaction with ease of contact for those using 999 to report their crime or incident has 
remained stable over time and is high at over 95%.  However, there continues to be a marked 
decline over the last four years for those who have contacted the police via the 101 number 
with a further decline over the past 12 months.  
 

Capacity  
 
FMS1 highlighted the capacity issues facing the Contact function within the context of increasing 
demand.  Whilst it was noted that Contact is permitted to recruit to 10% over FTE due to high 
turnover rates (which stand at around 30%), there are a number of capacity issues facing Contact 
staff, which include increased volume, more complex demand (taking far longer to resolve) and 
inexperience (given the high turnover rate), which impacts on productivity.  FMS1 stated that there 
needed to be investment in Contact to cope with increased demand.  Key developments around 
capacity for FMS2 are: 

 Value for Money Profiles show the Force is spending significantly more than our MSG on 
police officers in our Contact function, but significantly less on police staff.  A recent review 
however, has shifted the balance, by reducing the number of officers by 8.5 FTE and 
increasing police staff by 21 FTE.  In the new Model, there is a three-year plan, to increase the 
numbers of staff within Contact and reduce the number of officers working within the function to 
save costs. 

 The Force now has 165 FTEs in the Contact function (although capacity is still an issue, as the 
function has not recruited to its permitted levels of 185+10% complement).   

 A new model for Contact has now been implemented, which aims to reduce demand, 
improve capacity and resilience (see Case Study below).   

 Technology is enabling the Force to more efficiently deal with Call Handling demand.  The 
Force has online reporting functionality, online templates, Web chat and ‘Local Crime Tracker’, 
to encourage more online contacts.   

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
  

Case Study – New Contact Model 
 

The merger in October 2017 of the five Control Rooms, Contact Centre and District telephone 
management function into one Contact Management function has resulted in the potential for greater flex 
across the functions, so allowing a more concerted approach to call handling. For example, Dispatchers 
are now more likely to take 999 calls at peak points (as they come under a unified management structure) 
so alleviating the pressure on initial contact, which then allows more staff to concentrate on the 101 
demand. We are already seeing the flex between these functions, which was an objective of the merger.  
The model is promoting the ethos of “resolve, ethically, at earliest opportunity” to ease pressure on the 
frontline.  Splitting the function across two sites has had other benefits including improving business 
continuity and as one of the sites is in Bradford, it is also increasing our pool of Black and Minority Ethnic 
(BAME) candidates.  We are working with ‘Skills House’ in Bradford, an “into employment” organisation 
that represents people living in and around Bradford.   
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Capability  
 
FMS1 identified that the biggest issue around capability was the high level of inexperience in 
Contact, given the high turnover rate.  Whilst this is an issue for Contact, many staff leave to join 
other areas of policing and the function in effect proves a useful recruitment and training ground for 
the wider organisation, with staff gaining invaluable experience within Contact that is useful for all 
other areas.  The main capability issues in FMS2 are: 

 HMICFRS have assessed the Contact function as being ‘Good’ in relation to training and as 
‘Outstanding’ in relation to the use of THRIVE, indicating good capability in this area. 

 The emerging results from the Forcewide Training Needs Analysis indicate that within Contact, 
staff have the vast majority of skills required. 

 A high turnover rate at 30% means that there is a high level of inexperience in the Contact 
function, which also impacts on capacity as experience leads to better decision making and 
new staff tend to create more logs (through lack of experience).  In FMS1, we outlined that an 
experienced call handler can deal with up to nine calls per hour whereas an inexperienced one 
may only deal with five per hour.   The new Contact Management model, implemented in 
October 2018 and its career progression scheme, will upskill staff around incident 
resolution and aims to retain staff for a longer period.  This will directly and positively, 
influence the call to log creation ratio and incidents resolved without deployment.   

 As demand is increasingly more complex, call handlers require broader skill sets.  Contact staff 
have access to a knowledge database ‘Sergei’, which assists call handlers to make effective 
decisions on a broad range of issues.   

 
Wellbeing 
 
 From November, the Contact function took in new staff from Districts, which currently makes 

sickness trends difficult to interpret year on year. However, sickness across the entire function 
is showing a downward trend. 

 Low sickness levels are critical for operational resilience in Contact and within the Unit, 
there is a Wellbeing Team who promote health and wellbeing along with forcewide wellbeing 
initiatives.  The Risk Management Group and Wellbeing Board are exploring the feasibility of 
flu jabs within critical areas such as Contact.   

 There are regular ‘deep cleans’ in the Unit which not only assists in infection control but is 
welcomed by staff despite the inconvenience of having to work from a different location.  

 The Unit deals with some very difficult callers and circumstances and support is provided after 
these calls as well as considering Occupational Health support. 

 The Unit has also introduced ‘Time to Talk Days,’ which have allowed dedicated time for staff 
to speak to healthcare professionals and have proved very popular. 

 One of the key issues in the Staff Survey this year is emotional energy and burnout due to 
demand pressures.  For Contact Staff, levels of emotional energy are higher than in Districts 
and the challenge stressors are lower. This is positive given the volume of demand being dealt 
with.   

 

Step 3: The actions we will need to take to make sure the workforce and other 
assets will be able to meet the demand we are anticipating (e.g. changing skills of 
the workforce, investing in new ICT and making efficiencies) 
 

 
This FMS has shown that calls for service are predicted to increase by 12.7% over the next four 
years.  Whilst 101 is predicted to reduce, 999 calls are predicted to increase by 24.7% and online 
contacts by 114.1%.  This not only has a significant impact on call handlers, but is a significant 
threat to the frontline in responding to this demand.  Key actions to address the demand are: 

 
 A conversation is needed with the public to prevent them calling the police when this is not 

appropriate (for example reducing the 10% of calls that are a non-police matter).  As part of this 
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campaign, the Force will encourage the public to maximise online and self-serve as much as 
possible. 

 There is a need to enable/support staff in Contact to resolve as many calls where 
appropriate/ethically at initial contact and reduce our “call to log” conversion rate in order to 
reduce the number of logs created and sent to Districts.  Resolved without deployment 
currently stands at around 60-65%, but has been as high as 67% and the aim is to stabilise this 
number, if possible to 65-70% of calls to the Unit, thereby reducing demand on the frontline.   

 There is a need to reduce repeat demand in the system as detailed analysis for FMS1 showed 
this accounted for around 30% of 101 demand.  Implementing the new approach around victim 
contact will reduce repeat demand in the system and will also improve victim satisfaction and in 
particular the area of greatest concern, which is ‘keeping victims informed of progress’. 

 Exploring the workforce mix is important from a financial perspective.  Last time measurements 
were completed (Quest project 2011) it was determined that a call to West Yorkshire Police 
Contact could be resolved satisfactorily at a cost of £3.29, whereas deploying a unit cost was in 
excess of £300.  The Demand Management Review in 2016 also identified that 50% of logs 
could be resolved, ethically, without deployment, saving the equivalent of 180 FTE police 
officer time per year. 

 It is therefore prudent to aim to resolve as much as possible (where appropriate and where 
ethically sound) at first contact, to minimise handling costs to the Force, as well as maximising 
valuable officer resources.  The ethos of Contact has always been to resolve as much as 
possible at first contact and with as few “touches” as possible. There has been a great deal of 
success and improvements made in this area, but there remains potential to increase this 
further.  

 A number of technical developments will assist in better dealing with demand including a Smart 
Storm upgrade to allow the introduction of smart contact to one platform, an upgrade to the 
command and control centre and various infrastructure upgrades.  Nationally, the Single Online 
Home will be introduced, but given the technology that is already in place in West Yorkshire, 
this is unlikely to bring any additional benefits at least initially to the Force.     

 Community Alert will be launching on 1 May 2019.  This messenger system allows members of 
the public to register for updates from West Yorkshire Police and receive updates via email, 
text or voice message. The Force will be undertaking a significant push of this on social media 
to try to get as many people signed up as possible.  

 

Step 4: The Future Demand we do not expect to be able to meet, having made the 
changes and efficiencies in Step 3 
 

 
The changes identified above aim to reduce demand, shift more demand to online/self-serve, 
resolve more calls without deployment and re-examine the workforce mix for more investment in 
the front end to reduce demand.  If this is not successful: 

 Contact Staff will be unable to cope with the call demand and there is the threat that more logs 
are passed to Districts. 

 If a greater volume of calls are passed to Districts and not resolved at the front-end, the 
frontline will be unable to cope with the predicted levels of demand. 

. 
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Section Two: Responding to the Public – Incident Response 
 

This section is about Responding to the Public – Incident Response and will focus on: 

 Emergency Attendance 

 Priority Attendance 

 Crime Data Integrity and Risk 
 

Executive Summary 

 As an Emergency Service, it is critical that that we respond quickly to calls for service and in 
particular emergency calls. 

 FMS1 found that incidents requiring emergency and priority attendance were predicted to 
increase.    

 The predictions in this year’s FMS are similar for emergency attendance; however, we 
predict a reduction in priority incident attendance.     

 Performance around attendance at emergencies and priority incidents is stable. 

 The ‘Response Calculator’ indicates that there are insufficient patrol resources to meet 
demand.  This is exacerbated by an inexperienced workforce and significant demand/strain 
on Sergeants. 

 An additional 60 PCs to Neighbourhood Policing and 60 to Response functions will improve 
capacity to problem solve/prevent demand and to respond to demand.  

 The Force has continued to improve its crime recording standards over the last year and has 
recently been graded as ‘Outstanding’ by HMICFRS.   

 Increase in demand, complexity and unpredictability is a red risk on the Strategic Risk 
Register. If incident attendance increases as predicted in this FMS, it will be unsustainable to 
physically deploy to all incidents.   

 

Step One – Establish the gap between current demand and the demand you 
expect in the next four years 

 
Incident Response and HMICFRS Big Data 

 

 FMS1 predicted a small (2.7%) increasing trend in relation to the volume of incidents attended.  
The latest forecasts now suggest a more stable trend with around 381,000 incidents being 
attended year on year. 

 Incidents that fall within the NSIR (National Standards for Incident Recording) category of 
‘Public Safety/Welfare’ account for over one third of all incidents recorded. Incidents finalised 
as ‘Concerns for Safety’ account for 34% of all Public Safety Welfare incidents and this is the 
single highest volume incident type and accounts for 12% of all incidents recorded by West 
Yorkshire Police.  This reflects the continuing shift in policing activities associated with 
safeguarding, also evidenced by local Activity Analysis data.   

 A number of crime related incidents are continuing to show increases and this in part reflects 
the Force’s drive for ethical crime recording (covered in more detail below). 

 FMS2 has drawn on HMICFRS ‘Big Data’ to analyse the nature of our demand and how we 
deal with it. 
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 The chart above shows the anonymised incident data of all 21 forces (including the 
Metropolitan Police, Greater Manchester, Lancashire and South Wales) who are part of the 
HMICFRS Big Data pilot.  The chart shows that in relation to incidents per 1000 population 
(overall demand), West Yorkshire is clearly above average.   

 In terms of the headline categories for crime, the Force has the highest incident rate and for 
concerns for safety and missing persons, we have the third highest.   Such high attendance 
rates place significant demand on our resources, particularly within the context of rising 
demand, low supervisory rates compared to other forces and high level of inexperience in the 
workforce. 

 
 

 The table below shows the attendance rate for key types of crime related incidents compared 
to the other forces using HMICFRS Big Data.  It helps the Force to understand how we 
compare in terms of the incidents we attend, the resources we send and the time spent at 
incidents compared to other forces. 

 It shows that for example in relation to burglary (which with one of the highest rates nationally 
presents significant volume for the Force), we attend most incidents (and at 95% rank the 
highest of all forces and considerably higher than the average).  However, at these incidents, 
we send fewer people and do not spend as much time at them.  When we look at outcome 
rates (see Section 4), burglary is particularly low at 3.5% despite the significant investment 
we are making in attending the vast majority of burglaries.  

 

 
 
 In terms of concerns for safety/missing persons, as outlined earlier, these present significant 

demand pressures for the Force.  For concerns for safety the Force ranks third highest in 
terms of attendance, but as with burglary we send fewer people to these and spend less time 
at them compared to other Forces. 

 In contrast, in relation to missing persons, which is also significant volume for the Force, we 
send more resources to incidents compared to other forces and spend longer at them.  For a 
high risk missing person (4,453 in 2018/19) we spend on average 18 hours dealing with them 
at a considerable cost (financial and opportunity) for the Force. 
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Emergency Attendance 
 

 
 In the 12 months up to December 2018, the Force attended 122,464 emergency incidents, 

which is a 4.6% increase on the previous year.  
 
Predicted Demand 

 FMS1 outlined that emergency incidents were on an increasing trend and predicted a 5.7% 
increase by March 2021. 

 The predictions for FMS2 are marginally higher than FMS1.  It is predicted that the Force will 
attend 144,974 emergency incidents per year by March 2023 (17.1% increase).  

 Increasing demand in this area reflects a continued increase in 999 calls and suggests that the 
severity of calls is increasing. 

 The increasing number of emergency incidents presents significant demand pressures for the 
Force.  In FMS1, we reported that on average 4.2 officers are deployed to an emergency 
incident compared to 2.7 for a priority incident, thus creating capacity issues for the Force. 
 

Priority Attendance 
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 In the 12 months up to December 2018, the Force attended 132,580 priority incidents, which is 
a 3.2% reduction on the previous year. 

 Priority incident attendance has been on a steadily increasing trend, but an increasingly robust 
triage process within the Contact function to identify whether there are subsequent lines of 
enquiry, is ensuring that incidents are only attended when it is appropriate to do so. 

 
Predicted Demand 

 FMS1 predicted that priority incident attendance would increase by 10.5% by March 2021. 

 However, this FMS predicts a steady reduction in priority incident attendance to 114,151 
by March 2023 (13.2% reduction).  

 The downward trend in priority incidents reported in 2018 is projected to continue in the coming 
months and again this is linked to the robust triage process that is being embedded within 
Contact and the Force Crime Management Unit (FCMU).  As the experience of call handlers 
grows, decision making in respect of incident attendance will be consistent in ensuring that 
calls that can appropriately be resolved without any deployment will be done so.  This, 
combined with new force policies such as the Hospital Absconder policy are expected to result 
in a continued downturn of incidents that are attended. 

 
Crime Data Integrity and Risk of Victimisation  
 
 Over the last few years, there has been a significant increase in crime as a result of the Force’s 

drive for ethical crime recording.   The chart below shows that the rate of increase is now 
slowing from a 28.5% increase in 2015/16 to 11.6% in 2018/19 and is now more consistent 
with the national trend.    

 The impact of crime recording is still assessed as accounting for most of the increase in crime.  
However, around 5.4% of the increase is estimated to be increased risk of victimisation. 
Offences associated with this increased risk primarily include violent crime (with and without 
injury), personal robbery, theft of motor vehicle, possession of weapons and public order 
offences.  These remain continued threats for the Force. 

 Whilst most of the increase in crime is associated with crime recording, this still has 
implications for the workforce in managing the associated demand.  This includes Contact in 
terms of managing increased calls for service, FCMU in assessing more incidents and 
determining whether they are marked for secondary investigation and frontline staff in terms of 
attending incidents and investigating crimes.  In all these scenarios, demand/workload is 
increasing and predicted to continue to increase.  

 HMICFRS have recently assessed the Force as ‘Outstanding’ in terms of crime recording 
standards 

 
 
.  

Case Study – Crime Recording 
 

The Force has recently been graded as ‘Outstanding’ for crime 
recording by HMICFRS.  We have well established and effective 
governance arrangements and a highly visible and accessible Office 
of the Force Crime Registrar (OFCR), which incorporates an audit 
and inspection team. Leadership and innovative communication 
methods to share important messages have contributed greatly to 
create a culture in which officers and staff fully understand the 
importance of crime recording. The OFCR has also developed and 
delivered a comprehensive bespoke training programme targeting 
officers and staff working in Contact and Safeguarding departments 
as well as integrating CDI into the post foundation student inputs, 
constable refresher and newly promoted sergeants courses in order 
to improve knowledge and understanding. Feedback mechanisms 
and a personal development objective linked to crime recording 
standards have been introduced to support continuous 
improvement. 
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Step Two – Establish the current status of the workforce and other assets: their 
performance, condition, capacity, serviceability, wellbeing and security of supply 
 

 
Performance and Effectiveness 

 In November 2017, the Force was graded as ‘Good’ by HMICFRS in terms of ‘how well it uses 
its resources to manage current demand’ and for its ‘planning for demand in the future’.  

 However, the Force did receive an AFI to ‘review processes within district control rooms to 
ensure consistency, so that incidents are fully risk-assessed and the right resources are 
allocated within the appropriate timescale’.  This has now been addressed through the new 
structures put in place to ensure consistency around THRIVE.    

 In terms of attendance performance in respect of emergency incidents, the Force attends 
81.2% of emergencies within 15 minutes, which represents a small improvement compared to 
2017/18 (80.5%). HMICFRS Response and Neighbourhood dashboards identify that the 
Force’s attendance performance at emergency incidents (both median response and 90th 
percentile response) compares favourably with a number of other forces. 

 In terms of priority incidents, in 2018/19 the Force attended 77.4% of incidents within one 
hour, which is a small improvement on the previous year (75.8%). HMICFRS Response and 
Neighbourhood dashboards identify that the Forces median attendance performance at priority 
incidents also compares favourably with a number of other forces. 

 In terms of satisfaction with attendance, in 2018/19, 83.7% of victims surveyed were 
satisfied with the speed of arrival, which represents an improvement on the previous year 
(82.3%). 

Capacity  
 
 Districts have recently utilised a ‘Response Calculator’ to determine whether they have 

sufficient response/patrol resources to respond to the increasing demand pressures outlined in 
this FMS, particularly the increase in calls for service, investigative demand and vulnerability 
threats, all within the context of financial pressures and an inexperienced workforce. 

 Across Districts, a number of changes have been undertaken to better align resources to 
demand.  These include minor changes to shift patterns to ensure that more officers are 
working during times of peak demand, creation of bigger teams in order to increase resilience 
and reduction in the number of deployment sites to reduce travelling times.   Other key 
initiatives have included appointments for victims, better use of dashboards to improve 
resourcing/tasking decisions and implementing an Abstractions Policy.  

 Despite the efficiencies introduced, the Response Calculator suggests that in all Districts there 
are insufficient resources to meet emergency and priority call handling aspirations. In 
response to this, as part of the growth posts there will be an additional 60 PCs dedicated to 
Neighbourhood Policing Teams and an additional 60 allocated to Response functions across 
the Districts.  This investment recognises the Force’s ambition to reduce demand, initially 
though effective problem solving and prevention, and to be able to respond better in dealing 
with live time demand.    

 Work undertaken this year has found that there is particular demand and strain on 
Sergeants.  This has included Activity Analysis data, Staff Surveys and interviews with 
Sergeants across different functions (Patrol, Safeguarding, NPT and CID).  Crime per 
Sergeants in patrol functions range from 51 in one part of the Force to 86 in another.  In terms 
of supervision, these range from 1:8.96 in one part of the Force to 1:13.86 in another. 

 Local Policing interviews with Sergeants found that handovers and file checks were seen as 
time consuming and Sergeants lacked the time to go out and work with staff.  Control Rooms 
were not seen as robust/directive enough and defaulted to Sergeants to find resources for 
incidents.   
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 To improve capacity and reduce demand, the Force has introduced a new Incident 
Management Unit, which aims to prioritise incidents and crimes that pose the greatest risk to 
the public.    

 
Capability  
 
 FMS1 did not reveal any significant capability issues across this area of demand. 

 Workforce inexperience was an issue raised in FMS1 and remains an issue with around 46% 
of frontline resources having less than two years’ experience, impacting on the capability 
of the workforce to impact on increasing demand.  High levels of inexperience also impact on 
capacity in terms of abstractions and the need for tutorship. 

 The emerging findings from the Forcewide Training Needs Analysis indicate that staff within 
District Patrol have the vast majority of operational and personal skills needed to effectively 
carry out their role. First Aid Refresher is emerging as a gap along with certain driving and 
public order skills within a small number of areas.  These gaps will be further explored and 
targeted by Learning and Organisational Development.    

 

Wellbeing  
 
 Sickness absence rates are monitored for the Force and for different functional teams. In 

relation to officers working on Patrol, absence levels have fallen in 2018/19 to 3.0% from 3.9%. 

 The most recent Staff Survey shows that the lowest levels of emotional energy are found 
across all areas of District Policing including Patrol.  This is coupled by high levels of challenge 
stressors in District Patrol given demand pressures, which can lead to burnout. 

 The Staff Survey also shows that Sergeants have higher levels of challenge stressors and 
hindrance stressors.  This coupled with lower levels of access to resources (time, staff etc.) 
leads to low emotional energy and burnout. 

 

Step 3: The actions we will need to take to make sure the workforce and other 
assets will be able to meet the demand we are anticipating (e.g. changing skills of 
the workforce, investing in new ICT and making efficiencies) 
 

 
Section 2a of the FMS highlights that calls for service (in particular 999) are increasing, which has 
significant implications for incident response.  The actions in Section 2a aim to reduce demand, 
shift more demand to online/self-serve, resolve more calls without deployment and re-examine the 
workforce mix for more investment in the front-end to reduce demand.  Linked to this, the key 
actions in terms of incident response are: 

 Embed the new Contact Model, ensuring the Incident Management Unit continues to provide 
outstanding customer service, by dealing with incidents at the earliest opportunity. 

 In line with actions in Section 4 (Investigations), re-examine the terms of reference for 
allocation of crimes to frontline officers to increase the number of crimes resolved at the first 
point of contact and without deployment. 

 Utilise HMICFRS Big Data more effectively to determine appropriate levels of 
attendance/resource to be more in line with peer Forces in order to maximise attendance and 
improve outcomes.  

 Ensure the organisation is effectively resourced to deliver primary functions around 
patrol/response.  There is a need to ensure that patrol and response do not operate in silos 
from Neighbourhood and Investigative functions. 

 Undertake a fundamental review of what resources/skills are required to attend 
crimes/incidents so the Force deals with these more efficiently and effectively. 
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Step 4: The Future Demand we do not expect to be able to meet, having made the 
changes and efficiencies in Step 3 
 

 
The changes above aim to reduce the demand required around incident attendance and allow the 
Force to be more scientific in our approach to attendance through the use of HMICFRS Big Data.  
The demand however is unprecedented and may still pose significant challenges for officers to 
attend incidents in a timely manner.  If incident attendance increases as predicted in this FMS it 
will be unsustainable to physically deploy to all incidents. 
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Section Three: Prevention and Deterrence 
 

This section is about Prevention and Deterrence and will focus on: 

 The Force’s prevention, deterrence and community based activities to reduce demand and 
make the community more confident in the police. 

 

Executive Summary 

 Providing Reassurance is one of the five purposes of the Policing Strategy with a strong 
focus on Neighbourhood Policing and improving public confidence.  This is also central to 
the Police and Crime Plan.   

 FMS1 found that austerity and the need to align resources to threat, harm and risk and meet 
increasing demand had led to a disinvestment in neighbourhood policing.  It stated that 
unless there is more investment in prevention and early intervention demand is likely to 
continue increasing. 

 Whilst this remains an ongoing threat, this FMS shows that there has been additional 
investment in neighbourhood policing over the last two years and our HMICFRS grading 
improved to ‘Good’ in 2017.     

 Anti-social behaviour and criminal damage are predicted to reduce and a stable trend is 
predicted for public confidence.  However, given the scale of overall predicted demand, the 
Force will need to make difficult decisions around what for example, it attends/investigates, 
which may have an impact on public confidence.   

 Capacity and capability has improved within the Force, but ongoing austerity has seen a 
reduction in partnership resources/initiatives around prevention and community safety and 
this remains an ongoing and potentially increasing threat.    

 Despite the changes we intend to make, demand is a key risk to the Neighbourhood Policing 
Model, as these resources tend to be abstracted when faced with increased demand or 
threat. 

 
 

Step One – Establish the gap between current demand and the demand you 
expect in the next four years 
 

 
Overall Crime 
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 The chart above shows that in December 2018 the Force recorded 298,475 crimes, which was 
on a par with the predictions in FMS1.  However, this FMS predicts a slightly higher 
increase in crime over the next four years to 372,286 by March 2023, an increase of 24.7%. 

 The reasons for the predicted increase are explored more fully in Appendix 4 (Investigations).  
Some of the increase is as a result of the continued impact of crime recording.  However, the 
rate of this has now slowed and some of the increase (currently around 5.4%) is due to 
increased risk of victimisation. 
 
Predicted Demand 

 FMS 1 found that a large proportion of crime was committed in a small number of 
Partnership Working Areas (PWAs), with 10% of wards accounting for one quarter of all 
crime committed, and this remains the case for FMS2.  These areas tend to have high levels of 
deprivation (with West Yorkshire having 300 Lower Super Output Areas in the top 10% of most 
deprived areas nationally) and are therefore demand generators for a number of agencies.   
Whilst unemployment rates have fallen to around 4.3%, West Yorkshire still has rates above 
the national average and both the economic inactive population and children living in workless 
households are above the national average.  These socio-economic issues are risk factors for 
offending and will continue to impact on crime levels.   

 It is clear that more focus on early intervention, prevention, problem solving and multi-
agency partnership work is needed particularly in these high harm areas to both prevent 
crime and address risk factors for offending.   The Force has now introduced a ‘Managing 
Demand App’ (see case study below), which is assisting in the targeting of resources to high 
demand/crime areas and together with a range of initiatives, it is anticipated that these will start 
to impact on crime and demand. 

 Partnership work is critical in resolving complex, long-term and often intergenerational social 
issues.  It is particularly important in areas such as violent crime, knife crime and all areas of 
safeguarding.   

 We anticipate that our investment in prevention and early intervention over the last year will 
start to have an impact on demand.  In particular, a preventative focus is needed to address 
violence and knife crime, which have seen recent increases and as shown in the Cost of Crime 
Analysis are high cost to policing and wider society. 

 
 
 
 
 
 
 

Case Study – Early Intervention 
 

The Together West Yorkshire Project has 
received funding from the Home Office and 
is supporting Early Intervention initiatives 
across all five Districts and Community 
Safety Partnerships to reduce serious violent 
crime.  Projects range from family 
intervention, mentoring schemes, engaging 
with young people on the fringes of 
exploitation by Organised Crime 
Groups/Urban Street Gangs and identifying 
those with Adverse Childhood Experiences 
who have experienced safeguarding events 
associated with violent crime. 

Case Study – Managing Demand App 
 

The Managing Demand App uses two years 
of incident data as its backdrop and 
refreshes every hour to identify the locations 
causing greatest demand across the Force.  
Such is the detail that the user can break the 
data down to give a fast time accurate 
picture of the localities causing greatest 
demand for policing resources.  This can be 
done by incident, location and crime type, 
enabling intervention and problem solving 
tactics to be employed quickly and easily. 
 

Case Study – Early Intervention Foundation and Strategy 
 

During 2017, the Force worked with the Early Intervention Foundation to develop an Early Intervention 
Strategy.  Districts are working closely with Local Authority Early Intervention arrangements to reduce 
demand and harm and improve community safety outcomes for communities and families.  The different 
approaches being implemented across Districts will enable us to identify and build on ‘what works’. 
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Anti-Social Behaviour (ASB)  
 

 
 52,000 ASB incidents have been recorded in the last 12 months, which represents a 12% 

reduction on the previous year.  Analysis of the Storm INCODES also highlights a 19% 
reduction in the past 12 months.  

 Despite the reductions, ASB remains a high volume demand pressure.  HMICFRS Big Data 
and Neighbourhood dashboards show that the Force’s attendance rate at ASB incidents is 
above average compared to other forces, however our response generally involves sending 
fewer resources than reported in other forces. 

 Virtually all incident types are reporting reductions in the past year, with youth related incidents 
(which account for one third of all ASB incidents) falling by 28% since April. However, incidents 
involving Nuisance Motorcycle/Quad bikes have increased slightly this year (by 4.5% to 7,478). 

 The Force undertakes Activity Analysis to better understand how officers and staff are 
spending their time.  Campaigns across three districts indicate that between 5-9% of 
officer/staff time is spent dealing with ASB and other non-crime incidents, whilst an increasing 
proportion of time is now spent providing reassurance (compared to 2006). 

 
Predicted Demand 

 This FMS predicts a reducing trend for ASB.  The chart above shows a predicted downward 
trend over the next four years (10.4%), which contrasts with FMS1, which predicted a stable 
trend. In addition, the Crime Survey for England and Wales (CSEW) shows a stable trend for 
perceptions around ASB.   

 Whilst the Force’s focus on ethical and accurate crime recording has the potential for impacting 
on the number of ASB incidents recorded, the fall in ASB incidents either by the measure of 
Storm INCODES or Storm finalisation suggests that the focus on neighbourhood policing, early 
intervention/prevention, community engagement and problem solving is having a positive 
impact on the level of ASB in local communities.  With continued emphasis, we expect this to 
continue to reduce demand. In addition, criminal damage, which is a strong indicator of ASB, 
has also been reducing.   

 However, dip sampling has suggested that the Force is now correctly recording incidents as 
public order instead of ASB, which accounts for some of the increase in public order and 
some of the reduction in ASB.  The increase in violence without injury (in particular malicious 
communication), may also account for some of the reduction in ASB, in terms of both a 
recording issue and a change in offending behaviour, given opportunities around social media.    

 Population changes indicate increasingly diverse communities, which may lead to increased 

community tensions creating more demand for the Force.  The Government’s Integrated 

Communities Action Plan aims to support and build upon strong and integrated communities. 
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Criminal Damage – Current and Predicted Demand 
 

 
 Criminal Damage offences increased in 2017 by 7.1% however encouragingly this upward 

trend was reversed in 2018 with the Force reporting a 4.1% reduction for the calendar year, a 
fall of 1,459 offences. 

 Analysis of HMICFRS Big Data Response and Neighbourhood dashboards show that the 
Force attends around 45% of incidents, which is slightly above the average (42%) and ranks us 
sixth.  West Yorkshire is on a par with other forces in terms of the number of people sent and 
the time spent at the incident.  With a marked for secondary investigation rate of 37% and an 
outcome rate of 8.1%, there is an opportunity to consider criminal damage attendance and 
investigative capacity as part of our Demand Reduction Strategy. 

 Activity Analysis results from campaigns in three districts identifies that functions such as Patrol 
and NPTs spend up to 6% of all their time dealing with criminal damage related incidents. 

 
Predicted Demand  

 This FMS predicts a reducing trend for criminal damage.  The chart above shows a predicted 
reduction in arson and criminal damage over the next four years from 30,825 offences in 
December 2018 to 25,662 by March 2023 (16.7% reduction). 

 In line with the trends around ASB, the increased focus on neighbourhood policing, community 
engagement and partnership working is having an impact on these types of crime. 

 
Public Confidence 
 

 
 FMS1 reported that public confidence has been on a reducing trend over the last few years. 
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 Public confidence is closely connected to police visibility, accessibility and tackling the issues 
that matter to communities, issues largely driven by neighbourhood policing, which until 
recently has suffered from disinvestment.    

 The chart above shows that according to the CSEW public confidence is on a stable trend 
in West Yorkshire although the Office for Police and Crime Commissioner (OPCC) ‘Your Views’ 
survey suggests it is still on a slow but reducing trend.   

 
Predicted Trend 

 It is difficult to predict the trend for public confidence.  Our investment in neighbourhood 
policing coupled with the value that the public put upon visibility should help improve public 
confidence.  However, numbers of Neighbourhood Policing Team (NPT) officers are still below 
pre-austerity levels and may not be able to fully meet public expectations.   

 With the predicted crime and demand increases in this FMS, we know that we need to think 
more radically about the choices we make in order to reduce demand and this could have a 
negative impact on public confidence. 

 Finally, many of the issues that the public rate as a concern do not match force priorities based 
on threat, harm and risk and so there can be the perception that the Force is not focussing on 
the issues that matter to communities.  The chart below shows the results of the latest OPCC 
‘Your Views’ survey.  Only drugs and burglary feature in the top 10 threats for the Force. 

 

 
 
 
 
 
 
 
 
 
 
 
 
 

Step Two – Establish the current status of the workforce and other assets: their 
performance, condition, capacity, serviceability, wellbeing and security of supply 
 

 

Performance and Effectiveness 
 

 In the 2017 PEEL Effectiveness inspection the Force was graded as ‘Good’ by HMICFRS for 
‘Preventing crime and anti-social behaviour and keeping people safe’.  In addition, very positive 
findings from HMICFRS insight work led to this area not being selected for inspection within the 
2019 Integrated PEEL Assessment. 

 The table below shows improving Force performance around anti-social behaviour, criminal 
damage and public confidence, which are more relevant for neighbourhood policing functions. 
 

 Performance in 2018 MSG position Outcome rate 
Anti-Social 
Behaviour 

Improving trend – 52,000 ASB 
incidents in the last 12 months 
(12% reduction) 

The CSEW reports WYP as 
having the 4th lowest 
perception of ASB in the MSG 

Not Applicable 

Criminal 
Damage 

Improving trend – 33,835 number 
of offences in last 12 months 
(4.1% reduction) 

3rd highest crime rate 2nd lowest outcome 
rate 

Public 
Confidence 

55.5% (September 2018) 4th highest confidence rating Not Applicable 

17.6%

13.9%
12.7% 12.2%

9.1% 8.4% 7.8%
5.7%

3.7% 2.8%
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Capacity: Resources into Neighbourhood Policing 
 
In FMS1, we outlined that as a result of austerity, increasing demand and increased threats around 
vulnerability, there has been a disinvestment in Neighbourhood Policing.  The table below 
shows the reduction in NPT resources between 2011 and 2016 and the recent investment over the 
last two years. 
 

FTEs 2011 2015 2016 2019 

PCs/Ward 
Officers 

983.18 831.12 237 333.36 

PCSO 732.42 597.17 565 599 

TOTAL NPT 1716.60 1428.29 802 932.36 

 
In response to the ‘Requires Improvement’ grading by HMICFRS in 2016 for Preventing Crime and 
ASB, a review of neighbourhood policing was undertaken.  This found that the current resourcing 
model for neighbourhood policing was not sustainable given that incident and demand was 
significantly increasing and capacity to deal with it was being stretched.  In March 2018, the Force 
launched its new Neighbourhood Policing Strategy focussing on community engagement, problem 
solving/prevention and early intervention.  Alongside this, the new Neighbourhood Policing Model 
invested an additional 100 Police Constables, 13 Sergeants and six Inspectors into neighbourhood 
policing.  Further developments in FMS2 around capacity are as follows:  

 In order to further enhance our preventative style of policing and increase capacity to deliver 
problem solving and early intervention, a further 60 posts will be allocated to 
Neighbourhood Policing this year as a result of the increased police precept.  Whilst the 
investment over the last two years has been considerable, this is still below pre-austerity levels 
at a time when demand has significantly increased.  For example since 2015, crime has 
increased by more than 50% resulting in an additional 100,000 crimes being recorded 
(although a significant amount of this is due to changes to crime recording and the Force’s 
positive and ethical response to this).    

 A formal Abstraction Policy is in place to protect NPT officers so that they are not abstracted 
unless there is a critical need. 

 Student Officers are now part of NPTs, which not only improves capacity but will also improve 
capability through embedding problem solving skills in the organisation.   

 The move to VSA2 shift pattern from FSDR has matched resources more closely to demand 
and has therefore improved capacity. 

 Our Value for Money Profiles show that we are spending £3.11 per head of the population 
less on police officers in Neighbourhood Policing Teams compared to other similar forces 
(those in our Most Similar Group – MSG), but £2.87 per head of the population more on 
PCSOs.  This is associated with the costs and allowances for weekends and shifts.  There is a 
need to ensure we are optimising the use of PCSOs within our neighbourhood policing 
functions.  Some good practice emerging is their role within Early Intervention Hubs or schools, 
which are critical for long term prevention, but do not require officers with full warranted 
powers.  

 The Force is improving capacity by our use of technology, whether this is body worn video to 
improve transparency and confidence, handheld devices to increase the amount of time 
officers are in the community, or algorithms to predict hot spot locations and task police officers 
more efficiently and effectively. 

 
 
 
 
 
 

 
 
  

Case Study – Predictive Analytics 
 

Patrol-Wise is a predictive policing project, initially funded by the Home Office, which uses algorithms to 
predict demand across a range of crime types and has now been rolled out forcewide creating patrol plans 
via an App on mobile devices.  The App helps us target our resources more efficiently and effectively and 
early indications suggests that Patrol-Wise contributes to the reduction of crime and through increased 
visibility has a positive impact on the interaction with local communities and problem solving.   
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Capacity: Partnership investment in Prevention and Community Safety  
 
In FMS1, we highlighted the range of partnership resources and initiatives that were in place 
across the County dedicated to prevention, early intervention and community safety and the 
importance of these for long-term demand/harm reduction.  However, we also reported that as a 
consequence of austerity, partnership resources had significantly reduced over the last few 
years, with partners often at crisis point.  As Local Authorities are a key player in prevention and 
early intervention, but are not a ‘protected Department’ for the CSR, we predict the position is likely 
to worsen over the next few years.  Further developments in FMS2 around partnership capacity 
are: 

 The Force has increased its’ focus over the last 18 months on early intervention and is 
working with Local Authorities across the County in different partnership arrangements such as 
Early Intervention Hubs.  Some good practice is emerging, however, Local Authorities must be 
the lead in this area, but arrangements are threatened due to resourcing issues.   

 The Police and Crime Commissioner has funded a number of community based initiatives 

over the last few years focusing on prevention and diversion and tackling issues such as ASB.  

This is improving the capacity of the third sector and community groups to tackle the issues 

that matter in their communities.   Examples include funding to Bradford, Calderdale and Leeds 

to tackle crime and anti-social behaviour caused by substance misuse, and funding for Third 

Sector development to support networking at District level amongst third sector organisations 

working to achieve the outcomes set out in the PCC’s Police and Crime Plan.  

 The Force has 59 Safer Schools Officers, which are part funded by schools.  However, these 

resources are not necessarily in the schools that need them most.  Analysis has shown that 

there are 21 schools in West Yorkshire that have not currently got a Safer Schools Officer, but 

would benefit from one, based on a range of indicators including exclusions, absenteeism and 

crime. 

 There are currently 14,010 families in West Yorkshire on the Troubled Families Programme, 
of which 4,646 families have achieved significant and sustained progress as of March 2018.  
The programme aims to reduce demand and dependency of families with complex needs.   
However, the future is uncertain as the current programme ends in 2020 and any further 
funding or developments will not be known until the Spending Review in the autumn.   

 
Capability  
 
FMS1 outlined the capability gaps identified by HMICFRS in their previous Inspection, which were 
mainly around problem solving and have now been addressed.  Key developments around 
capability for this FMS are: 

 Problem Solving masterclasses are continually ongoing and have extended to other functions 
within the Force and to external partners.  

 Emerging findings from the Forcewide Training Needs Analysis indicate an effective skills base 
in all District NPTs.   

 All Districts have committed to bespoke neighbourhood policing training days to ensure that 
topical issues are both planned and prepared for.  

 The Force has 14 Officers recruited through the Police Now Programme.  These Officers are 
posted to more challenging ward areas and in Leeds are working with ‘Intensive Engagement’, 
to engage with vulnerable communities.    

 Inexperience is still an issue for the Force with 46% of frontline staff having less than two 
years’ service.  This will remain an issue for the Force, particularly as PEQF will mean officers 
who enter through the Apprenticeship route will not have operational competence until three 
years (rather than the current two years).  However, in year three such officers will select one 
of three core areas to focus on, one of which is Community.  It is likely therefore that the PEQF 
will create specialists in either neighbourhood policing, response or investigations. 

 The Force has established a Neighbourhood Learning Forum, which is attended by NPT 
Inspectors from each District on a bi-monthly basis to share good practice around problem 
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solving, engagement and early intervention.  This is improving capability within the Force, 
through the sharing of good practice and ideas. 

 
Wellbeing 
 

 Sickness absence levels for both officers and PCSOs working on Neighbourhood Teams has 
increased over the past 12 months. Overall absence levels for Neighbourhood Teams stands 
at 3.9% as at March 2019, an increase of 1.7 percentage points compared to the previous 
year.  Absence rates for officers on NPTs stands at 3.3%, whilst rates for PCSOs are slightly 
higher at 4.7%. 

 The 2018 Staff Survey found that emotional energy due to demand pressures was one of the 
top three issues, particularly affecting Districts.  However, the levels of challenge stressors for 
NPT were considerably lower than in other District functions.  This suggests that 
neighbourhood policing is not seen as being as stressful in terms of work related demand as 
other District Policing Functions.  This is critical in terms of allowing the time for innovative 
problem solving in NPT and suggests that the ring-fencing and abstractions policy is working. 
 

Step 3: The actions we will need to take to make sure the workforce and other 
assets will be able to meet the demand we are anticipating (e.g. changing skills of 
the workforce, investing in new ICT and making efficiencies) 

 
Increasing demand is the main threat to policing and the NPT model.  The following are critical to 
both reduce demand and sustain the preventative policing model:  

 

 We have invested in and protected our Neighbourhood Policing functions, but now 
embedded the next step needs to be to fully understand and join up early interventions with 
partners.  A multi-agency co-located placed-based approach, focussing on the most 
problematic families and locations is needed, given that a small number of neighbourhood 
areas account for a disproportionate amount of crime and other social problems and are 
therefore demand generators for a number of agencies.  

 Early Intervention and prevention will be a key priority in our Demand Reduction Programme.  
This will require some investment, however we know that the cost of late intervention is 
staggering (the EIF estimate that around £17billion is spent each year by local and national 
agencies on acute and statutory services for children, young people and families in the UK).  In 
Section 1 (Finance), we have provided a limited analysis of the cost of crime in West 
Yorkshire (as not all crimes are costed in the Home Office Analysis).  If our demand predictions 
between 2018 and 2023 are accurate, the additional cost of crime to West Yorkshire Police will 
be £89.1 million and to wider society will be £1.2 billion.  Investment in prevention and early 
intervention can therefore not only improve outcomes but it can also reduce costs for all 
agencies. 

 Linked to this, we need to explore with our partners how analytics can help us identify those 
suffering from Adverse Childhood Experiences (ACEs), so that as a partnership we can 
identify those who may be at risk of harm or crime and intervene early.  We are exploring such 
potential with academia and through work with West Midlands Police.  Our Early Intervention 
Project in Calderdale is identifying those evidencing vulnerability through ACEs, through 
analysis of safeguarding events and crime victim/witness data.  This is being expanded with 
Local Authority data to further aide early intervention need.   

 There has been a review of our universal and funded offer around Safer Schools and we now 
need to ensure that we are maximising the opportunities that work in schools brings around 
crime and harm reduction.   A strong partnership with Education is critical in particular around 
violent crime and knife crime operating alongside robust policing intelligence and enforcement. 

 In response to this FMS, the Force will be making some tough choices about how it deals with 
increasing demand.  A Communications Strategy needs to accompany this so that the public 
understand the challenges and pressures the Force is dealing with, so that public confidence 
does not reduce significantly.  
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Step 4: The Future Demand we do not expect to be able to meet, having made the 
changes and efficiencies in Step 3 
 

 
Demand is a key risk to the preventative neighbourhood model as resources are usually 
abstracted from this function to deal with increased demand or to deal with new threats.  We know 
that more needs investing in prevention and early intervention to reduce demand long term, but 
unprecedented levels of demand are preventing that investment.  FMS1 highlighted the threat to 
neighbourhood policing given predicted increases in calls for service (warranting emergency and 
priority response) and crime.  However, the predictions in this FMS are steeper than FMS1 and so 
this remains an ongoing threat, as does the reduction in partnership resources, which are critical 
for prevention, deterrence and diversion.  In response to the changes suggested above there are 
some potential threats: 
 If the Force is to target resources based on threat, harm and risk, it is possible that there will be 

diminished service in some localities.  This could have an impact both on public confidence and 
on victim satisfaction.   

 A dip in public confidence is a threat, as the Force will need to make difficult decisions about 
how it deals with increasing demand, in the context of potential further reductions in resources.  
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Section Four: Investigations 
 
This section is about how the Force uses its’ investigation resources and will focus on: 

 Overall Investigative demand  

 Digital/online crime investigations 

 Custody 

 Forensic Services  

 Criminal Justice  
 

Executive Summary 

 Reducing and Investigating Crime is one of the five purposes of the Force’s Policing Strategy 
and Tackling Crime, Making Sure Criminal Justice Works for Communities and Supporting 
Victims are priorities in the Police and Crime Plan. 

 FMS1 identified concerns around increasing investigative demand given the predicted 
increases in crime, stable marking for secondary investigation rate and gaps in investigative 
capacity/capability. 

 This FMS predicts a steeper increase, with crime increasing to over 372,000 (24.7% 
increase) by 2023.  The predicted marking for secondary investigation rate at a stable 
51.9%, means that in terms of volume there will be an additional 39,502 crimes requiring 
secondary investigation, placing significant strain on investigative resources. 

 The predicted volume of investigative demand and the current processes around allocation 
of crimes presents a significant challenge for the Force. 

 Following the last PEEL Inspection, there has been a strong focus around investigative 
capacity and capability.  Whilst the Force still has a ‘Detective gap’, progress has been made 
and the risk has reduced to high amber on the Strategic Risk Register.  The Investigations 
Review has also made progress in addressing investigative capability. 

 Work is ongoing through the Digital Intelligence and Investigation Assessment Tool (DIIAT) 
to understand the scale of digital demand and our capacity and capability to address it.  The 
work is not yet complete but we anticipate that, despite recent investment, the Force will not 
have capacity/capability to deal with digital/online demand.     

 

Step One – Establish the gap between current demand and the demand you 
expect in the next four years 
 

 

Investigative Demand  
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 FMS1 reported that crime in West Yorkshire (common with all other forces in our Most Similar 
group) has been on an increasing trend over the last few years, with crime more than 
doubling since 2015. 

 A large proportion of the increase in crime over the last few years is as a result of the Force’s 
drive for ethical crime recording.   The rate of increase is now slowing from a 28.5% increase 
in 2015/16 to 12.5% in 2018/19 and is now in line with the national trend.   HMICFRS have 
recently assessed the Force as ‘Outstanding’ in this area.   

 The impact of crime recording is still assessed as accounting for most of the increase in crime.  
However, around 5.4% of the increase is estimated to be increased risk of victimisation. 
Offences associated with this increased risk primarily include violent crime (with and without 
injury), personal robbery, theft of motor vehicle, possession of weapons and public order 
offences.  These remain continued threats for the Force. 

 Encouragingly this year, some offences are showing a reduction and these include offences of 
residential burglary, criminal damage, theft from motor vehicle and shoplifting. 

 In understanding crime in West Yorkshire, it is important to consider the Crime Survey for 
England and Wales (CSEW), which reports people’s experience of crime.  Findings for West 
Yorkshire show long-term stable trends for crime with no significant change over the last 12 
months.  

 The increase in crime clearly has an implication for all investigative resources (volume, serious 
and major crime).  The table below highlights the total number of crimes recorded over the last 
two years and shows that in 2018 the Force recorded 294,000 crimes, over 30,000 more than 
in the previous calendar year of which 52% were marked for secondary investigation. 

 Crime types vary in terms of the proportion that are marked for secondary investigation, with 
high-risk crimes appropriately receiving a higher rate of secondary investigation.  However, 
there are some lower risk crimes that still attract a fairly high secondary investigation rate, 
where there is also a low outcome rate.     
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 The graphs below show that whilst between 2015 and 2016, the Force reduced the proportion 
of crimes marked for secondary investigation from around 70% to 50%, the actual volume of 
offences marked for secondary investigation has inevitably increased due to an increase in 
crime.   Compared to 2017, whilst proportionally the rate of secondary investigation is stable at 
around 50%, increased volume represents around 18,635 more offences that require a 
secondary investigation, presenting a significant threat.  It is clear from our analysis that 
there is relatively consistent approach, year on year, as to whether or not certain crime types 
are marked for further investigation.  

 The Post Implementation Review into the Force Crime Management Unit (FCMU) identifies 
that further investment is needed into FCMU to maintain a stable marked for secondary 
investigation rate due to the projected increase in recorded crime.   
 

 
 

 
 
Wanted People  

 At the end of March 2019 the Force had 795 BOLOs (Be on Look Out for) whose last recorded 
crime was in West Yorkshire.  

 The latest position represents good recent progress in reducing the number of outstanding 
BOLOs, which stood at 1,000 at the end of August 2018.   
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 The number of outstanding live warrants adds to the rich picture of wanted people across the 
Force area. At the end of March 2019, the Force had 1,845 outstanding live warrants. Similarly, 
to BOLOs, this latest position reflects an encouraging downward trend as the number of 

outstanding warrants peaked at over 2,100 during the summer of 2018.  
 Demand has reduced around BOLOs and wanted persons given a strong focus on these 

areas.  The development of a ‘Wanted Persons App’ is enabling effective prioritisation and 
targeting of nominals.  

 
Case Study – Wanted Persons App 

 
 
Predicted Demand 
Future demand for investigative resources is clearly influenced by the long-term trends in recorded 
crime.  FMS1 predicted that by 2021 there would be an additional 50,000 crimes recorded (totalling 
310,000), of which 50% (an additional 25,000 crimes) would require secondary investigations.   
This FMS predicts a steeper increase, with crime increasing to over 372,000 (24.7% increase) 
by 2023.  The predicted marked for secondary investigation in rate at a stable 51.9% means that in 
terms of volume there will be an additional 39,502 crimes requiring secondary investigation, 
placing significant strain on investigative resources.   Reasons for the increase in crime and 
investigative demand are as follows: 

 There remains a continued impact of crime recording, and policy changes at a national level 
have an impact on levels of recorded crime.  For example, the changes to the recording of 
stalking/harassment, coercive and controlling behaviour and human trafficking have been 
factored into this FMS.  Other national changes explored in other sections such as new 
definitions for domestic abuse, mental health and possible legislation around ‘upskirting’ have 
implications for recorded crime. 

 The impact of technology in facilitating a wide range of crime is explored in more detail below 
and under Serious and Organised Crime.  However, the increasing prevalence of the online 
world and the proliferation of technology creates new opportunities for crime and impacts on 
investigative demand. 

 There are some persistent areas of risk around crime as outlined above.  In particular, whilst 
violent crime, knife crime and robbery present low volume for the Force, they are on an 
increasing trend (in line with all other metropolitan forces).  There are also some persistent high 
crime areas, which are also demand generators for a number of agencies.  A small proportion 
of wards account for a large amount of crime.   

 The areas predicted to increase in this FMS (such as vulnerability demand) are higher risk and 
more complex and as such attract a higher rate of marking for secondary investigation, often 
with the need for specialist investigation.  Unless there is more capacity within FCMU, the 
sheer volume of crime may have an unintended consequence of a higher rate of marking for 
secondary investigation as staff struggle to deal with the volume of demand.   
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 Whilst crime is predicted to increase, there are opportunities to reduce investigative 
demand around low risk areas, where outcome rates are also low.  This is explored more fully 
in Step 3. 

 

Digital/Online Crime Investigations 
 
 Our understanding of digital/online crime is limited as it is widely accepted that both at a Force 

level and nationally, there is a lack of understanding of the scale and threat posed.   

 In terms of cyber-crime (covered in more detail in Section 7 – Serious and Organised Crime), 
98% is cyber-enabled crime (harassment, sexual/indecent reports and fraud).  However, the 
digital/online threat is a cross cutting issue across many types of crime and consequently we 
are seeing an increased demand for digital forensics and digital telecommunications as 
demand outstrips resources.   In response, Digital Forensics has been added as a new Red 
Risk on the Strategic Risk Register.   

 The Force is currently assessing itself against the Digital Intelligence and Investigation 
Assessment Tool (DIIAT) to understand the scale of digital demand and our capacity to 
address it.  The work is not yet complete, but we anticipate that it will reveal significant demand 
as many investigations now involve a digital element. 

 
Predicted Demand 
We predict that demand around digital/online crime will increase for a number of reasons: 

 Cyber-crime is predicted to increase from 12,000 offences to almost 17,000 by March 2023 
(37.1%).  

 The growing dimension of the digital world such as emergence of 5G networks, ‘internet of 
things’ and blockchain create opportunities for crime, but also other developments such as 
encryption hamper investigative capability.   

 As we invest more resources in Digital Media Investigators, Digital Forensics and Digital 
Telecommunications and improve capacity and capability, we will identify previously hidden 
demand.  
 

Custody 
 

 
 

 FMS1 did not identify any significant issues regarding custody demand.   

 During 2018, 46,743 detainees passed through custody, which was a slight reduction on the 
previous year.  The number of voluntary attendees remained static at 14,497. 

 The number of children detained was 3,698. 
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 Of all the detainees 21,183 (45%) had a mental health or substance misuse problem, which 
evidences the complexities of people coming into custody.   

 
Predicted Demand 

 As the graph above shows, the predictions around custody throughput are on track with FMS1 
predictions and are on a downward trend.  

 Key factors influencing reduced demand are the reduction in the number of s136 detainees, the 
reduction in children coming into custody, the reduction in the use of Police Bail and an 
increase in Voluntary Attendance.  

 However, the predicted increase in investigative demand (an additional 39,502 crimes, which 
will require secondary investigation per year by March 2023) will have an impact on custody 
and it is possible that demand will increase.  This therefore needs to be factored into the 
custody estate. 

 
Forensic Services 
 
 Forensic Services are delivered on a regional basis by the Regional Scientific Support Service 

(RSSS).   

 Over the last year, Crime Scene Investigators attended 33,675 scenes and dealt with 121,263 
submissions. 

 The top 10 demand generators for RSSS remain the same as FMS1 and account for almost 
82% of all CSI attendance:  

 

Burglary Residential  
Assault  
Burglary Commercial  
Assault Domestic  
Theft from a Motor Vehicle  
Theft of a Motor Vehicle 
Robbery 
Sudden Death 
Rape  
Criminal Damage 

 

36.21% 
11.84% 
10.23% 
4.92% 
4.24% 
3.90% 
3.88% 
2.49% 
2.22% 
1.92% 

 
Predicted Demand  

 As a reactive service, the demand in respect of RSSS is expected to remain proportionate 
to the predicted Force demand. 

 The increased use of digital devices across society is resulting in more opportunities to 
utilise imagery as evidence, which in turn is affecting the demand for services in Digital 
Editing functions. In addition, it is anticipated that the increased usage of Body Worn Video 
across the regional forces will further affect the requirements for an editing service.  As a 
result, we anticipate growth in this business area will exceed growth in more traditional 
forensic types. 

 An extensive triage system is already in place and it is unlikely that demand for external 
provision will reduce in any forensic discipline.  Demand is likely to continue to increase in 
the field of Cold Case Reviews (as forensic science advances) and submissions in support 
of Road Traffic legislation (prescribed limits for drugs) in particular. New innovative 
technology for the analysis of DNA have provided policing with new investigative tools, and 
demand for both techniques continues to increase. 
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Criminal Justice  
 
FMS1 provided a comprehensive assessment of cases dealt with at either Magistrates or Crown 
Court but did not identify any significant threats and there are no significant changes from last 
year.  Key issues for this FMS are: 

 The Investigations Review along with some dip sampling from Criminal Justice Support 
Department around Out of Court Disposals (OCDs) has identified an emerging trend of 
offences increasingly becoming ‘statute barred’ that remain on workloads and in some cases 
are still being dealt with.  A mix of frontline inexperience, high workloads and a lack of 
supervisory intervention all contribute and indications are that this is not improving. 

 There are a large number of recent and non-recent CSE cases impacting on Prosecution 
Teams demand, which has led to an increase of resources in this area.   

 There are large numbers of people Released Under Investigation (RUI), which is common 
with many other Forces and is an issue discussed by policing nationally.  Recently, the 
numbers have started to reduce from a peak of 7,000 to now 6,590.  The reduction is linked to 
the improved use of pre-charge bail, which has previously been identified as an issue relating 
to a lack of understanding of the new legislation (which has been a national issue for policing).  

 
Predicted Demand  
In FMS1, we outlined the issues that were likely to impact on the nature of demand within Criminal 
Justice, within the context of significant transformational reform.  These all remain relevant and 
include: 

 An increase in Safeguarding demand with more complex files, impacting on District 
Prosecution and Safeguarding Teams.  Increased online and digital demand adds to the 
complexity.  

 Digital charging is impacting on the work of Prosecution Teams with significantly more files 
being sent across the interface with the Crown Prosecution Service (CPS).  The Criminal 
Justice Digital First Programme is a high amber risk on the Strategic Risk Register. 

 Disclosure remains a key issue and is a low amber risk on the Strategic Risk Register.  
Changes brought about by the National Action Plan/directives necessitate increased workload 
across the Force from investigation through to file build and the ongoing review of cases. 

 Changes to Bail introduced in April 2017, have seen an increase in suspects being dealt with 
under Voluntary Attendance and a shift towards RUI.  As outlined above RUI remains a key 
issue for the Force. 

 There is increased pressure from CPS for the police to provide more and more pre-charge, 
often amounting to over-build. 

 

Step Two – Establish the current status of the workforce and other assets: their 
performance, condition, capacity, serviceability, wellbeing and security of supply 
 

 
Performance and Effectiveness  
 
 As outlined, the Force is dealing with a significant amount of crime and investigative demand, 

which is predicted to increase.  The table below ranks offences according to the likelihood that 
they will be allocated for a secondary investigation and the associated outcome rate (based on 
outcomes 1-8). 

 High risk crime understandably attracts higher rate of marking for secondary investigation, but 
some other volume lower-risk crime still attracts a relatively high rate of marking for secondary 
investigation, which is accompanied by low outcome rates. As an example the Force marks 
13% of theft from vehicle (which is high volume) for secondary investigation, but the outcome 
rate is very low at 1.4%.  In addition, CSI attendance at 4.24% is the fifth highest scene type 
attended for what is a low outcome rate. 
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 Outcome rates have been impacted by increases in recorded crimes, however an overall fall in 
the number of outcomes (1-8) is acknowledged and improvements are being driven through a 
number of initiatives including the Investigations Review. 

 The reduction in outcomes has been reported across a range of outcome types.  Over the last 
year, charges have reduced by 8%, cautions by 26% and community resolutions by 20%.  
However, the most significant reduction has been around TICs (offences which are taken into 
consideration), which have reduced by 71%.  At the same time, Outcomes 15 and 16 (which 
relate to evidential difficulties where the suspect has been identified or where the victim does 
not support the investigation), have increased by 49% and 79% respectively.   

 Whilst a fall in outcomes (1-8) is not unique to West Yorkshire, the downturn in outcomes 
combined with the increases in recorded crime means that outcome rates in West Yorkshire 
are generally similar but just below other forces. 

 Outcome rates need to be considered within the context of the volume of incidents the Force is 
attending as outlined in Section 2b.  Use of HMICFRS Big Data shows that compared to our 
peers the Force is attending most incidents at a much higher rate, creating significant demand 
pressures for our workforce.  As an example, the Force attends 95% of burglaries (compared 
to the peer Force average of 66%), but also compared to other forces sends less people and 
spends less time at the scene.  With an outcome rate at 3.5%, there is a need for the Force to 
consider not only appropriate levels of attendance but also the length of time spent at incidents 
to maximise outcome rates.   

 With the predicted increases in general demand and investigative demand in particular, the 
Force will need to review its approach to incident attendance and the allocation of crimes for 
secondary investigation, taking into consideration threat, harm, risk and the needs of victims.  
This will allow the Force to focus more on risk and the crimes that do require secondary 
investigation to improve quality of service and outcomes for victims.  The chart below shows 
the marked for further investigation rates for a range of crime types. 
 

(screened in refers to crimes marked for secondary investigation) 
 

Victim Satisfaction 
 
 Victim satisfaction is a strong indicator of effectiveness, but has been decreasing over the last 

few years, especially in the area around ‘keeping people informed’.    

 A new survey programme was introduced in April 2017, which seeks feedback from a wider 
group of victims than for the previously mandated Home Office programme.  It also 
differentiates between victims whose crimes were attended and those, which were not.  

 Analysis consistently shows that satisfaction is higher where we attend a crime.  Of the 
3,212 victims sampled between January and December 2018 whose crimes were not attended, 
67.7% were satisfied with the overall service provided (which is consistent with the previous 
year).  However, where we attended a crime, satisfaction levels were 78.3% (and slightly 
higher than the previous year). 
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 Analysis has highlighted that of the non-attended crimes, satisfaction levels were higher for 
victims who had a telephone investigation through the FCMU (at 70.1%), than for those who 
were not dealt with by the FCMU and therefore likely to have been resolved without 
deployment after a further triage by the Incident Management Unit (at 63.4%).   
  

Non-attended Crime 

  
Service Delivery 
Area 

12 months to Dec 
2018 

12 months to Dec 
2017 

+/- 
Significant 

Change Sample 
Size 

% 
Satisfaction 

Sample 
Size 

% 
Satisfaction 

FCMU 

Telephone 
Investigation 

1518 76.5% 449 83.3% -6.7% ↓ 

Crime Scene 
Investigation 

43 86.0% 20 80.0% +6.0% ↔ 

Overall 1523 70.1% 453 74.0% -3.8% ↔ 

IMU 

Telephone 
Investigation 

1213 69.7% 951 71.8% -2.1% ↔ 

Crime Scene 
Investigation 

83 91.6% 57 91.2% +0.3% ↔ 

Overall 1222 63.4% 991 66.1% -2.7% ↔ 

Total 

Telephone 
Investigation 

2731 73.5% 1400 75.5% -2.0% ↔ 

CSI Investigation 126 89.7% 77 88.3% +1.4% ↔ 

Overall 3212 67.7% 1851 68.4% -0.8% ↔ 

Attended Crime 

Service Delivery Area 

12 months to Dec 
2018 

12 months to Dec 
2017 

+/- 
Significant 

Change Sample 
Size 

% 
Satisfaction 

Sample 
Size 

% 
Satisfaction 

Actions Taken 6486 76.1% 5487 73.4% +2.7% ↑ 

CSI Investigation 1608 90.1% 489 93.5% -3.3% ↓ 

Keeping Informed of Progress 6493 60.8% 5506 61.4% -0.6% ↔ 

Treatment 6560 92.6% 5533 91.5% +1.0% ↑ 

Overall 6558 78.3% 5538 76.9% +1.4% ↔ 

 

 Victims are generally very satisfied with Crime Scene Investigators, whether their crime is 
ultimately attended or not, although there has been a slight deterioration over the last 12 
months. They are also typically very satisfied with the way officers and staff have treated them. 

 However, satisfaction with the actions taken and the way we keep victims informed of 
progress for burglary, violent crime and vehicle crime victims have steadily deteriorated over 
the last four years.  The way we update victims is consistently the weakest area of service 
delivery despite the introduction some years ago of a system to flag up with officers when 
victims should be provided with updates.  This area of service delivery has been incorporated 
within the user satisfaction action plan as a key area to focus on and District Inspectors are 
carrying out random dip samples of crimes to assess the contact made with victims.  Work is 
ongoing to address these issues as not only is victim satisfaction important, but failure to keep 
victims informed also creates repeat demand within the system.  

 Victims are most satisfied with the actions we have taken when they feel we carried out an 
appropriate investigation (84%).  This falls to 81% where victims do not feel we needed to 
carry out an investigation and to only 17.6% where victims feel that we did not investigate the 
scene but should have.   
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 Satisfaction levels do vary by crime/incident types with domestic abuse, burglary, robbery 

victims and safety and welfare callers being most satisfied with the overall service we provide.  

 

 
 
HMICFRS PEEL Inspection 
 
 In FMS1, we outlined that in the 2017 PEEL Assessment, HMICFRS graded the Force’s 

response to initial investigation, investigation quality and reducing re-offending as ‘Requires 
Improvement’. 

 HMICFRS identified ‘the quality of West Yorkshire Police’s initial enquiries, its’ supervision and 
its standard of investigation’ as a cause for concern and reported a lack of quality in basic 
investigative activity including statement taking, forensic awareness and recovery, handovers, 
scene preservation and exhibit handling.  They found that supervisory involvement in crime 
management at Districts was sporadic and inconsistent. 
 

HMICFRS AFIs for Investigations 
 

 The Force should provide frontline officers with the training and operational experience 
to ensure that they are able to retrieve forensic evidence from scenes of crime. 

 The Force should develop a policy outlining minimum investigative standards and roles 
and responsibilities of officers and supervisors. 

 The Force should ensure that all those carrying out investigations are provided with 
appropriate training and support. 

 The Force should ensure that there is regular and active supervision of investigations to 
improve quality and progress. 

 The Force should improve its process for and supervision of handovers to ensure all 
relevant information passed to investigators is complete and of sufficient quality. 

 The Force should ensure that those who are circulated and wanted on the PNC, those 
who fail to appear on police bail, named and outstanding suspects and suspects 
identified through forensic evidence are located and arrested.  
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 In response to these findings, a comprehensive review of investigations was established as 
well as a Gold Group to drive activity and accountability.  As a result, a number of 
improvements have been made.   

 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
Capacity  
 
The key capacity issue raised in FMS1 was around detective and investigative resilience, which 
as a result was added as a new red risk on the Strategic Risk Register.  This was an issue 
identified nationally by HMICFRS, with all Forces required to develop and implement plans to 
address the shortfall in the short, medium and long term.  FMS2 shows that whilst this remains a 
risk for the Force, improvements have been made and the risk has now reduced to high amber.  
Key developments for this FMS are as follows: 

 The detective gap is now at 27%, which is above the national average of (20%).  This equates 
to a gap of 240 Detectives and Trainee Investigators (TI) across Districts and Protective 
Services Crime as a whole, with the biggest gap (190) being at District level.      

 The greatest ‘lever’ the Force has to reduce the detective ‘gap’ is internally through the TI 
programme.  Crime Training has a capacity of 160 places per year and work is ongoing to fulfil 
the current trajectory. The TI programme is seeing more success and interest due to the 
streamlined recruitment process, academic support and financial support in terms of learning 
material and protected learning time for candidates to study.  

 The Force has just completed the first ‘Fast Track’ entry recruitment programme of 61 officers 
who will go on to become TIs.  This 61 separates into three cohorts and has been split 
according to need/risk of Districts. Due to the nature of the two-year training programme 
Districts will not see an impact on their detective numbers until after 12 months but this is 
unavoidable due to the need for training.  

 The Force has re-advertised the fast track programme and received 721 applicants.  A further 
84 (three further cohorts) are being recruited and due to join the Force in autumn 2019. This 
will be the last of the fast track recruitment, as the PEQF programme commences from 2020. 

 The Plan to address Detective resilience has a number of strands and is summarised in the 
case study below.  The Force is on track to reduce the detective/resilience gap by March 2022. 
 

 
 
 
 

 

Case Study – Investigations Review 
 

All activity within the Investigations Review links directly to the AFIs from the HMICFRS Inspection. 
The Review has driven a refreshed focus on volume crime and basic investigations, addressing 
cultural challenges through a directed communications campaign under the heading ‘We are all 
investigators’. Investigative training has been reviewed and revised for key frontline staff with a 
particular emphasis on effective investigative supervision at both Force and District level.  Further 
work is ongoing to ensure that protected learning time is embedded to improve capability across a 
variety of functions. The Review is also cognisant of demographic challenges and is closely linked to 
work to improve detective/investigative resilience. Corporate governance of volume crime 
investigations has been established under a Gold Group and performance frameworks have been 
refreshed through a new Local Policing Governance Board.  This is complemented by a more robust 
Local and Team Accountability structure, where investigations are a now the primary item and at 
which key stakeholders are held accountable. A corporate allocation, review, management and 
finalisation process has been established, which will ensure consistency and quality across Districts.  
Force policies have been updated around Handovers, BOLOs and a definitive Force Volume Crime 
Standard Operating Procedure has been developed.  The new Wanted Persons APP will also ensure 
timeliness and effectiveness in bringing offenders to justice.  
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 The Force has improved capacity and wellbeing of staff in the Homicide and Major Enquiry 

Team by reviewing the shift pattern, as this had not been providing sufficient operational 

resilience, was costing too much overtime and was also leading to breaches in the Working 

Time Directive.  Whilst there has been no uplift in staff, the new pattern has enabled greater 

resilience as well as ensuring staff have guaranteed weekends off.     

 

In addition to detective resilience, another key capacity issue raised in FMS1 was around the 

demand/work pressures on the frontline, high levels of inexperience in the workforce and the strain 

particularly on Sergeants.  Key developments for FMS2 are: 

 The role of Sergeants is critical, however there are some capacity issues identified as 

Sergeants are carrying a high workload ranging from 51 crimes per Sergeant to 86.   

 Activity Analysis around Sergeants shows there is clear evidence of the shift towards officers 

dealing with safeguarding related incidents and less time dealing with crime.  A lot of time is 

spent on incident related activities, relating to enquiries, paperwork/case file preparation and 

interviewing detainees.  Dip sampling suggests there is significant administrative burden being 

placed on Sergeants, creating capacity issues. 

 The high level of inexperience in the workforce impacts on capability as around 46% of front 
line patrol staff are student officers.  A significant numbers of Sergeants also have limited 
experience and investigative skills. 

 Levels of supervisory ratios are high, ranging from 1 Sergeant to 9 PCs in one part of the Force 
to 1 to 14 in another.  This clearly impacts on the management of volume crime, or ‘supervisory 
grip’ as identified by HMICFRS 

 

In terms of digital/online capacity, FMS1 identified the additional investment in Digital Media 

Investigators to deal with the increasing volume of investigations involving a cyber-element.  

Capacity remains a significant issue, given the increasing number of crimes/investigations that are 

likely to involve a cyber-element: 

 We anticipate that as a result of the Digital Intelligence and Investigation Assessment there is 

likely to be significant gaps in both capacity and capability in relation to digital/online demand. 

 Digital Forensics Unit is a Red Risk on the Strategic Risk Register.  Early indications from the 

Demand Review show that an upturn in staff will be required in order to meet the increase in 

demand and aspirational turnaround times for exhibits.  As a result of the increased precept, a 

number of growth posts have been allocated to this area.  This includes an additional 18 staff in 

the Digital Forensics Unit and six in the Telecomms Unit, to address high levels of demand and 

backlogs (See Section 7 Serious and Organised Crime).   

 

  

Case Study – Detective Resilience 
 

West Yorkshire Police’s Plan to improve detective/investigative resilience incorporates a range of work 
streams.  This includes a policy change for the internal TI process to simplify the application process, extra 
support both financially and protected learning time for TIs to help pass the National Investigators Exam 
(NIE) and design and implementation of a fast track detective process for external candidates.  There has 
also been a review of the current detective tutor process to provide a smaller number of dedicated tutors in 
each district and the creation of DS mentors to oversee TI development. The role requirements for Police 
Staff Investigators (PSIs) have been brought in line with those from the College of Policing and PSI 
development involves a career progression in line with the Professionalising the Investigation Programme 
(PIP) policy. West Yorkshire is the only force nationally utilising the Chronicle system to record and accredit 
its’ detectives. This means we have an electronic record of all our staff including TIs and at what stage of 
their accreditation they are at. We are currently using the PDR process to enable staff to evidence their re-
accreditation and copy onto Chronicle. An Analyst within the People Directorate is carrying out predictive 
forecasting overlaying all the different workstreams, which will be providing new staff to determine when our 
‘gap’ effectively becomes zero. This has been very useful in enabling us to understand the size of the threat 
and the control measures needed to reduce it at a corporate level.  
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In terms of custody, key capacity issues include: 

 There are some concerns around the current custody estate and the uncertainty on capacity 
with the two PFIs. There is also constant maintenance required on the police owned suites, 
which are older and require refurbishment meaning there will need to be planned closures.   

 Staffing continues to be a concern as much of the Detention Officer population are older, 

meaning the Force will lose a significant amount of experience in the near future. In addition, 

many Detention Officers join with a view to progressing to police officers, which is positive 

given the experience that they then take with them, but does have an impact on staffing within 

Custody.   

 

In terms of Forensic Services, Regional Scientific Support currently has capacity to deliver all 

services: 

 Shift patterns of operational resources are aligned wherever possible to demand profiles and 
as such all critical business areas are covered either by shift arrangements or when routine 
shift working is prohibitively expensive standby arrangements are in place to ensure service 
delivery. 

 RSSS holds assets, which enable them to deliver service effectively across the Region.  Assets 
range from specialist lasers, laboratory equipment, Livescan Unit to cameras, wireless flash 
cards and scene tents.  

 
In terms of Criminal Justice: 

 It was highlighted in Step 1 that there has been increasing demand from the large number of 

recent and non-recent CSE cases impacting on Prosecution Teams demand.  An additional 50 

police staff posts (Prosecution Team and Case Builders) have been funded to support non-

recent CSE cases. 

 Through Partnership Executive Funding, the PCC has provided funding to support the Criminal 
Justice Digital Delivery Team to assist with additional workloads due to digitalisation. 

 

Capability 
 
Capability is generally strong around most areas covered in this section.  FMS1 identified the 
biggest concern around capability was in relation to investigating crime as outlined by HMICFRS.   
The emerging findings from the Forcewide Training Needs Analysis from all District CID teams 
indicate an effective skills base across the organisation and from within Criminal Justice.   
However, the frontline investigative skills base will continue to be strengthened through a range of 
interventions following previous HMICFRS findings and Force research.   Skills gaps are 
highlighted with respect to cyber-crime and digital media investigation and this data will be used to 
plan and action appropriate Learning and Organisational Development interventions.  As outlined 
under the Investigations Review, a number of developments have improved capability in this 
area: 

 Investigative elements have been embedded into a range of courses including Tutors Course, 
Refresher course for frontline officers and newly promoted Sergeants course.   

 A round of two, one-day investigation courses have been delivered at Districts centred around 
the AFIs from the HMICFRS Inspection on Investigation. 

 A wide range of Investigation guidance documents have been developed as well as Force 
Policy around volume crime investigation, BOLOs and Handovers.   

 West Yorkshire is the only force nationally utilising the Chronicle system to record and accredit 
its detectives. The system provides the Force with an electronic record of all staff including TIs 
and at what stage of their accreditation they are at.   

 The Force is developing a career pathway for Investigators for both officers and staff, allowing 
staff lateral as well as upward development. The role requirements for PSIs have been brought 
in line with those from the College and PSI development involves a career progression in line 
with the PIP policy. 

 DS mentors have been created and are overseeing TI development. 
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 The need for Protected Learning Time has been recognised and options are now being 
progressed in order to ensure there is balance between training and operational resilience.   

 
In terms of the other areas in this Section:     

 There are some issues regarding capabilities within Criminal Justice around pre-charge file 
quality resulting in action plans from CPS and delays in charging. This is a particular concern 
with domestic abuse cases as it leads to victim attrition. This links to the issues of the high level 
of inexperience in the front line highlighted in FMS1 and poor supervision of workloads.  

 Capability within Forensic Services is good.   All resources are trained appropriately and 
services are accredited in accordance with the Forensic Service Regulator (FSR) 
requirements.  However, Scientific Support Services are now entering a period of significant 
change and the requirement of the FSR to attain ISO accreditation for all forensic services by 
2020 presents unprecedented challenges and will impact on costs as maintaining accreditation 
will exceed £1.5million in 2020/21.  Fingerprint searching comparison is anticipated to benefit 
from new technologies, which will improve the accuracy of automated searching which should 
present opportunities to compensate for the reduced productivity associated with accreditation. 

 
Wellbeing 
 
 The 2018 Staff Survey identified emotional energy as one of the top three issues given 

increased demand.  It also found that there were high levels of challenge stressors (perception 
of work related demands) across Crime, CID and Safeguarding, although the levels for RSSS 
were more in line with the force average. 

 The new shift pattern introduced in the Homicide and Major Enquiry Team is impacting 
positively on wellbeing.  The previous pattern had led to staff working long hours, exceeding 
the Working Time Directive and having rest days cancelled.  The new pattern ensures staff are 
not working any longer than six consecutive days and are guaranteed two long weekends in a 
six-week period. The work life balance issues have improved and levels of staff stress have 
decreased. HMET have started to attract far more applications from district staff and fewer 
people are now wishing to leave.  

 

Step 3: The actions we will need to take to make sure the workforce and other 
assets will be able to meet the demand we are anticipating (e.g. changing skills of 
the workforce, investing in new ICT and making efficiencies) 

 
This FMS predicts a steeper increase in crime than FMS1, with crime increasing to over 372,000 
(24.7% increase) by 2023.  The predicted marked for secondary investigation in rate at a stable 
51.9% means that in terms of volume there will be an additional 39,502 crimes requiring secondary 
investigation, placing significant strain on investigative resources.  It is therefore critical that 
investigative demand is reduced and the following actions are recommended: 

 The Force is investigating a large number of low risk crimes due to current allocation policy as 
illustrated by the case study below.  There is a need to change the terms of reference for the 
allocation of crimes to frontline officers and increase the number of crimes resolved at the first 
point of contact.  This will need further investment in FCMU to maximise investment at first 
point of contact and resolve more calls without deployment.   

 
 
 
 
 

 
 
  

Case Study – Malicious Communications 
 

A review of malicious communications found that over 16,000 offences were recorded in 2018, which is 
37.1% of all violence without injury offences and 10% of domestic abuse offences.  The dip sample showed 
most offences recorded were low risk with very little action expected by the victim.  Nevertheless 62% were 
allocated to frontline officers for secondary investigation, which lasted on average 4-6 weeks.  Work is 
underway to design a proportionate crime allocation policy for these offences with a specific aim of focussing 
investigative capacity only on those offenders where there is risk present, which will reduce demand and 
refocus investigative resources where they are needed most. 
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 With the level of calls for service and incident attendance identified in Section 2a and 2b and 
the investigative demand outlined in this section, there is a need for the Force to consider how 
best it utilises its workforce mix in the most efficient and effective way depending on the 
incident/crime reported. This could lead to the development of teams of uniform PIP1 and 
plain-clothes PIP2 PSIs working alongside Uniform Teams and Sergeants all with different 
roles and responsibilities, freeing up warranted officers to attend priority and emergency calls, 
with PIP2 PSIs working alongside Sergeants to help allocate and oversee investigations.  

 Embedding of protected learning time is critical if the Force is to ensure the regular and 
consistent training of officers and staff.  

 

Step 4: The Future Demand we do not expect to be able to meet, having made the 
changes and efficiencies in Step 3 
 

 
The predicted increase in crime and investigative demand outlined in this FMS presents a 
significant threat.  If the Force is to manage its’ investigative demand more effectively and improve 
outcomes, it needs to increase the amount of calls that can be resolved without deployment, to 
ensure that where an investigative resource is sent a quality investigation can be undertaken.  
Increasing the number of calls that can be resolved without deployment is therefore critical.  Even 
once the changes have been made: 

 The volume of investigative demand still presents a threat to the Force. 

 Digital demand is as yet unquantified but is likely to present an increasing demand pressure as 
well as posing significant issues around capacity and capability to address/manage that 
demand. 
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Section Five: Protecting Vulnerable People 
 

This section is about Protecting Vulnerable People and will focus on: 

 Domestic Abuse (including domestic related stalking and harassment) 

 Child and Adult Safeguarding 

 Child Abuse 

 Sexual Offences 

 Hate Crime 

 Honour Based Violence, Female Genital Mutilation and Forced Marriage 

 Human Trafficking and Forced Labour 

 Missing Persons 

 Mental Health  

 Harassment, Stalking and Cyber Bullying 
 

Executive Summary 

 Protecting Vulnerable People is one of the five purposes of the Policing Strategy and one of 
the outcomes in the Police and Crime Plan. 

 FMS1 found that demand was predicted to increase in most areas of vulnerability but in 
particular, around domestic abuse, child sexual exploitation and abuse (CSEA), sexual 
offences, adult safeguarding, hate crime and modern slavery/human trafficking (MSHT).  In 
most areas, FMS2 is predicting slightly lower levels of increase, apart from mental health 
incidents and MSHT.  However, increases here are primarily assessed as due to better 
recording, although for MSHT an increase is also associated with increased identification of 
criminal exploitation of children and vulnerable adults.     

 FMS1 identified domestic abuse demand as a particular concern.   Whilst FMS2 predictions 
are slightly lower, demand is still predicted to increase by 27.7% by March 2023 and at 
82,630 incidents, presents significant volume.    

 FMS1 identified emerging threats around criminal exploitation of children and vulnerable 
adults.  We now have a better understanding of the threats and challenges associated with 
this, which presents a significant challenge given the connections with organised crime, 
violence and other areas of vulnerability such as missing people, CSEA and MSHT. 

 More positively, whilst FMS1 predicted increases in missing persons, over the last year 
strong partnership working, problem solving, grip and focus on key individuals through better 
use of data has led to a reduction, and we now predict demand to reduce. 

 Partnership commitment is critical in all areas of Safeguarding but there are significant 
capacity issues within Social Care, with three of the five Local Authorities in West Yorkshire 
currently in ‘Special Measures’.   This presents some challenges with the need to implement 
new Child Safeguarding arrangements from September 2019. 

 There has been additional investment in Safeguarding as a result of the policing precept 
increase, primarily around growth in 20 Police Staff Investigators, 30 Investigative Support 
Officers and Prosecution Team Officers. 

 Despite this, demand is outstripping and continuing to put considerable strain on resources, 
particularly within the context of inexperienced officers and investigative capacity/resilience.   

 As a result, Safeguarding demand (in particular domestic abuse) presents a significant 
challenge and there is a real need to undertake a whole systems review of process and risk 
assessment to identify how to better deal with and reduce demand.  CSEA and exploitation 
of children and vulnerable adults also present significant challenge and it is therefore 
important to maximise new opportunities around Safeguarding arrangements, which come 
into force in September 2019 to ensure a whole systems, multi-agency approach to Child 
Safeguarding.   
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Step One – Establish the gap between current demand and the demand you 
expect in the next four years 
 

 
Domestic Abuse (including domestic related stalking and harassment) 
 

 
 

 FMS1 identified demand around domestic abuse incidents and crime as one of the most 
significant challenges and this remains the case.   

 Over 64,000 incidents were recorded in 2018, which is an 11% increase on the previous year.    

 The Force’s focus on ethical crime recording has increased the likelihood that an associated 
crime will be recorded following a domestic incident. In 2018, over 70% of all domestic 
incidents resulted in a crime being recorded compared to 40% in 2015. Almost 80% of all 
domestic crimes are now marked for secondary investigation. 

 The number of incidents, which involve a repeat victim or a repeat suspect, have continued to 
increase.  47% of incidents involve a repeat victim (an increase on 45% from 2017) and 46% 
involve a repeat suspect (an increase from 40% in 2017). The increase of crime incidents is 
likely to have had an effect on these rates as crime incidents require suspects and victims 
recording for data integrity. 

 There has been an increase in violence related incidents with 53% of all incidents in 2018 
being categorised as violent compared to 47% in the previous year. This increase is to be 
expected when considering the increases in violence against the person crimes, specifically 
violence without injury. Again, new recording practices have had an influence on this increase 
in areas such as harassment.  

 The highest-ranking outcome for domestic abuse is the victim refusing to support the 
investigation, which accounts for 54% of all outcomes and is an increase of 6% year on year. 
An increase of 3% was also seen in police related evidential difficulties, which now stands at 
28%. Overstretched Safeguarding Units are likely to have an effect on outcome rates with less 
time to engage with victims. Lower level crimes are also being dealt with by patrol officers with 
less expertise in dealing with victims of domestic abuse.  Both issues may affect a victim’s 
willingness to continue with an investigation. 
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Predicted Demand 
FMS1 predicted a significant increase in domestic abuse with demand increasing by 44.8% to 
84,107 offences by 2021.  FMS2 predictions are slightly lower, with a 27.7% increase predicted 
over the next four years, leading to 82,630 offences by March 2023.  Key factors influencing this 
demand include: 

 The continued impact of crime recording and in particular changes around the recording of 
harassment, which came into force in April 2019. 

 The overall level of violent crime is increasing and predicted to continue to increase.  A large 
proportion of violent crime is domestic abuse. 

 10% of domestic abuse is low-level malicious communications, which we predict will continue 
to increase given the increasing prevalence of smart phones and social media.     

 Anticipated domestic abuse legislation, which is likely to come into force within the next 18 
months, will create a statutory definition of domestic abuse, which may widen the number of 
offences and therefore increase demand (as per the recent changes around coercive and 
controlling behaviour).  It will introduce a new Domestic Abuse Commissioner, who is likely to 
increase the focus/scrutiny around domestic abuse as well as widening the scope of civil 
Domestic Abuse Protection Orders, which will be available to other agencies as well as the 
police.  This will add demand to the Domestic Violence Protection Order (DVPO) Team and on 
Districts to police these orders. 

 The legislation will also introduce new statutory guidance for the police on Stalking Protection 
Orders and place the Domestic Violence Disclosure Scheme on a statutory footing including a 
new duty on the police to have regard to the guidance. 

 There is likely to be increased scrutiny of domestic abuse investigations and stalking and 
harassment offences through the new joint Police/CPS protocols and new Stalking Protection 
Orders are likely to create increased demand when they come into force later this year.   

 The presence of children at domestic abuse incidents is a key predictor for future involvement 
in domestic abuse and is a recognised Adverse Childhood Experience.  Last year around 28% 
of incidents involved a child present, though this is likely to be an under-estimation due to 
inconsistencies in recording. 

  

Case Study – Whole Systems Approach to Domestic Abuse. 
 

As part of the Regional Whole Systems Approach to domestic abuse, cars staffed by a police officer 
and Independent Domestic Violence Advocate (IDVA) attend incidents of domestic abuse.  The cars 
are deployed in each District at hours of peak incidence, address the initial support needs of 
victims/families, and support evidence gathering, including the taking of statements.  Cars have now 
attended approximately 1500 incidents and an analysis of criminal justice outcomes shows that where 
cars have been deployed, twice as many incidents result in a formal criminal justice response.  The 
Police Transformation Fund will provide a further 12 months funding to retain the current Partnership 
Car deployment in West Yorkshire. 
 
In addition, a Criminal Justice IDVA works closely with the Domestic Violence Protection Order 
(DVPO) team to ensure that DVPOs are sought, evidenced and monitored in all relevant cases.  They 
also co-ordinate support for the victim going through the DVPO and other criminal justice processes. 
The Criminal Justice IDVA works closely with the DVPO team, giving advice and support on specific 
cases, as well as monitoring outcomes of applications and compliance with orders.  Liaising with key 
stakeholders, including MASH, MARAC Co-ordinators and IOM managers, the Criminal Justice IDVA 
ensures the efficient sharing of information regarding cases involving the DVPO team. 
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Child Safeguarding  
 

 
 

 The above chart includes neglect, cruelty, abandoning a child and exposure to risk.   

 In FMS1, we reported that there had been an increase in crimes of cruelty to children/young 
persons.  The upward trend has continued into 2018/19 as the 554 offences recorded 
represents a 45% increase on the previous year. 

 We also reported that the number of children on Child Protection Plans and Child in Need 
Plans had increased.  In 2017/18, the number of children on Child Protection Plans reduced on 
a County level although some Local Authority areas actually saw increases.   In 2017/18, the 
number of Child in Need increased on a County level, although numbers in some Local 
Authority areas increased and others decreased. 

 The numbers of children taken into police protection has reduced. 

 There are 3790 children in Local Authority Care, which is a steady increase over the last few 
years. 

 The rises could be as a result of iLearn ‘Professional Curiosity’, awareness and better 
recording of external referrals and better categorisation. 

 Three of the Local Authorities Children’s Social Care have been put into Special Measures 
following Ofsted Inspections, which is likely to have contributed to increased scrutiny of child 
related issues and increased referrals. 

 
Predicted Demand 

 This FMS predicts a steady increase in the number of cruelty to children and young person’s 
incidents, given the increase in all the above areas, which are indicators of neglect and 
increased scrutiny.   

 Professional curiosity, more scrutiny and increased understanding between neglect and other 
areas of vulnerability such as missing persons, CSEA and child criminal exploitation (CCE) will 
increase focus in this area, including wider awareness around ACEs.   

 Children living in problematic socio-economic conditions and experiencing multiple 
disadvantage can be vulnerable to neglect and other safeguarding issues.  West Yorkshire 
continues to have areas of significant deprivation, with nearly 300 Lower Super Output Areas in 
the top 10% most deprived in the country. 

 In addition, 14.4% of children live in workless households in West Yorkshire, which is above 
the national average of 10.7%.  

 Nationally, the volume of safeguarding referrals is expected to increase, as is familial violence 
and neglect.    These require multi-agency responses, which are complex in nature and 
therefore take more time to deal with. 

 Addressing Adverse Childhood Experiences (ACEs) is critical to reduce vulnerability, harm 
and the intergenerational impact that multiple disadvantage can have.   
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Adult Safeguarding  
 

 
 The graph above identifies any safeguarding occurrence where it is classified as an adult at 

risk.  

 Bradford is the only area, which has a dedicated Adult Multi-Agency Safeguarding Hub (MASH) 
and as identified in FMS1, accounts for most of the adult safeguarding occurrences reported.   

 
Predicted Demand 

 FMS1 predicted a significant increase in adult safeguarding, but based on recent trends, which 
have seen a levelling out and reduction in numbers, statistical forecasting suggests a reducing 
trend.   

 It is possible that the increase in mental health demand explains some of predicted reduction in 
adult safeguarding occurrences, in that mental health triage is proactively dealing with potential 
incidents before they are recorded as an adult safeguarding occurrence.   

 There are limitations to the statistical forecasting and although the chart predicts a levelling out 
of incidents and a reduction in the long term, we predict that incidents are more likely to 
increase.  There are a number of factors influencing this: 

o The elderly population are the fastest expanding group, which is likely to increase 
demand around adult safeguarding.   By 2025, nationally there is expected to be 2.8 
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million people aged over 65 in need of nursing and social care and dementia related 
illness is forecast to increase by 40%.  

o Bradford is currently the only District to have an Adult Safeguarding MASH.  
Occurrences are likely to increase if other Districts develop stronger partnerships in 
these areas. 

o An initial analysis of domestic abuse cases involving older people suggests that this is a 
significant area of hidden and unmet demand.  The Force has recently secured funding 
with academia to research the extent of child to parent violence, as this is an area that 
is not well understood. 

o HMICFRS are to undertake a thematic inspection around elder abuse, which is likely to 
increase focus and scrutiny in this area. 

 
Child Abuse (Child Sexual Exploitation and Abuse) 
 

 
 FMS1 identified CSEA as one of the most significant challenges and this remains the case.   

 The upward trend of CSEA continues with over 6,600 offences recorded in 2018 (a 15% 
increase on the previous year).  CSEA scores high in risk assessments, due to harm as well as 
capacity to address it (particularly given the ongoing demand associated with non-recent 
offences). 

 In FMS1, we outlined specific concerns around Indecent Images of Children (IIOC) and 
livestreaming, which have increased by 22% over the last 12 months.  Much of the increase 
can be attributed to increased proactive work ongoing to identify individuals who share such 
images, as well as referrals from other agencies and Forces.   

 The involvement of cyber in child sexual abuse offences has increased by 88% in the previous 
12 months, with 1,059 offences having a cyber-flag compared to the 562 in 2017.  When 
looking at CSE cyber related offences, this has also increased by 48% over the past 12 
months. 

 Non-recent CSE continues to present demand pressures and accounts for around 40% of 
CSE demand. The most recent update from the Independent Inquiry into Child Sexual Abuse 
(IICSA) indicates a continuing upward trend in reports concerning institutional offending and 
reports that this is likely to remain the case for some time. 

 Criminal exploitation of children and vulnerable adults was identified as an emerging 
threat in FMS1 and scored high in terms of risk assessment, given its links with organised 
crime, violence and vulnerability. 
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 Our understanding of the nature of the problem is increasing; however, we still do not fully 
understand the scale of the threat.  What is clear is the increasing number of OCGs exploiting 
children and vulnerable adults with several factors heightening an individual becoming ‘at risk’.  
These include having prior experience of neglect, physical and/or sexual abuse, economic 
vulnerability, homelessness or insecure accommodation status, domestic violence, mental 
health issues, connections with other people involved in gangs and being in care.  There are 
strong connections here with other areas of vulnerability and the intergenerational impact of   
Adverse Childhood Experiences (ACEs).      
 

Predicted Demand 
FMS2 predicts a slightly lower rate of increase than FMS1, however this is still significant 
volume, with offences rising to 10,624 by 2023 (54.8% increase).   Key factors influencing this are: 

 The NSA estimates that around 80,000 people present some kind of sexual threat to children 
on-line and FMS 2 predicts that indecent images will increase by almost 40% by March 2023.  
The NSA reinforces however, that children are more vulnerable to sexual abuse from people 
they know, with around two-thirds of child sexual abuse reported committed in the familial 
environment or by someone close to the child. 

 Use of the dark web, encryption and other new technologies may increase the 
opportunities for the sharing of indecent images/livestreaming.   There are opportunities to 
address these threats through technology companies blocking/shutting down harmful material 
to prevent grooming and livestreaming. 

 The IICSA has developed a communications plan and continues to encourage the reporting of 
non-recent offences, through the Truth Project.  Around 4,000 sessions will be held this year, 
which is anticipated to increase demand for forces from spring 2019 onwards.  Operation 
Hydrant continues to report an increase in non-recent demand primarily in an institutional 
setting and predicts further increases. Of the referrals, around 60% also present a live 
safeguarding risk.     

 Online CSEA Activist Groups (OCAGs) continue to present demand for the Force and the 
latest National Strategic Assessment predicts that such Groups will continue to identify 
increasing numbers of suspected perpetrators. 

 The scale and nature of Criminal Exploitation of Children is still not fully understood but a 
recent report from the Children’s Commissioner estimates there to be around 27,000 children 
being groomed for gang membership and vulnerable to exploitation. 

 Our intelligence picture around Criminal Exploitation is improving, with intelligence submissions 
increasing by 2090%.  As we focus on this area as a priority, we anticipate that the number of 
victims and perpetrators will increase.    

 Improvements in crime recording and the increase in knowledge and awareness amongst 
police and partners to identify criminal exploitation may lead to an increase higher than the 
above predictions.  It is estimated that the size of criminal exploitation of children and 
vulnerable adults will be around the same if not higher than CSE as there are broader related 
offences.   
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Sexual Offences  
 

 
 
 Sexual offences continue to present increasing demand and the Force has the second 

highest amount of both rape and other sexual offences in the MSG.  There has been a 6.9% 
increase in sexual offences in 2018/19; rape has increased by 13.7% from 2,957 to 3,362, 
whilst all other sexual offences have also increased by 2.6% from 5,147 to 5,280. 

 Rape offences account for just under 40% of all sexual offences and around 40% of these 
offences are non-recent (offence committed at least 12 months previously). Sexual assaults 
account for 30% of all sexual offences. 

 The majority of rapes are domestic or acquaintance, with only 4.6% of rapes where an offender 
is linked, classed as stranger rapes. 

 49% of victims of sexual offences were aged 16 or under, which shows the links with CSEA.   

 Non-recent offences (those which occurred over 12 months before being reported) increased 
by 13% in 2018, from 1,527 in 2017 to 1,729 in 2018. The number of non-recent sexual 
offences accounts for 20% of all sexual offences and presents no change from 2017. 

 The sharp increases in sexual offences over the past couple of years has been driven by a 
number of factors including improvements in crime recording and improved confidence of 
victims to report their crime. Accurate and compliant recording of sexual offences has been a 
key focus of the Forces drive to ensure we instil a victim-focussed approach to crime recording 
and these improvements are now embedded in Force recording practices, resulting in the 
slowing down in the rate of increase. 

 
Predicted Demand  

 This FMS predicts a 21.8% increase in sexual offences by March 2023 (to 10,623 offences), 
which is slightly lower than predictions in FMS1.    Part of this predicted increase is as a result 
of ongoing improvements in crime recording and the confidence of victims to report such 
offences.  It is difficult to assess how much of the increase is as a result of an increased risk of 
becoming a victim. 

 It is assessed that the number of non-recent sexual offences will remain at the same level as 
volumes begin to stabilise. 

 The Voyeurism (Offences) Act 2019 received Royal Assent on 12th February and will create a 
specific sexual offence of ‘upskirting’.   This will potentially increase the number of sexual 
offences recorded.  
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Hate Crime 
 

 
 
 Hate incidents increased by 19.1% (1,335 offences) in 2018, to 8,327 with all strands seeing 

an increase.  This is a significantly higher increase than the previous year (15%) with the 
majority of the increases relating to offences such as public order and violence without injury, 
offences that have been and continue to be those offences most impacted by improvements in 
crime recording. 

 Race hate incidents account for just over 70% of all hate related incidents and these 
increased by 21% in 2018. Faith related hate incidents account for 6% of all hate incidents and 
increased by 22% last year, whilst Disability related incidents, which account for 11% of all hate 
incidents, saw a larger (59%) increase. 

 In respect of hate incidents that relate to either Sexual orientation or are Transphobic, these 
incidents have increased by 41% and 95% respectively however the annual volumes remain 
relatively low. Sexual orientation incidents account for 11% of all hate incidents whilst 
Transphobic hate incidents are less prevalent and account for 2% of all hate incidents. 

 Over 80% of all hate crimes relate to public order and violence without injury (including low-
level harassment). These particular offence types have increased in part due to the continued 
focus on ethical and accurate crime recording, which ensures that victims are identified and 
can receive the support and focus required. 

 The outcome rates (1-8) are highest for Race and Faith hate crimes at around 10% but rates 
are falling. 

 
Predicted Demand 
FMS1 predicted an increase in hate crime of 48% by 2021.  However, the predictions for this FMS 
are steeper.  We predict incidents will increase by 58.3% by March 2023 to 13,685.  The 
reasons for the predicted increase reflect FMS1 considerations and are: 

 A large proportion (80%) of hate crime relates to low-level harassment and malicious 
communications offences that continue to be impacted by improvements in crime recording. 

 The Force is seeing a particular growth in malicious communications given the increasing 
prevalence of smart phones and social media and this clearly has an impact on hate crime.  
The cyber-enabled element of hate crime is predicted to increase therefore more significantly. 

 Continued campaigns and reassurance messages promoting awareness of hate crime will 
continue to encourage victims to come forward and report hate crime.   

Projection: Hate Incidents

12 months to: Mar 2018 Dec 2018 Mar 2019 Mar 2020 Mar 2021 Mar 2022 Mar 2023

Actual / FMS 1 projection 6,992 7,515 7,711 8,408 8,965 - -

Actual / FMS 2 projection 6,992 8,327 8,642 9,903 11,163 12,424 13,685

% variation - 10.8% 12.1% 17.8% 24.5% - -

FMS 2 projection vs. Mar 2019 - - - +14.6% +29.2% +43.8% +58.3%
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 It is likely that the UK’s departure from the EU will have an impact on hate crime.  An increase 
was experienced in the immediate aftermath of the referendum and it is possible that if the 
eventual deal does not address issues such as immigration, then this could lead to public 
protests, increase in hate crime and an impact on community cohesion.    

 

Honour Based Abuse and Forced Marriage 
 

 
 

 FMS1 reported an intrinsic link between Honour Based Abuse (HBA) and Forced 
Marriage (FM) as the majority of HBA intelligence relates to abuse following an arranged 
marriage or abuse following the discovery of a relationship that is not approved by the family.  
As such, these have been assessed together. 

 FMS1 reported that both HBA and FM were likely to be significantly under-reported, as they 
tend to be hidden crimes.  Intelligence submissions are particularly low and reported demand 
does not reflect the full extent of the problem. 

 There has however been a slight increase in offences with almost 400 occurrences of HBA/FM 
reported during 2018.   

 The Force is working with academia to identify early warning signs for FM/HBA to then inform 
policy and procedures.   

 
Predicted Demand 
FMS1 predicted a continuing and steady increase in HBA/FM and this remains the predictions in 
this FMS.  Key factors for this are in line with FMS1 and include: 

 Despite increased awareness and campaigns, these remain hidden crimes with a reluctance to 
report so increases will not be excessive.  

 As the cultural practice of arranged marriage is less accepted by young men and women it is 
possible that more coercion and threats will be used to ensure the practice continues.   

 The UK’s departure from the EU may increase in the number of sham marriages to facilitate 
entry to the UK.  This has already been identified as a threat in the National Strategic 
Assessment. 
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Female Genital Mutilation 
 

 
 

 Female Genital Mutilation (FGM) remains a hidden crime, which goes unreported and 
undiscovered until professionals such as doctors, nurses, midwives or social services become 
involved. 

 As such, few offences are reported directly to the police, most referrals come from third parties. 

 37 offences have been recorded in 2018, which is an increase of four from the previous year.   

 The spike in referrals in 2015 and 2016 coincided with the change in legislation in 2015, which 
introduced FGM Protection Orders.  This was also accompanied by a national strategy, dealing 
with HBA and FGM, as well as CPS and NPCC Protocols and a significant national media 
awareness campaign. 

 This increased awareness and focus may have led to an initial increase in referrals, which has 
now levelled out. 

 To date there has only been one prosecution nationally for FGM. 
 
Predicted Demand 

 Based on recent trends we predict a similar level of reporting will continue over the next four 
years.  This will continue in the main to be through third party referrals. 

 The first successful prosecution for FGM may lead to increased demand. 
 



65 
 

Human Trafficking and Forced Labour 
 

 
 

 Offences of Modern Slavery/Human Trafficking (MSHT) continue on an upward trend, 
although the true scale and nature is still not known, as it is still believed to be significantly 
under-reported.   

 The Force consistently is one of the highest referrers of Potential Victims of Trafficking to the 
National Referral Mechanisms (NRM).  In 2018, we submitted 121 referrals to the NRM (the 
third highest force for submissions) compared to 80 in 2017. 

 Over the last 12 months offences increased by 133% (227 offences) in the year to December 
2018, 35% of which are non-recent.  

 Nationally there has been an increase in offences (36.8%).   It is likely that the increase both 
nationally and locally is as a result of increased awareness of the exploitation of children and 
vulnerable adults.   

 The largest number of MSHT offences recorded relate to CSE followed by forced labour and 
sexual exploitation, and then criminal exploitation and domestic servitude. 

 The number of Vietnamese victims being exploited in nail bars and cannabis farms is growing 
and there has been an increase in domestic servitude (predominantly from Pakistani 
communities and linked to forced marriage). 

 Whilst numbers are not particularly high, the demand one investigation takes can be significant, 
leading to large scale enquiries involving multiple victims. 

 
Predicted Demand 
FMS2 predicts that MSHT will increase significantly over the next four years to 1,335 offences 
(168.2%).  This is significantly higher than the predictions made in FMS1 and the reasons for this 
include: 

 Crime recording accounts for a significant proportion of the increase as with greater 
awareness, identification and knowledge crimes are being better recorded.  

 A strong focus on MSHT at a national and local level and partnership working through the Anti-
Trafficking Network and District forums will drive up volumes of intelligence and crimes.  A 
threat desk for this Force priority will also increase the intelligence products available and 
potentially identify more OCGs and victims. 

 The profile of MSHT is now broadening with an understanding of the more local and ‘domestic’ 
trafficking ongoing across the County linked to the criminal exploitation of children and 
vulnerable adults.  There are links not only to drugs but also to other types of crime such as 
organised acquisitive crime (two-in-one burglary offences, theft and shoplifting).   
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 The impact of the UK’s exit from the EU is not yet known.  With likely restrictions on free 
movement post-Brexit, there may be an increase in people travelling to the UK via clandestine 
means, increasing their vulnerability to trafficking.  Alternatively, it could lead to the increase in 
the exploitation of UK nationals.  

 Some fraudulent use of the Section 45 Defence under Modern Slavery Act 2015, which allows 
a statutory defence to lesser offences, may artificially exaggerate the number of referrals to the 
NRM and requires more robust investigation.  This is being increasingly used around drug 
cultivation and County Lines.  

 

Missing Persons 
 

 
 

 FMS1 identified missing persons as a significant demand pressure, following year on year rises 
and predicted a 14.5% increase by 2021. 

 The total number of Misper occurrences has however been on a steady downward trend 
throughout 2018, with 18,970 occurrences recorded in 2018.  Whilst this is a 12.3% reduction 
from 2017, the level of demand and the impact on police resources remains substantial. 

 Missing incidents were generally graded at a higher risk level in 2018, with 81.6% finalised as 
High or Medium risk, compared to 72.5% in 2017. This creates a higher level of response from 
officers. 

 A quarter of all child misper occurrences involved a child at risk of CSE, with the proportion of 
CSE flagged occurrences more than doubling for children in care compared to children not in 
care.  Analysis shows there are 30 children who had more than 30 missing occurrences 
throughout the year.  

 Of the adult occurrences, 51.1% had “mental health” recorded on the occurrence. 10.3% 
involved people aged over 65, and around half (49.8%) of this age group also had mental 
health issues recorded.   

 Based on 2018 occurrences, the top 10 missing locations consisted of Hospitals (4), 
Children’s Homes (4) and Places of Safety (2), accounting for 7% of all missing from 
occurrence locations. 

 The downward trend in missing people occurrences and the improvements in the missing 
person repeat rate offer encouragement that recent problem solving activity is starting to have 
a positive impact on the people who go missing repeatedly.  

 The vulnerable nature of many of the people who go missing ensures that the Force frequently 
provides a robust response to these incidents. Analysis of the HMICFRS Big Data Response 
and Neighbourhood dashboards highlights that West Yorkshire Police have a higher 
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attendance rate at missing people incidents in comparison to many other Forces and the Force 
also commits more resources and for a longer period of time than other forces across the 
country. Local activity analysis also provides evidence of the significant time officers spend 
dealing with missing people on a daily basis. 
 
Predicted Demand 
This FMS contradicts the predictions made in FMS1 and now predicts a 16.5% reduction in 
missing persons to 15,308 by March 2023. Key reasons for the predictions are shown in the 
case studies below. 
 
 

 
 
 
 
 
 
 
 

 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
Whilst demand is predicted to reduce, there are some factors, which may lead to more people 
going missing.  These include: 

 The numbers of children in care and the number of Children’s Homes are increasing and these 
account for a large proportion of missing people, who are also vulnerable to exploitation.   The 
number of private children’s homes operating without the knowledge of the Police or Local 
Authority is predicted to increase given the relatively cheap cost of housing across the County 
and the profits that can be made.  This is a threat for the Force as these often house high-risk 
missing persons at risk of CSEA with other vulnerabilities. 

 CSEA is predicted to increase and 25% of child mispers are at risk of CSE. 

 We also predict an increase in the volume of child criminal exploitation (CCE) and there are 
close correlations between missing people, CCE and other forms of vulnerability.   

 There are strong connections between adults who go missing and mental health and our 
predictions for mental health show a significant increase. 

 
Whilst these issues are ongoing threats to missing persons reductions, the progress being made at 
a partnership level to problem solve this issue is extremely positive and as such we are exploring 
whether the principles which have led to the reduction in missing persons can be applied to other 
areas of safeguarding demand.  
 

Case Study – Missing Person Reductions 
 
The Force’s Local Policing Team have explored 
the reductions in missing persons and a number of 
factors and tactics have been identified as 
collectively driving the reductions. These include 
clear and strong policing personalities driving the 
partnership agenda, striking the balance between 
building relationships and holding partners to 
account, ‘Grip’, daily monitoring, accountability and 
early partnership intervention. Recommended 
safeguarding practices are clearly embedded and 
police colleagues are passionate about delivering 
against them. Districts also appear to be making 
good use of the repeat missing people analysis, 
problem solving occurrences and trigger plans. 
The general practice seen of using OFSTED 
where necessary to critique care home practices 
and ensuring representatives from other forces 
attend strategy meetings when they have placed a 
child in West Yorkshire also have value.  

 

Case Study – Hospital Absconder Policy 
 
In 2018 there were 1428 missing people 
reported from hospital premises.  The 
Force’s new deployment policy seeks to 
prevent police deployment unless there is an 
“immediate, real and substantial risk of 
serious harm or death.”  The new policy went 
live in April 2019 and it is anticipated it will 
lead to a 50% reduction in deployments on 
such incidents. Hospitals have been 
engaged and we are looking at deploying 
problem solving teams to assist NHS trusts 
with target hardening to reduce deployments 
further.  The aim is to free up capacity to 
focus on those who are at risk of serious 
harm.   
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Mental Health 
 

 
 

 Demand around mental health is complex as it is an underpinning cause of many 
crime/vulnerability issues.  Around 25% of missing person’s occurrences involve mental health, 
which rises to around 50% for those over 65.  Long standing research suggests that 90% of 
offenders have one or more mental health problems.  

 The number of reported mental health related incidents was stable in 2017/18, however the 
volumes have increased sharply over recent months with over 1,900 incidents per month 
being reported since April compared to an average of 1,300 in 2016. 

 The Force reported a 33% increase in mental health incidents in 2018 equating to more than 
5,000 additional mental health related incidents during the year. 

 54% of arrestees had an entry on their mental health risk assessment whilst approximately 3% 
of all incidents are flagged as being associated with mental health issues.   
 

Predicted Demand  
Predictions in this FMS are higher than FMS1, which suggested a slightly increasing trend.  We 
now predict that mental health incidents will increase by 14% to 24,832 by March 2023.  Key 
reasons for this include: 

 Improved flagging/recording of those with a mental health issue, including improved 
awareness of call handlers and mental health triage nurses in District Control Rooms.  Points 
of contact in all Districts are making more use of hub nurses to support risk assessments.   

 A national definition of a mental health incident came into force from April 2019 and covers 
whether someone’s mental health has caused the need for the policing incident or meant that 
the police have had to do something different because of it (rather than the person has a 
mental health incident).  There is now an opportunity to create police systems which are much 
better at capturing a richer picture of demand. This is likely to show an increase in demand but 
in reality will be measuring existing demand that we may not currently capture. 

 We predict that mental health high volume service users will increase.  This area of mental 
health demand is not currently captured in any evidence based or numerical way and yet adults 
with complex needs including mental health are some of the highest demand individuals not 
only to the police but also to the Health Service and Social Care. Provision of mental health 
services is still problematic.  In the current climate of austerity, many Third Sector support 
agencies for vulnerable adults are closing down and so it is anticipated that this type of 
demand will continue to increase steadily as people go into crisis without support mechanisms 
in place for early intervention, with policing picking up this demand. 
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 Given the aging population and the increasing number of adults with dementia (by 2025, 
nationally there is expected to be 2.8 million people aged over 65 in need of nursing and social 
care and dementia related illness is forecast to increase by 40%), it is likely that the numbers of 
adults going missing with mental health issues will increase, which has consequences on 
police demand.   

 
There have however been successes in relation to reducing mental health on policing which could 
impact on the statistical forecasting above: 

 Through adherence to the Police and Crime Act 2017 and close partnership working with 
colleagues in health s.136 police detentions are now only 1% of all s.136 cases, which is a 
significant reduction in demand for the custody suites.  S.136 detentions remain static 
averaging at 100-120 per month. 

 Mental Health Hub Nurses continue to reduce demand by dealing with mental health related 
calls (see case study below).   

 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

 
Harassment, Stalking and Cyber Bullying 
 

 
 Harassment and stalking offences fall under the umbrella of ‘violence without injury’ offences 

and this offence type continues to be impacted by improvements in crime recording practice. 

Case study – Mental Health (MH) Hub Nurses 
 

MH Hub Nurses continue to reduce demand by dealing with MH related calls. Calls are often resolved 
over the telephone or by MH staff rather than by the police.  There are two to three MH Nurses in all 
Districts sitting with the Duty Inspector/Hub Commander. They have access to police calls (STORM) 
and work closely with the DCR who flag MH calls and send them to the Nurse for their advice and 
information. In many cases, the Nurse will deal with the call entirely requiring no further police 
involvement. The Nurse is able to access patient information, history and risk assessment, enabling 
better-informed decisions to be made about how to deal with both crisis incidents and lower level calls 
such as nuisance calls. The MH Nurses usually work at times of peak demand and at all other times 
the police can access 24/7 mental health advice through a Single Point of Access Number that each 
District has agreed with MH Partners. All Districts have evaluated the service and agree that it is vital 
for dealing effectively with MH incidents.  The Force has secured funding for an independent 
evaluation of this provision. 
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 Malicious communications accounts for around 50% of all harassment offences and this 
offence type has increased by 32% in 2018/19. Just over one third of malicious 
communications are reported to be domestic related and domestic incidents have also risen in 
part due to improvements in crime recording. 

 
Predicted Demand 
This FMS predicts a 56.4% increase in stalking and harassment to 50,797 incidents by March 
2023.  This is a steeper increase than the predictions in FMS1.  Key reasons for this include: 

 Changes to the recording of harassment that were introduced in April 2019, which have been 
factored into this FMS and led to an increase in the number of incidents recorded. 

 The significant increase in malicious communications/’cyber bullying’, given the prevalence of 
technology and social media. 

 

Step Two – Establish the current status of the workforce and other assets: their 
performance, condition, capacity, serviceability, wellbeing and security of supply 
 

 

Performance and Effectiveness 
 
In 2018, HMICFRS graded the Force as ‘Good’ for protecting those who are vulnerable from harm 
and supporting victims.  There were however two areas for improvement from HMICFRS around 
capacity and capability, which are covered in the relevant sections below.  The table shows the 
performance of the Force in 2018 and where relevant the MSG position and outcome rate.   
 

 Performance in 2018 MSG position Outcome rate 
(1-8) 

Domestic Abuse 
 

7% increase to 63,379 N/A 11.2% 

Adult Safeguarding 29% increase to 2,577 N/A N/A 

Sexual Offences 6% increase to 8,552 Highest rate per 1,000 
population for rape and 
2nd highest rate for other 

sexual offences 

Rape  - 6.7% 
Other sexual 

offences – 8.8% 

Hate Crime 19% increase to 8,327 Highest rate per 1,000 
population for 

racially/religiously 
aggravated offences 

Racially/religiously 
aggravated – 

12.1% 

CSEA 
 

8% increase to 6,629 N/A N/A 

Forced 
Marriage/Honour 

Based Abuse 

20% increase to 397 N/A N/A 

MSHT 129% increase to 538 N/A 3.5% for modern 
slavery 

Missing Persons 
 

11% reduction to 18,970 N/A N/A 

Mental Health 
 

29% reduction to 21,347 N/A N/A 

Stalking and 
Harassment 

48% increase to 29,865 N/A 4.6% 
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Capacity 
 
FMS1 provided a comprehensive overview of the resources dedicated to Protecting Vulnerable 
People both within a Force and partnership context.  At a Force level, resources include: 

 Safeguarding Units within all Districts 

 Dedicated Domestic Abuse Teams 

 A dedicated Sexual Assault Referral Centre (SARC) 

 Dedicated Child Sexual Exploitation Investigation Teams within all Districts 

 Missing Persons Co-ordinators within all Districts 

 Dedicated Human Trafficking Team  

 Dedicated Honour Based Abuse/Forced Marriage Co-ordinator in Bradford in response to more 
than half of the demand coming from Bradford (given the large Asian population) 

 Force hosts the Child Abuse Images Database (CAID) System 
 
At a partnership level, there are also strong arrangements in place and include:  

 Multi-Agency Safeguarding Hubs in each District  

 Daily risk assessment meetings for domestic abuse in each District to safeguard victims and 
provide early intervention 

 Independent Domestic Violence Advocates in each District  

 Mental Health Nurses based in District Control Rooms 

 Dedicated Adult Multi-Agency Safeguarding Hub in Bradford, co-located with Adult Social Care 

 West Yorkshire Anti-Trafficking and Modern Slavery Network (WYATMSN) and District Forums 
focusing on Modern Slavery/Human Trafficking (MSHT). 

 
The above evidences a strong commitment to addressing safeguarding threats and over the last 
few years, the Force has realigned resources to address such threats.  However, FMS1 concluded 
that despite this, demand is putting considerable strain on resources, particularly within the context 
of inexperienced officers and investigative capacity and capability (as outlined in Section Four 
detective capacity and capability remains an issue for the Force).  Last year the Force had an Area 
for Improvement (AFI) from HMICFRS to ‘Review its capacity and capability within safeguarding 
units and ensure that workloads are manageable and adequate welfare and support is available for 
the officers and staff working within them’. 
 
Some positive development around capacity for this FMS are:  

 Further investment is being made into Safeguarding following the increased policing precept, 
with an additional 20 Police Staff Investigators who play a key role in supporting and 
conducting safeguarding investigations.  This increases the capacity of Safeguarding Units to 
respond to the increased volume and complexity of safeguarding demand.  In addition, a 
further 30 Investigative Support Officers have been funded through the increased precept 
working within disclosure to ensure the Force effectively discharges disclosure obligations and 
positively influences outcome rates and victim satisfaction.  10 of the 30 are for Public 
Protection Units to assist in the management of dangerous and sexual offenders. 

 There has been additional investment into Safeguarding of 50 Police Staff Investigators and 
Prosecution Team Officers. 

 The Force has recruited a Civil Order Caseworkers as part of the DVPO Team to assist with 
Sexual Harm Prevention Orders, Violent Offender Orders and Notification Orders as a pilot for 
12 months. 

 Value for Money Profiles show that compared to other Forces in our Most Similar Group, we 
are spending more per head of the population on CSE investigations.  This is due to the 
volume of demand in this area, in particular non-recent CSE, which is particularly complex and 
time consuming.   A bid for Special Grant funding to the Home Office has been successful and 
will cover costs incurred during non-recent investigations.  

 The Force now has two to three Mental Health Nurses in all Districts sitting with the Duty 
Inspector/Hub Commander.  This continues to free up capacity and reduce demand by dealing 
with mental health related calls without police involvement. 
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 The Police and Crime Commissioner has provided funding in a number of areas, which have 

improved capacity.  These include: 

o The Wakefield District Domestic Abuse Navigator Service to help reduce repeat 

incidents of domestic abuse. 

o Joint funding with Local Authorities in Kirklees, Calderdale and Wakefield for CSE 

Parent Liaison Officers who act as an independent source of support and contact for 

parents of sexually exploited children. 

o Joint funding with Trading Standards for a West Yorkshire Financial Exploitation and 

Abuse Team to enhance collaborative working across a range of partners, investigating 

financial exploitation and abuse of vulnerable and older victims of scams, frauds and 

doorstep crime. 

 
Despite some of the positive developments, given the predicted increases in demand, capacity to 
address Safeguarding issues is still of concern: 

 Whilst the numbers of staff in Safeguarding have increased from 530 in 2015, to 655 in 2018, 
this growth has not kept pace with increasing demand.  Recent demand modelling 
indicates that if Safeguarding were to deal with domestic abuse demand in exactly the same 
way as currently, then resources would need to increase by 104 officers.  This is merely a 
standstill position and does not take into consideration the predicted 27.7% increase in 
domestic abuse outlined in this FMS. 

 As outlined in FMS1, workloads remain high in Safeguarding ranging from 12 crimes per 
Constable in one District to 16 in another. For Sergeants, given supervisory ratios, the crimes 
they are supervising range from 48 crimes per Sergeant in one District to 88 in another. 

 As a consequence of increased demand and as evidenced by activity analysis, in some 
Districts domestic abuse incidents are being dealt with by resources outside of specialist 
Safeguarding functions (e.g. CID, NPT and Response functions).  Whilst all incidents are 
triaged by specialist staff, the level of risk will determine what resource is allocated.  

 Value for Money Profiles show that we are spending less than similar forces on specialist 
sexual assault/rape investigations. 

 As outlined in more detail in Section Four (Investigations) there remains a Detective gap in 
Districts.  In particular, there are currently 137.8 FTE Detective Constable vacancies across 
District Safeguarding functions, although this is offset to some degree by having a surplus of 
64.3 Trainee Investigators/Police Constables to help meet the demand involved.  

 The Force is facing a capacity issue given the need to complete a DASH Assessment 
(Domestic Abuse Stalking and Harassment) in person for every incident.   The increase in 
volume of incidents means increased volume of DASH forms.   

 Many of the positive initiatives being piloted around safeguarding such as the IDVAs, DVPO 
Team and Mental Health Hub Nurses are impacting on demand and improving capacity and 
capability, but are being funded through external short term funding streams.  If these 
cannot be mainstreamed, this threatens our long-term capacity to reduce demand. 

 
Capability 
 
The Force had an AFI from the last PEEL Inspection to ‘Ensure that officers and staff have 
appropriate professional skills and experience to investigate complex cases involving vulnerable 
victims and that these investigations are supervised effectively’.  In FMS1, we outlined gaps in 
training, an inexperienced frontline, quality of investigations, workloads, supervision and difficulties 
in attracting and retaining specialist staff as being critical around capability.  These issues are all 
still relevant for FMS2 as they present long-term challenges for the Force.  Key developments for 
FMS2 include:  

 As outlined in Section 4, capability around Investigations generally is improving as the 
Force implements the Investigations Review and implements action plans to address 
Detective/Investigative capacity and capability. 
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 Safeguarding training has been delivered to Fire and Rescue Service and Yorkshire Water to 
improve early identification of vulnerability and MARAC (Multi-Agency Risk Assessment 
Conference) training has been delivered across the Region. 

 An enhanced Sexual Assault Referral Centre will be operational later in 2019. 

 Initial findings from the Training Needs Analysis indicates that staff within Safeguarding 
teams across the organisation have the vast majority of skills required to effectively undertake 
their role.  SCAIDIP training is an area that is emerging as a skills gap, although initial analysis 
indicates that this requires a stronger focus on portfolio completion post-training to ensure 
officers are signed-off from the accreditation process. 

 Safeguarding supervisory ratios are still high and range from 1:3.7 in one District to 1:5.62 in 
another. 

 Whilst there are strong partnership arrangements in place, austerity coupled with increasing 
demand is having an impact on the ability of partners to deliver in some high risk areas, 
meaning the Force still dealing with the consequences of vulnerability.  Three of the Local 
Authorities Children’s Social Care have been put into Special Measures following Ofsted 
Inspections, which is creating significant pressure on those Local Authorities. 

 FMS1 highlighted the potential for an increase in the number of private children’s homes 
given the relatively cheap cost of housing in the North.  There is an increasing number of 
looked after children that will see a heavier reliance on unregulated settings to accommodate 
children aged 16 and above.  These often do not provide the practical, emotional and 
therapeutic support such children need.  The Force is finding that some of these premises are 
insufficiently staffed or equipped to deal with children with complex issues and there is not the 
required intensive supervision provided at Local Authority homes. 
 

Wellbeing  

 FMS1 identified that staff in Safeguarding were dealing with stressful and complex issues and 
that psychological assessments and other arrangements were in place to support the wellbeing 
of such staff.  Initial findings from those assessments suggested that workloads, lack of training 
and lack of support impacted more on wellbeing than the content of their work. 

 Due to previous low levels of take up of psychological assessments (approximately 33%), the 
system was changed to a voluntary booking-on process rather than a recall process.  Line 
Managers are still encouraged to promote Wellbeing and the benefits of attendance during one 
to ones and PDRs as well as via the Management Referral process should they have any 
concerns regarding someone’s health in the workplace.   

 The most recent Staff Survey supports the findings around workload being the main stress for 
officers and staff in Safeguarding.  Emotional energy and burnout is identified as one of the top 
three issues in the survey and analysis finds that the lowest  levels of emotional energy are 
found across all areas of District policing including Safeguarding coupled with high levels of 
challenge stressors (perception of work related demands). 
 

 

Step 3: The actions we will need to take to make sure the workforce and other 
assets will be able to meet the demand we are anticipating (e.g. changing skills of 
the workforce, investing in new ICT and making efficiencies) 
 

 
The most significant demand/harm threats remain around domestic abuse, missing persons, 
mental health and child safeguarding (including CSEA and CCE).  Key actions to be undertaken to 
better address/reduce this demand are: 
 

 Increasing our focus on prevention and early intervention as a long term strategy to protect 
vulnerable people and reduce demand long term, drawing on Adverse Childhood Experiences 
and Trauma Informed Policing to identify risk and develop long term multi-agency approaches 
to harm reduction.  

 A whole systems review of domestic abuse process and risk assessment, which links in with 
the actions under Investigations around changing the terms of reference around crime 
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allocation policy.  In terms of domestic abuse, this should also include consideration of the best 
policing function to attend incidents, whether this is Neighbourhood Policing (to pursue an early 
intervention approach) or specialist Safeguarding functions. 

 Using analytics and working with academia to introduce a smarter focus on the identification 
of risk.  Proposals are being considered under the College of Policing’s Registered Pilot 
Scheme to explore some more innovative approaches to the identification and assessment of 
risk. 

 Reducing repeat victims and repeat perpetrators is critical to reduce harm and demand.  A new 
perpetrator programme is about to be commissioned by the Police and Crime Commissioner. 

 Whilst missing persons are reducing, there is still a need to focus on key demand generators 
such as Private and Local Children’s homes in regard to their management of repeat missing 
children.  We will embed good practice identified in some parts of the Force to all areas and will 
also focus on halfway houses and bail hotels in a similar way to the Hospital Absconders 
Policy.   

 In regards to Child Safeguarding there are significant opportunities being introduced through 
the reforms of safeguarding arrangements for stronger and more consistent multi-agency 
working in line with NPCC ambition around ‘Voice of Policing’.  West Yorkshire Police are 
leading the collaborative work the Clinical Commissioning Groups and the five Local Authorities 
in terms of the new arrangements.  There is also an opportunity to replicate the lessons from 
child safeguarding into adult safeguarding as we anticipate an increase in this demand.   

 We will continue to seek Special Grant Funding for the continuing increases in non-recent 
CSE investigations. 

 In terms of mental health, we will roll out Mental Health high intensity service user problem 
solving across all five districts to more effectively address these high demand generators. 

 

Step 4: The Future Demand we do not expect to be able to meet, having made the 
changes and efficiencies in Step 3 
 

 
This FMS shows that vulnerability demand, which has increased significantly over the last five 
years, is predicted to continue to increase in most areas, without the capacity to deal with it.  
Despite the changes we are making we have concerns around: 

 The volume of domestic abuse, as unless there is a different approach taken, we will not be 
able to effectively manage the demand.    

 CSEA in terms of the ability to be able to address live cases where a child is currently at risk as 
well as non-recent offences, which are resource intensive. The increasing threats around IIOC 
and livestreaming are also of real concern.   

 CCE as this is an emerging area of risk, which has links to organised crime, violence and other 
elements of vulnerability. 

 Mental Health in terms of the increasing number (in particular with complex needs) and the 
capacity of partners to deal with it, meaning policing often deals with those in crisis.   
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Section Six: Managing Offenders 
 

This section is about the demand that arises from managing people who have been 
convicted of offences and present a risk to others.  It will focus on: 

 Registered Sex Offenders (RSO) 

 Integrated Offender Management (IOM) 

 Multi Agency Public Protection Arrangements (MAPPA) 
 

Executive Summary 

 Managing Offenders is embedded in a number of elements of the Policing Strategy including 
Protecting Vulnerable People (RSO and MAPPA) and Reducing Crime and Attacking 
Criminality (IOM).  It is also embedded in the Police and Crime Plan with a strong focus on 
partnership work and reducing reoffending. 

 FMS1 raised particular concerns around the predicted increases in RSOs and the capacity of 
the Force to supervise them.  Whilst we still predict an increase in RSOs, it is now more 
gradual than the predictions last year. 

 There has been recent investment in 10 Public Protection Officers to address increasing 
demand around RSOs.  

 

Step One – Establish the gap between current demand and the demand you 
expect in the next four years 
 

 
Registered Sex Offenders 
 

 
 

 The chart above shows that as of April 2019 there are 4,010 Registered Sex Offenders (RSOs) 
in West Yorkshire who are either at liberty or in prison. 

 Of these, there are 2,898 RSOs living in the community and 1,112 in custody.  
 Medium and low risk account for the majority of RSOs (39% and 38% respectively), with high 

risk accounting for 14.8% and very high risk accounting for 3%.  The rest (4.3%) are reactively 
managed.   
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 Compared to last year, the numbers of very high risk have reduced from 114 to 87, although 

high risk and medium risk have both increased (from 324 to 429 and 1058 to 1142 
respectively).  Low risk has reduced and reactively managed have increased.  

 In regards to Serious Further Offences (SFOs), there has been a gradual increase in the 
number of RSOs charged with SFOs over the last few years with 14 in 2015, up to 19 in 2017.  
The figures for 2018 have yet to be confirmed but are expected to be around this level.  In 
these cases the initial Police Internal Management Review (PIMR), is identified by the ViSOR 
Unit and the report carried out by the Serious Case Review Team within Safeguarding 
Department.   A full PIMR is then undertaken which can be resource intensive.  
 

Predicted Demand 

 FMS1 predicted that the number of RSOs would increase by 32% to 5,139 RSOs by April 
2021. 

 The projection chart shows that whilst the number of RSOs increased by around 20-30 each 
month during 2017, since April 2018 the numbers have been much lower, meaning the 
statistical forecasting for the next four years is also lower.  We now predict a smaller (7.1%) 
increase over the next four years, leading to 4,281 RSOs by March 2023.  

 Whilst statistical forecasting predicts a much slower increase in RSOs, this FMS also predicts 
continuing increases in sexual offences, indecent images of children and CSEA.  The 
Independent Inquiry into Child Sexual Abuse (IICSA) is continuing to see continued reporting of 
non-recent sexual offences, which currently shows little sign of abating and in West Yorkshire 
around 40% of CSE investigations relate to non-recent demand.   

 In West Yorkshire, a number of high profile operations have recently concluded with 
perpetrators receiving prison sentences.  Once they are released from custody they will be 
placed on the Sex Offender Register and subject to monitoring, which will mean increased 
demand for the future. 

 It is therefore likely as a result of the strong focus of the Force in these areas that we will 
identify and bring to justice more offenders for these offences, with the impact of more RSOs 
to manage than the chart predicts.   

 
Integrated Offender Management 
 
 Analysis has been undertaken of ‘IOM Case’, which provides the volumes of nominals 

managed either actively or reactively.  The accuracy of this dataset relies on District staff 
placing nominals in the relevant categories. 

 The figures on IOM Case do not include RSOs or MAPPA cases but IOM staff do support 
these processes and will be involved in their management to some degree (i.e. some lower risk 
RSOs are managed by IOM staff who provide resilience to Public Protection Officers). 

 As of April 2019, there are 3270 nominals on IOM Case. These are nominals who score 350 
or over on any of the scoring mechanisms, but these are not necessarily actively managed.   

 It is difficult to compare FMS2 figures for IOM with FMS1.  This is because there has been a 
tightening up of the recording mechanism for IOM Case and greater focus on those who cause 
the greatest harm to communities.    
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 In terms of the Risk of Re-offending Cohort, there are 311 offenders in the community, of 
which 188 are actively managed and 123 reactively managed.  In addition, the Prison Hub are 
managing 275 Risk of Reoffending offenders.  In total, this equates to a cohort of 586 in either 
the community or prison.  

 In total, there are 233 offenders who form the Risk of Harm cohort.  This cohort includes 
Domestic Abuse offenders who account for 210 of these, the remainder are CSE offenders 
(23).  

 It is notable that the number of CSE managed offenders is low, however this is as a result of 
Districts establishing CSE teams to deal with these offenders rather than IOM staff. However, 
these teams work closely with IOM staff where appropriate.  

 The Prison Hub are managing 40 domestic abuse offenders, four CSE offenders and five OCG 
members in collaboration with other departments in and outside the police.  
 

Predicted Demand  
As identified in FMS1, it is difficult to predict the volume of offenders that will require 
management under IOM over the next four years.  A number of factors were identified in FMS1, 
which would predict an increasing trend and remain relevant:  

 The population is increasing and West Yorkshire is in the top 10% of population aged between 
15 and 25, which is the prime age of offending.  We can therefore anticipate more offenders 
to manage.      

 In terms of the IOM cohorts, this FMS predicts that serious acquisitive crime, domestic 
abuse, CSEA and violent crime will increase over the next four years, which is likely to 
impact on IOM demand given the strong focus of the Force in these areas.   

 The Risk of Harm and Statutory Managed cohorts are predicted to increase due to a 
number of factors including the introduction of OCG nominals on IOM cohorts, introduction of a 
Domestic Abuse Perpetrator programme, future inclusion of firearms nominals (although there 
are currently none part of IOM) and growth of RSOs (slight increases are predicted).   

 Nationally, there is an increased emphasis on managing offenders within the community.  
From 29 April 2019, electronic monitoring became available as an option to the court, which 
will enable offenders to wear a GPS tag as a condition of their sentence rather than being 
remanded in custody.  Whilst it is unclear at this stage what additional demand this will present 
to Districts, there is likely to be an impact on IOM staff, particularly around enforcement of 
breaches.   

 The Ministry of Justice is also considering the abolition of six month sentences and 
potentially 12 month sentences, which if introduced will impact on the risk of harm and risk of 
reoffending cohorts and again mean more offenders in the community to be managed. 

 Two new Civil Order Case Workers have recently been appointed with a specific remit 
around maximising the Force’s use of civil orders mainly around Sexual Harm Prevention 
Orders and Potentially Dangerous Persons (PDP).  Although there are currently, no orders for 
PDP this could increase with increased focus in this area.  Maximising the use of civil orders 
around other areas (Violent Offender Orders, Domestic Violence Protection Orders/Notices) 
will increase demand for the Force.  In addition, new civil orders being introduced through the 
new Domestic Abuse Bill, which although outside the control of the police, will increase 
demand for the Force.   

 Whilst all of the above could potentially increase demand, the positive focus on reducing 
reoffending and IOM in West Yorkshire could also reduce demand.  Liaison and Diversion is 
being rolled out across the Force after initially and successfully being piloted in Wakefield.  
This signposts offenders to accessing the services they need in order to improve the likelihood 
that their offending behaviour will reduce.  Research by the Ministry of Justice for example has 
shown that 60% of recent offenders who engaged in a community-based alcohol programme 
did not reoffend in the two years after their treatment and those who received mental health 
treatment in their community sentence are significantly less likely to offend. 

 However, threats to services as a result of austerity could impact on the ability of such 
services to provide the critical support to these offenders.    

 The PCC is also funding a project exploring the use of social media as a trigger and catalyst 
for youth violence and designing interventions to prevent it.  This sits alongside a range of 
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interventions being undertaken by the Force around early intervention and offending to prevent 
offending in the first place and reoffending, outlined in Section 3 (Prevention and Deterrence). 

 
Multi-Agency Public Protection Arrangements  
 
Snapshot of MAPPA Nominals as of December 2018 

Category1 (Registered Sex 
Offenders) 

2898 Level 1 (Ordinary Agency Management) 3937 

Category 2 (Violent Offenders and 
other Sexual Offenders) 

1779 Level 2 (Multi Agency Management) 183 

Category 3 (Other Dangerous 
Offenders) 

16 Level 3 (Multi Agency Management with 
senior representation) 

11 

Total 4,693  4131 

 

 The above data (from the MAPPA Strategic Management Board) does not reflect all MAPPA 
cases, but is the number of those who are in the community and reflects a snapshot of time.    

 In comparison to the figures in FMS1, there has been a 5.4% increase in the number of 
MAPPA nominals, with Category 1 nominals continuing to increase steadily (RSOs), and 
Category 2 cases plateauing.   

 The vast majority of nominals (99.5%) are managed at Level 1 (i.e. ordinary Agency 
Management). 

 
Predicted Demand 

 As outlined in FMS1, it is difficult to predict the volumes of MAPPA nominals over the next four 
years.  However, both MAPPA nominals and each category of MAPPA nominals have been 
gradually increasing over the last few years and it is predicted that this trend will continue. 

 An increase is predicted as the selection of offenders is based on threat, harm and risk posed.  
With increasing levels of sexual, violent and serious crime, it is likely that cohort volumes will 
increase requiring further investment of multi-agency resources.   

 

Step Two – Establish the current status of the workforce and other assets: their 
performance, condition, capacity, serviceability, wellbeing and security of supply 
 

 
Performance and Effectiveness 
 

 HMICFRS have recognised the Force for its approach to reducing reoffending through IOM and 
was graded as ‘Good’ for protecting those who are vulnerable from harm and supporting 
victims.   

 A Reducing Reoffending Board, chaired by the PCC has recently been established and is 
attended by all relevant partners.  A Strategy is being developed along with some consistent 
performance measures around reoffending outcomes.   

 West Yorkshire MAPPA meet or exceed all performance measures other than the attendance 
by each Strategic Management Board (SMB) member at the SMB quarterly meetings (target is 
100% and current performance is 85%).  

 The Active Risk Management System (ARMS) is used to risk assess sex offenders.   At a 
completion rate of 95%, the Force has the third highest completion rate in the country with only 
Kent (at 97.3%) and Leicestershire (at 95.9%) performing higher.   

 The Force has a Rape and Serious Sexual Offences (RASSO) Team and this is improving 
charging and outcomes for the Force, which are higher than the Regional average.   
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Capacity  
 
FMS1 highlighted concerns around the capacity of the Force to manage RSOs and in particular, 
that the Force was exceeding the ‘50/20 rule’ for managing RSOs (50 offenders per officer with no 
more than 20 being high or very high risk).  FMS1 also highlighted that in order to mitigate risks 
around RSO management, staff within IOM who may have previously focussed on risk of 
reoffending or risk of harm cohorts were providing resilience for RSOs.  This then had implications 
for serious acquisitive crime performance in particular.  Key developments around capacity for this 
FMS include: 

 An increase in the number of PPOs dedicated to RSO management (there are now 53 
compared to the 44 reported last year).  In addition, the Force has nine Public Protection 
Reviewing Officers and one Advanced Investigative Officer who are dedicated to RSO 
Management.  The increased police precept has allowed additional investment of 10 Public 
Protection Officers to deal with RSOs.  

 Funding has been granted for two full time Civil Order Case Workers who will sit in the Visor 
Unit at Bradford.   

 Technology is assisting in the management of offenders.  The Force has 68 ‘buddy 
tagging kits’ which are voluntary GPS tags offenders can elect to wear instead of having bail 
conditions attached.  The take up rate is high for offenders and is enabling the Force to be 
more efficient and effective in not physically having to visit offenders (unless there is a breach). 

 Whilst the Force has strengthened capacity around the management of offenders, austerity is 
an ongoing threat to IOM partnerships.  In some Districts, there is concern around the 
reduction of IOM workers, an increasingly fragmented approach and threats to co-location of 
staff.   

 The Government has recently announced a new model for offender management (likely to 
come into force in Spring 2021), which will give Local Criminal Justice Partners a direct role in 
commissioning services with the National Probation Service (NPS).  There is the risk of service 
disruption with the Community Rehabilitation Company (CRC) in the interim period.   

 There are issues with NPS not using/having access to ViSOR, which impacts on staff having to 
update Risk Management Plans and upload information onto ViSOR. 

 
Capability  
 
FMS1 identified issues around training in particular new requirements around female and Juvenile 
MOSOVO (Management of Sexual Offenders and Violent Offenders) course.  Key developments 
for FMS2 include: 

 Whilst the developing Training Needs Analysis indicates effective skills across the majority of 
skill areas, some gaps are emerging in certain skills such as specialist interviewing within 
certain teams, which will be explored further and actioned appropriately by Learning and 
Organisational Development.  

 In particular, the Force up until recently had no MOSOVO/ARMS trainer and as a result, has 
fallen behind with National requirements.  It has been recognised by the College of Policing at 
National level that all forces as well as the NPS will need to provide and maintain training in 
this area due to the risk it poses to both the public and the organisation.  The first course, 
scheduled for August, will include a three-day specialist sex offender interview programme that 
has not previously been delivered.  All PPU staff will need to receive the interview module 
training and the uplift of 10 additional staff being placed into Public Protection will require full 
ARMS training. 

 The Force has a dedicated CPS RASSO Team, which is improving the quality of investigations 
and is contributing to improved charging and outcome rates, which are significantly higher than 
the Regional average.  Consideration is being given to rolling RASSO out across the Region.      

 Safeguarding Central Governance Unit have introduced ongoing Continuous Professional 
Development for PPU staff with a view to sharing good practice and lessons learnt, 
embedding IOM principles within Active Risk Management and increasing cyber skills with 
PPROs now receiving PIP level 1 and 2 cyber courses. 
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 The Force has a statutory requirement to conduct visits to RSOs.  A new recording process 
has been implemented in order to avoid visits showing overdue on ViSOR and, as of 10 April 
2019, these have significantly reduced from around 164 in October to 25 in April.   

 
 
Wellbeing 
 
 In line with Section 5 on Protecting Vulnerable People, staff who are managing RSOs are often 

dealing with stressful and complex issues and psychological assessments/Occupational Health 
support is available.   Due to previous low levels of take-up of psychological assessments, this 
is now a voluntary booking-on process rather than a recall process.  However, Line Managers 
are still encouraged to promote Wellbeing and the benefits of attendance during one to ones 
and PDRs as well as via the Management Referral process should they have any concerns 
regarding someone’s health in the workplace.   

 

Step 3: The actions we will need to take to make sure the workforce and other 
assets will be able to meet the demand we are anticipating (e.g. changing skills of 
the workforce, investing in new ICT and making efficiencies) 

 
Additional investment from the increased police precept has addressed the most significant issue 
identified from FMS1, which was capacity to address the increasing number of RSOs.  Steps to 
reduce demand associated with offenders include: 
 

 As outlined in many other sections of the FMS, there is the need for a long-term focus on 
prevention and early intervention in order to prevent offending in the first place and then 
reduce the likelihood of reoffending.  This requires a strong partnership approach including the 
third sector.  The PCC’s new Reducing Reoffending Strategy and governance arrangements 
will increase emphasis in this area and will help to strengthen IOM partnerships and Teams. 

 Linked to this there is a need to embed the management of offenders into broader functions  
such as NPT, which has a critical role in understanding the communities they police, having 
‘professional curiosity’ to identify risk and resolve problems long term.  Early intervention with 
offenders is critical in order to reduce reoffending long-term and prevent the intergenerational 
cycle of offending behaviour. 

 Continued use of technology to reduce demand associated with managing offenders such as 
the new Electronic Management Service and Buddy Tags.  
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Step 4: The Future Demand we do not expect to be able to meet, having made the 
changes and efficiencies in Step 3 
 

 
 The Force has invested in increased PPOs, however the main issue remains whether the 

increased numbers will be sufficient to manage the predicted increase in RSOs and the Force’s 
ability to also manage the other cohorts, in order to reduce reoffending around risk of harm and 
risk of reoffending as identified in FMS1.  

 Partnership remains a threat within the context of continued austerity and in particular the 
ability of IOM partnerships and Teams to reduce reoffending.   
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Section Seven: Managing Serious and Organised Crime 
 

This section is about Serious and Organised Crime (SOC) and will focus on: 

 Prosperity SOC (cyber-crime, fraud and organised acquisitive crime) 

 Commodity SOC (drugs and firearms) 

 Vulnerability SOC (Child Sexual Exploitation and Abuse, Child Criminal Exploitation, Indecent 
Images of Children and Human Trafficking). 

 

Executive Summary 

 Attacking Criminality through tackling Serious and Organised Crime is one of the five 
purposes of the Policing Strategy and is also included in the Police and Crime Plan. 

 Whilst FMS1 found that organised crime was a key threat in West Yorkshire and that most 
elements were predicted to increase, it also found that the Force had good capacity and 
capability in this area.  Despite a number of challenges, this remains the position for FMS2.   

 FMS1 identified the emerging threat around the criminal exploitation of children and 
vulnerable adults and County Lines, recognising the complex relationship between organised 
crime, violence and vulnerability.  

 This FMS raises concerns around the increased use of violence to assert ascendency in the 
gang/OCG culture by young people, inextricably linked to knife and firearm crime and 
criminal exploitation of children and vulnerable adults. 

 In line with FMS1, the use of technology to commit a wide range of crimes remains a 
concern as well as our capacity and capability to respond to such demand.  

 Areas of organised crime which score high in terms of risk assessment are CSEA, MSHT,  
County Lines, drugs trafficking, criminal exploitation of children and vulnerable adults, fraud 
and criminal use of firearms 

 

Step One – Establish the gap between current demand and the demand you 
expect in the next four years 
 

 
Organised Crime Groups 
 

 There are currently (as of March 2019) 122 active mapped Organised Crime Groups 
(OCGs) recorded on the OCG Tracker. This is slightly less than reported in FMS 1 (141), 
however using the MoRiLE matrix, OCGs are frequently risk assessed, with new OCGs 
identified and some archived, meaning that the situation is very fluid.  It is clear however, that 
organised crime presents an ongoing threat in West Yorkshire.   

 The primary activity of OCGs remains drugs (almost 50% of OCGs are involved in drug 
trafficking).  These numbers do not include those OCGs, which are involved in County Lines, 
as this is now recorded separately.   

 In line with FMS1, organised acquisitive crime is the second most prevalent activity of OCGs.   
 
 
Predicted Demand 
In line with FMS1, we predict that organised crime will remain an ongoing threat in West Yorkshire.  
This FMS predicts that numbers of OCGs will fluctuate and stabilise between 120 and 150. 

 FMS1 reported an under-mapping of OCGs, particularly in areas where there is poor 
intelligence such as CSEA and MSHT.  As we have now put in place a threat desk model 
around priority areas and are developing more intelligence products, we expect to identify more 
organised crime and OCGs.  As an example, the recent focus on CCE has led to an increase in 
intelligence submissions from 11 in 2017 to 241 in 2018 (2090% increase).    

 FMS2 shows that all the categories of organised crime are predicted to increase, which 
suggests that the numbers of OCGs will also increase. 

 Research by the London School of Economics indicates a growth in the volume and complexity 
of serious and organised crime nationally, especially across prosperity and vulnerability 
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organised crime.  However, it also acknowledges the persistent commodities threat, with drug 
trafficking and related criminal profits remaining prominent.   

 Such is the adaptability of organised crime that we anticipate new methods or types to 
emerge over the next four years. In addition, the constantly evolving nature of the cyber threat 
could bring new forms or methods of organised crime.  

 The National Strategic Assessment (NSA) has identified that in several urban cities (including 
Bradford), the age of entry into serious and organised crime offending has reduced. The 
links between, and possible transition from USG to OCG need to be better understood.  
Without a focus on multi-agency prevention and early intervention, it is likely that both the 
number of USGs and OCGs will increase, alongside an increase in criminal exploitation, drugs, 
violence and knife crime given the complex relationships between these.  

 The increased use of ‘ultra-violence’ to assert ascendency in the gang/OCG culture by very 
young people is of concern and is inextricably linked to knife and firearm crime and criminal 
exploitation of children and vulnerable adults. OCG members are increasingly using 
impressionable young people who have no fear to do their violent bidding, detracting away 
from OCG members.  The NSA identifies that across crime types children are increasingly 
victims and perpetrators of organised crime. 

 MSHT is predicted to increase and whilst much of this reflects proactivity, better recording and 
awareness, some of this (both locally and nationally) is due to increased awareness around the 
criminal exploitation of children and vulnerable adults.  There is the need to become more 
focussed on the local and regional picture around trafficking and slavery associated with this, 
linked to drug markets and County Lines, which we predict will increase.    

 
Prosperity Serious and Organised Crime 
 
Fraud 
 According to the most recent Office for National Statistics (ONS) data, there were 8,260 reports 

of fraud in West Yorkshire, which is an increase of 14% when compared with the previous 

year.  

 There are 13 OCGs with a primary activity of financial crime, which comprises of money 

laundering and fraud.   

 Victim losses were estimated at £14.9m, which is an increase on the last reporting period. 

 The new Action Fraud system launched in October 2018, however this has led to some 

difficulties with data extraction which are still to be resolved.  An increase in victim numbers 

has been noted but this may be down to historic backlogs being processed. 

 According to data from the Assessment Hub, the top three reported fraud types are Online 

Shopping and Auctions, Mandate Fraud and Corporate Employee Fraud.  According to Action 

Fraud, Fraud by Abuse of Position of Trust has the highest losses. 

 The Banking Protocol, which was introduced in West Yorkshire in November 2017 has 

prevented £38 million losses nationally and just over £2 million losses locally. 

 

Predicted Demand 

In line with FMS1, we predict that fraud will continue to increase in West Yorkshire.  Factors for 

this include: 

 The ONS report that fraud is the most experienced crime in the UK, with an estimated 3.47 

million incidents in England and Wales in the year ending September 2018. 

 Understanding of fraud is hampered by under-reporting with less than 20% of incidents 

believed to be reported to the police.  Fraud in the private sector is believed to be significantly 

under-reported as businesses are concerned about adverse publicity. Improved rates of 

reporting would significantly increase demand around fraud.  

 Analysis of FMS’ nationally suggests that financial abuse (including fraud) committed 
against vulnerable adults is increasing and expected to continue to increase.  The 65+ age 
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group is predicted to grow by 20.4% by 2024, with over one million suffering from dementia, 
forming a growing pool of potential victims of criminal exploitation.   

 In terms of West Yorkshire, from the Banking Protocol calls received, there appears to be a 

trend of vulnerable and elderly persons being befriended and coerced into giving/lending 

monies.  The NSA also report an increase in losses from authorised payments, which are often 

targeted at the elderly or vulnerable. 

 Intelligence in West Yorkshire indicates there is a rise in under 18s being recruited by OCGs 

as mule accounts.    This financial exploitation is linked to County Lines, as once young people 

are ‘involved’, OCGs use this as an ‘in’ to further exploitation.     

 The NSA predict that CVV (Card Verification Value) data is increasingly likely to be 
targeted and traded by cyber criminals, which is highly likely to lead to a rise in ‘card not 
present’ fraud.   

 Data breaches continue to be a key enabler of fraud.  Personal and financial information 

obtained in such breaches can be used to commit frauds affecting individuals and both the 

private and public sector. 

 It is assessed that criminals will continue to exploit perceived weaknesses and opportunities 

presented to them by an increasingly online world. 

 As the deadline for the UK to leave the EU approaches, criminals are highly likely to be 
identifying new opportunities for fraud across all sectors.   

 

Cyber Crime 
 

 
 

 Almost 12,000 offences were flagged as cyber-enabled crime in the last 12 months, which 

reflects a 108% increase on the previous year. 

 The overwhelming majority of cyber-crime recorded in West Yorkshire (98%) is cyber-enabled 

and falls into three categories; harassment/unwanted contact, sexual/indecent and fraud. 

 The majority (around 60%) are harassment/unwanted contact offences, predominantly 

involving malicious communications.  

 Sexual/indecent reports predominantly involve obscene publications. The majority of known 

victims are female aged 10-15 years.  ‘Sextortion’ continues to be an area of growing risk, with 

victims coerced into performing sexual acts and offenders then blackmailing them for further 

images or financial gain. 
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 In terms of fraud, research carried out by Action Fraud and the National Fraud Intelligence 

Bureau reveals those suffering from a mental health issue, an impairment of intelligence and 

social functioning, or with a physical disability are more susceptible to certain fraud types. 

 Cyber-dependent offences are consistently low in the volume of reports but one successful 
attack has the potential to cause significant infrastructure damage. The majority of this type of 
offence are attacks on Small to Medium Sized Enterprises (SME) and can cost relatively large 
amounts of financial harm.  There were 140 computer misuse act offences in the year ending 
December 2018. 

 There are currently no OCGs mapped with a primary activity of cyber-crime.  However, the 

widespread use of encryption amongst criminal groups is growing and presents a challenge to 

law enforcement. This problem is exacerbated by readily available and free to download 

applications, means that secure communications are within reach of less-technically adept 

criminals.  

 

Predicted Demand 

In FMS1, we predicted that cyber-crime would increase.  The above chart shows a significant 

increase from almost 12,000 offences in December 2018 to almost 17,000 in March 2023 (37.1% 

increase).  As outlined above the overwhelming majority of this will be low-level cyber-enabled 

crime.  Factors for the predicted increase in cyber-crime include: 

 The proliferation of technology and the increasing prevalence of the online world/dark web 

facilitating a broad range of crimes including fraud, drugs and indecent images of 

children/livestreaming of abuse.   

 The Force is finding that there is increasingly a cyber-element to even the most basic of 

investigations, which is creating significant capacity/capability issues (see Section 4 on 

Investigations).  78% of UK adults and 95% of teenagers use a smart phone, fuelling more 

persistent online activity and crime.  

 Techniques and methods of committing cyber-crime are constantly changing and evolving. 

 Virtual currency has grown to be a key enabler of many cyber-crimes. It is the primary 
vehicle for the transfer of funds from victims of such cyber-crimes as ransomware and extortion 
demands. 

 The National Digital Exploitation Centre (NDEC) and the National Economic Crime Centre 
(NECC) may lead to increased demand for Forces as the NCA utilise powers to co-ordinate 
and task investigations to forces.  
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Commodity Serious and Organised Crime 
 

Drugs 
 

 
 

 Drugs trafficking offences have increased by 17.6% (936 offences) over the last 12 months (to 
December 2018).  This is likely to be an indication of proactive policing activity as well as the 
threat around drugs. All Districts have seen an increase in offences over the 12-month period. 

 Drugs scores high in terms of risk assessment due to the high level of harm and concern 
associated with it.  As outlined above, drugs remain the primary activity of over half of OCGs 
in West Yorkshire and there are inextricable links with firearms to enforce local drugs markets. 

 County Lines was identified as an emerging threat in FMS1. OCGs have now been mapped 
and active Branded Drugs Lines recorded.  The business model is able to thrive as a result of 
the exploitation of vulnerable children and adults and there are links to serious violence and 
possession of weapons.  

 There has been little change in the general trends identified in FMS1.  The majority of mapped 
Drug OCGs continue to be involved in poly-drug supply, predominately heroin, cocaine, crack-
cocaine and cannabis. 

 
  



87 
 

Predicted Demand 

In FMS1, we predicted that drugs would continue to increase.  The chart above predicts a 34.4% 

increase in drug trafficking over the next four years.  Factors for the predicted increase are: 

 The United Nations Office on Drugs and Crime state that drugs and drug markets are 

expanding and diversifying as never before. 

 Drugs remain a highly profitable activity and therefore drive a significant amount of 

organised crime.  As West Yorkshire remains a distribution hub for drugs (in particular 

Bradford), the level of organised drugs crime is likely to increase. 

 Heroin, crack-cocaine, cocaine and cannabis will likely continue to dominate recorded drugs 

offences.  However, OCGs involved in poly-drug supply of heroin, cocaine and cannabis, are 

increasingly adding synthetic cannabinoids to their inventories and an increase in recorded 

drug offences relating to synthetic cannabinoids is expected. 

 Drugs is a central element and funds most elements of organised crime.  New types of 

organised crime, such as criminal exploitation of children and vulnerable adults, have a strong 

connection to drugs, such as County Lines offending.  New and emerging drugs remain a 

continuing threat to all forces.  

 The intelligence picture around County Lines is still developing and we anticipate the 

identification of more OCGs as we better understand the problem.  The NSA estimate there are 

approximately 1,000 branded drugs lines. 

 

Firearms 

 

 
 

 The volume of firearm (Section 1, 2 and 5) discharges is at a similar level to the previous year 
and has reduced from the high levels in 2016/17.  West Yorkshire is the only Force in the MSG 
that has seen this reduction.   

 There has been a reduction in Section 1 firearms discharges, which are at the lowest 
annual total since 2015 (with 50 offences recorded in December 2018, which is 15 less than 
the previous year).  

 Criminal use of firearms is a risk area given the high level of harm and the strong connections 
with drugs and organised crime.   
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Predicted Demand 

 In line with FMS1 and national trends, we predict an increase in firearms offences over the next 
four years. 

 This is due to the inextricable link with drugs, (which is predicted to increase), organised crime 
and the increasing level of violence associated with County Lines/criminal exploitation of 
children and vulnerable adults.   

 The most recent NSA identifies that there has been a 72% increase in the number of firearms 
discharges between 2013 and 2018 and also indicates a fluid supply of firearms via UK and 
overseas sources. 

 Whilst there is significant threat, harm and risk associated with gun crime, volumes remain low 
in West Yorkshire and we do not predict that levels will return to the peaks of 2016 and 2017.  
The increased levels of discharges experienced in other metropolitan forces have not occurred 
in West Yorkshire and a number of prevent and disrupt initiatives aimed at educating and 
diverting potential and current gang members from future gun violence may assist in reducing 
discharges. 

 
Organised Acquisitive Crime 
 
 Organised acquisitive crime accounts for the second highest number of OCGs.   

 Our latest Strategic Assessment found that 11% of burglaries result in the theft of at least one 
vehicle.  However, once offences are taken into account in which it was likely a vehicle was the 
intended target, this figure likely increases to more than 20%. 

 Of note is the extreme levels of violence that have accompanied the commission of some of 
the offences involving very young people.  This links to increasing concerns around the use of 
violence to assert ascendency in the gang/OCG culture by young people, inextricably linked to 
knife and firearm crime and criminal exploitation. 

 Whilst commercial robbery has only increased slightly over the last 12 months (1.4% increase), 
a sharp increase of 38.6% has been experienced over the three months from September to 
December 2018.  Whilst there hasn’t been an increase in cash in transit robberies as seen in 
other forces, there has been an increase in gas attacks on ATMs. 

 
Predicted Demand  

 Over the next four years, acquisitive crime is predicted to increase, which will include an 
element of organised crime within it.   

 

Vulnerability Serious and Organised Crime 
 
Child Sexual Exploitation and Abuse (CSEA), Indecent Images of Children and 
Criminal Exploitation of Children and Vulnerable Adults 
 
 Section 5 (Protecting Vulnerable People) provides the detail around current and predicted 

demand around CSEA.   

 FMS2 predicts a slightly lower rate of increase than FMS1, however this is still significant 
volume (54% increase).    
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Predicted Demand 

 FMS1 predicted that CSEA would continue to increase and raised particular concerns around 
IIOC and livestreaming of abuse, which continue to be raised as threats in the NSA. 

 FMS2 predicts a continued increase in indecent images, CSEA and CCE.  The reasons for this 
are explained in Section 5 (Protecting Vulnerable People).   

 
Modern Slavery/Human Trafficking (MSHT) 
 

 
 
Section 5 (Protecting Vulnerable People) provides the detail around current and predicted demand 
around MSHT.  The detail will not be repeated here, however this FMS predicts a significant 
increase compared to FMS1, due to four key factors: 

 Strong proactive focus on MSHT in West Yorkshire, as the Force continues to be one of the 
highest referrers to the National Referral Mechanism. 

 Improved awareness and understanding, as it is accepted that MSHT is significantly under 
reported at the moment. 
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 Better flagging and recording of MSHT. 

 Increased awareness of the criminal exploitation of children and vulnerable adults, with focus 
on the local and regional picture around trafficking and slavery associated with this, also linked 
to drug markets and County Lines, which we predict will increase.    

 

Regional Organised Crime Unit (ROCU)  
 
 Quantifying the demands placed on ROCU is difficult as this comes mainly through the tasking 

framework, dynamic tasking requests and through National Agencies.   

 The Regional Strategic Assessment informs a Regional Control Strategy, which then informs 
the main areas of demand for the ROCU.  Priority areas are MSHT and CSEA (which are high 
priority areas), County Lines, economic crime and money laundering, prisons and lifetime 
management, cyber-crime, drugs, firearms, organised crime and organised immigration crime. 

 Drugs, firearms and organised acquisitive crime make up the majority of ROCU’s demand, 
which also reflects the demand associated with organised crime within West Yorkshire.   

 Disruptions are monitored by the ROCU and although they are not a measure of demand 
themselves, they do illustrate ROCU’s output.  The majority of disruptions during 2018 were for 
economic crime (at 61%), followed by drugs (15%). 

 There is also demand associated with assistance to another Force or Law Enforcement 
Agency.  During 2018 ROCU provided support/assistance on 380 occasions with support 
around MSHT being the highest proportion in terms of crime types (31%) followed by drugs 
(18%).  

 
Predicted Demand 

 Demand for the ROCU follows national trends and given that serious violence and County 
Lines have been identified by the NCA as high priority threat areas, demand for ROCUs is 
anticipated to increase in this area.  This aligns with West Yorkshire, which has prioritised 
serious violent crime, knife crime and County Lines/criminal exploitation of children and 
vulnerable adults. 

 Greater demand is being placed on Law Enforcement to navigate the Dark Web to identify 
criminal sites and nominals as a significant amount of OCGs operate in this area. 

 Cyber-crime is an evolving threat and as predicted above is likely to increase, with more 
demand for ROCUs in this area to lead and support investigations.  

 The Regional Asset Recovery Team (RART) is heavily utilised by forces in the region to 
provide specialist capability needed to disrupt OCGs financially.  This demand is likely to 
increase in the future with forces identifying financial disruption as a key tactic in tackling 
organised crime. 

 Whilst the impact of the UK’s departure from the EU remains uncertain, there is likely to be 
greater demand on border control and Foreign National Offender criminality.  There is also 
likely to be an impact on MSHT and organised immigration crime. 
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Step Two – Establish the current status of the workforce and other assets: their 
performance, condition, capacity, serviceability, wellbeing and security of supply 
 

 
Performance and Effectiveness 
 
In the 2018 PEEL Effectiveness Inspection, the Force was graded as ‘Good’ by HMICFRS for 
tackling serious and organised crime.  In addition, very positive findings from HMICFRS insight 
work led to this area not being selected for inspection within the 2019 Integrated PEEL 
assessment. 
 
The table below shows the performance of the Force in key organised crime areas and the MSG 
positions and outcome rates where relevant.   
 

 Performance in 2018 MSG position Outcome rate 
CSEA 15% increase in offences 

to 6,607 
N/A Charge rate has fallen from 

11.5% to 8.8% with the volume 
of charges falling by 83 to 577. 

MSHT 133% increase in 
offences to 227 

N/A Outcome rate has reduced to 
9.2% 

Drug Trafficking 16% increase in offences 
to 2,124 

Highest crime rate 
in the MSG 

Lowest outcome rate in the 
MSG 

Firearms 23 reduction in offences 
to 50 (S1 Firearm 
discharges) 

2nd highest gun 
crime rate in MSG 

14 of the 50 discharges 
resulted in injury. 

Commercial 
Robbery 

1.4% increase in offences 
to 443 

4th highest crime 
rate in MSG 

2nd lowest outcome rate in the 
MSG 

Fraud 14% increase in offences  
to 8,260  

N/A N/A 

Cyber enabled  108 % increase to 11,860 
offences 

N/A Outcome rate of 5% 
(outcomes 1-8) 

Cyber 
dependent 
(computer 
misuse act) 

12 % increase to 140 
offences  

N/A Outcome rate of 3% 
(outcomes 1-8) 

Most Serious 
Violence 

24% increase in offences 
to 2,102 

4th highest crime 
rate in the MSG 

2nd lowest outcome rate in the 
MSG 

Knife Crime 20% increase to 2,711 
offences 

2nd highest crime 
rate nationally 

22% (461) of the knife crimes 
recorded in 2017 resulted in a 
charge. Whilst 320 charges 
have been achieved against 
the crimes recorded in 2018, 
593 investigations remain 
ongoing.  

 

Capacity – Resources into tackling serious and organised crime 
 
FMS1 identified in detail the functions and staffing in place to tackle serious and organised crime 
and concluded that West Yorkshire had good capacity and capability in this area.  Overall, this 
remains the position, although there have been some changes as follows:    

 Our traditional serious and organised crime capacity at Level 2 remains good but this is 
beginning to be stretched as the NCA move away from tackling high-level commodity 
organised crime involving drugs (which is inextricably linked to firearms) and shifting more 
emphasis on themes such as MSHT and CSEA.  Consequently, both the Force and the Region 
(through the ROCU) increasingly have to fill that gap. This comes at a time when the NCA are 
expecting ROCUs to take on more, but their budget is reducing by £1.95m by 2021. 

 HMICFRS has previously highlighted an Area for Improvement (AFI) in the thematic review of 
Regional Organised Crime Units for the Home Office to ensure sustainable funding. This AFI 
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is still outstanding and requires reconciling.  Research by the London School of Economics 
(LSE) indicates that nationally, a significant proportion of serious and organised crime demand 
goes unmet with falling disruptions due to resourcing issues. 

 West Yorkshire is the lead force for the ROCU, which is comprised of a number of specialist 
functions.  There are capacity issues facing the ROCU with retention being a key issue 
primarily due to greater pay from partners and the private sector.  The resilience issue around 
detectives is also an issue for ROCUs with Forces reluctant to lose accredited detectives to the 
ROCU given the gaps at a Force level.  This is a particular issue for West Yorkshire as the 
majority of officers and staff come from West Yorkshire Police.  

 Capacity should be improved as a result of the Government Strategy for Serious and 
Organised Crime, which has indicated a further £90m funding for forces (although allocation 
of this has yet to be announced).  In addition, the Force has recently been successful in 
receiving funding to tackle violent crime and knife crime.  Whilst this is extremely positive, the 
pressure to deliver the initiative within one year is challenging.  This short-term approach must 
be balanced with a longer-term multi-agency whole systems approach to tackling what is a 
complex social issue (see Step 3). 

 Districts have limited capacity at Level 1 to effectively deal with anticipated demand increases 
and are reliant on neighbourhood resources to address the threats.  It is likely that the number 
of OCGs will remain stable in Districts, as there is limited capacity to map and manage them.   

 FMS1 outlined pressures in the Digital Forensics Unit (DFU) with operational demand 
outstripping capacity, given the increasing number of investigations, which involve a cyber-
element.  This has led to the Force outsourcing demand, which is financially expensive and 
DFU has been identified as a new red risk on the Strategic Risk Register.  Following the 
increased precept levels this year, growth of an additional 18 posts has now been approved to 
improve capacity in this area in order to impact on demand and backlogs.   

 Linked to this, FMS1 also identified capacity issues in Digital Telecommunications, which 
play a critical role in high-risk missing person’s investigations as well as criminal investigations.  
Six growth posts have been allocated to this function to improve evidential opportunities to 
assist in the successful prosecution of offenders as well as locating high-risk vulnerable people.   

 At a regional level the ‘Regionally Managed, Locally Delivered’ Cyber project, which has 

received funding through the Police Transformational Fund over a five year period is targeting  

Cyber-dependent crime.  This has enabled the Force to grow capacity around Prevent and 

Protect in particular and provision of technology. 

 A fundamental review of the Intelligence function has been undertaken, leading to a 
restructuring of the Force’s intelligence functions and resources to meet threats posed by 
organised and local crime threats.  Value for Money Profiles show that whilst the Force is 
spending more per head of the population on police staff in the Intelligence function compared 
to other similar Forces, it is spending less on police officers.   

 There is a capacity issue around the Major Collisions and Enquiry Team (MCET), given that 
demand and workload are increasing.   The Forensic Collision Investigation Unit. which is a 
three-force collaboration is equally experiencing capacity issues with demand outstripping 
resources, which is further exacerbated by abstractions due to ISO accreditation.  

 

Capability  
 
FMS1 identified good capability around serious and organised crime in terms of skills as well as 
processes and partnerships in place.  For example, multi-agency plans are in place to address 
serious and organised crime threats from a 4P perspective (Prevent, Prepare, Protect and Pursue) 
and MoRiLE is well embedded at both a strategic and tactical level.  Key developments in 
capability for FMS2 are:  

 The Training Needs Analysis for Specialist Crime indicate an effective skills base across the 
teams with some upskilling needed to ensure resilience in cyber-crime and specialist 
interviewing skills, which will be actioned as appropriate by Learning and Organisational 
Development.  
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 The Detective gap remains an issue across the Force and within Protective Services Crime 
there is a gap of 48.1 (accredited Detectives and PCs).   Actions to address the gaps are 
identified in detail in Section 4 (Investigations). 

 The ROCU has good capability and have recruited posts/developed teams to address skills 
gaps and new demand pressures such as a County Lines Co-ordinator and Dark Web Team.  
However as funding is uncertain, both capacity and capability are threatened, in particular for 
capability around accreditation, training, licences and technology.  With limited funding ROCUs 
will be unable to acquire appropriate technology, to keep pace with organised crime, provide 
licences to platforms and software or train officers and staff sufficiently to gain and maintain 
relevant accreditation.  

 There is a burden around accreditation at a Force and ROCU level.  The volume of digital 
evidence and examinations is predicted to increase and servicing this increase is further 
exacerbated by the requirement to meet the accreditation standards for both ISO 17025 and 
the Codes of Practice governed by the Forensic Regulator in respect of both Digital and 
Conventional Forensics.  There is an ongoing capacity and resilience issue in terms of PIP3 
accredited SIOs and succession planning.  

 The NSA states that whilst the UK’s Exit from the EU is unlikely to change the level of serious 
and organised crime, it is potentially going to make it more challenging to address it.  Although 
continued EU/UK security, law enforcement and criminal justice co-operation in the future is 
considered essential by both the UK and EU, there is no pre-existing model for such co-
operation.  The potential loss or slowing down of access to EU Law Enforcement and Security 
tools, powers and information is an issue and is likely to impact on capacity and capability.  

 The growing digital dimension of organised crime is a cross cutting threat as encrypted 
communication technologies enhance criminal’s operational security and hamper 
investigations, thereby impacting on capability. 

 Rollout, from 2019, of 5G networks will see revolutionary data speeds and a vast amount of 
complex digital information is expected to be available to those who commit crime and for 
those required to police and provide public safety. The NPCC believes there is a need to be 
ready, but there are no clear approaches to investment in research, new collaborations and 
ways of working for these technologies to enable this.   

 The National Economic Crime Centre (NECC) was launched in November 2018 and aims to 
strengthen Law Enforcement’s capability to tackle economic crime, maximising new powers 
such as Unexplained Wealth Orders and Account Freezing Orders to tackle illicit finances that 
funds and enables most organised crime. 

 
Wellbeing  
 
 In FMS1, we reported that sickness levels in Protective Services Crime were relatively low in 

comparison to other Districts and Departments and this remains the case when reviewing 
absence levels in the past 12 months.  At the end of December 2018, police staff sickness for 
the year was reported at 3.1% whilst police officer sickness was reported at 2.8%.  

 However, we also reported that there were some roles where staff were exposed to distressing 
material (such the Abusive Images Unit), traumatic incidents (Major Collision Enquiry Team) or 
were involved in sensitive roles (Family Liaison Officers).  In addition, there are some roles 
where staff work very long hours, where officers often breach working time directives.  By 
nature of the role of Protective Services Crime, these remain ongoing challenges, although 
good mechanisms are in place to support staff with access to OH referrals.  

 One of the top three issues in the Staff Survey was levels of emotional energy as a result of 
demand.   Despite the challenges above, for Protective Services Crime, the survey found that 
levels of emotional energy are higher than for District policing and in line with the Force 
average and that levels of challenge stressors (perception of work related demands) are on par 
with the Force average.   
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Step 3: The actions we will need to take to make sure the workforce and other 
assets will be able to meet the demand we are anticipating (e.g. changing skills of 
the workforce, investing in new ICT and making efficiencies). 

 
This FMS has highlighted the complex relationship between organised crime, urban gangs, 
vulnerability and violent crime.  This is a major challenge facing policing and society in general and 
requires a multi-agency whole systems approach in tackling the problem.  Key actions therefore 
are: 
 

 Programme Precision is the Force response to organised crime, dealing with a multitude of 
criminality at a local level.   We will build on some early successes we have had around 
tackling gangs and disrupting organised criminality through a multi-agency sustainable 
partnership approach, as this is the only way we will tackle this complex problem long term.  
This is particularly important around young people and preventing their involvement in Urban 
Street Gangs where they can be vulnerable to organised crime, violence and criminal 
exploitation. 

 The Criminal exploitation of children and vulnerable adults linked to County Lines is 
complex and requires a multi-agency approach given the links with CSEA and missing 
persons.  The problem is symptomatic of a wider issue around violence, vulnerability and 
organised crime, but needs to be addressed through joint Safeguarding arrangements in a 
similar way to CSEA.  

 The recent investment from the Home Office to tackle violent crime and knife crime will see 
the introduction of a Violent Crime Task Force and Reduction Unit, which will focus on 
enforcement (surge) activity as well as a longer-term preventative approach.   

 The assessment of Digital Intelligence and Investigation has not yet been completed, but is 
likely to reveal that demand will increase in this area and that the Force does not have the 
capacity or capability to deal with it.  It is important that consideration is given to the resourcing 
of this capability at either a Force or Regional level to address the gaps.  

 
 

 
 
 
 
 
 
 
 
 
 
 
  

Case Study – Tackling Organised and Violent Crime 
 

A whole systems approach to gang and organised crime was introduced and aimed to address the uplift in 
gang related violence over drug markets.  This had led to an increase in stabbings and criminal use of 
firearms.  A range of tactics and initiatives were implemented to tackle this problem.  From an enforcement 
perspective, gang injunctions and test purchase operations were utilised and Serious and Organised 
Crime Units working with Lancashire Constabulary dismantled a County Lines network, which was 
criminally exploiting young people as drug runners.  Alongside this, the Firearms Prevent Team have been 
instrumental in ensuring that the main gangs and OCGs have been disrupted.  Finally, from a preventative 
and early intervention perspective and working alongside the OPCC, a number of initiatives have been 
working with young people to prevent them entering a gang lifestyle. G.A.n.G.S (Get Away ‘n’ Get Safe) 
delivers anti-gang awareness to primary school children and a Gang Peer Mentor Programme provide 
positive role models for young people.  This combination of enforcement and prevention/early intervention 
is critical in order to tackle the problem long term. 
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Step 4: The Future Demand we do not expect to be able to meet despite the 
challenges and efficiencies we will be making 
 

 
This FMS has shown that capacity and capability within the Force and Region remain strong in 
tackling serious and organised crime.  There are two key areas however, which despite our 
investment and focus remain of significant concern: 

 Online demand and the significant challenge to investigations given volume and complexity.  
We predict that whilst online/digital demand will increase significantly over the next four years, 
the Force/Region does not have the capacity and capability to deal with it. 

 Violent crime and its relationship to organised crime and vulnerability.  There is a need to 
ensure that a long-term preventative approach is taken to violent crime, as this complex issue 
cannot be resolved in the short term and by enforcement activity alone.   
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Section Eight: Major Events 
 

This section is about Major Events and will focus on: 

 Public Order 

 Civil Emergencies 

 Terrorism 

 Armed Policing 

 Roads Policing  
 

Executive Summary 

 The ability of the Force to respond to major incidents is critical and forms part of the 
Strategic Policing Requirement, which both the Chief Constable and Police and Crime 
Commissioner must have due regard to.  

 FMS1 found that demand was increasing around armed policing and terrorism, but that 
capacity and capability was strong across all areas of demand. 

 Key demand issues in this FMS are the predicted increase in public protest primarily as a 
result of EU Exit and the endurance of Right Wing and counter protest (which is also 
identified as a new contingency threat by partners) and the demand pressures around armed 
policing, as a result of the terrorist and organised crime threat. 
 

 

Step One – Establish the gap between current demand and the demand you 
expect in the next four years 
 

 

Public Order  
 
The Force captures all of its Public Order/Public Safety (POPS) demands within the POPS 
Strategic Threat and Risk Assessment, which is conducted every six months.  This was revised in 
December 2018 with key demand pressures/threats outlined below and consistent with the findings 
in FMS1.   
 
Protests 

 In line with FMS1, the Risk from the Extreme Right Wing and Defence Leagues remain at 
Moderate, whilst the Left Wing remain at low.   

 The Force dealt with two high profile protests in 2018.  The first event was a spontaneous 
matter in Leeds City Centre in May, where an estimated 500 people engaged in significant 
disruption blocking roads and engaging in low-level criminality and disorder on the same day 
as the England World Cup semi-final. This was a challenging event to police and saw in the 
region of 400 Right Wing supporters and about 1,000 supporters engaged in counter protest.  
The second was in July 2018 and a was a joint event involving a number of Right Wing groups 
led by the Yorkshire Patriots and took place on the same day as a National Front protest in 
Wakefield. 

 The Force saw spontaneous small-scale protest/leafletting activity by Britain First between 
August and December 2018 in Huddersfield, Bradford and Halifax.   

 The Force has seen three ‘Yellow Vest’ protest’ in recent weeks. These have varied in 
attendance but have attracted mainly Right Wing supporters to Leeds City Centre. 

 
Football  

 In line with FMS1, the risk around football remains at Moderate. 

 West Yorkshire has three football league clubs, each of which has a risk element amongst its 
fans around spontaneous confrontation and disorder and sometimes pre-planning violence or 
disorder.  The Force has reassessed its approach to policing football in order to reduce costs 
and abstractions to District policing. Police Liaison Team Officers (PLT) are now an integral 
part of match day policing as part of the approach to adopt a greater problem solving approach 
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to prevent disorder through dialogue.  The efficiencies made and the savings to duty time are 
identified in Step 2 under capacity.   
 

 
 
 
 
 
 
 
 
 
 
 
Other Sporting Events  

 The Tour De Yorkshire Cycling event takes place between 2 and 5 May 2019 and is in West 
Yorkshire on the 3 and 5 May. This event continues to grow in stature and attendance on day 
four is likely to see over one million spectators at the roadside in the County. Both days will see 
policing from duty staffing and the Special Constabulary.  

 On 19 May 2019 Headingly Cricket Ground (Leeds) will see England play Pakistan in a one 
day international followed by a five day Ashes Test Match against Australia on the 22 August 
2019.   

 Both of these fixtures will see a protective security operation involving armed and unarmed 
officers given the threat to crowded places. 

 
Music/Community Events  

 There are a number of carnival and music festivals, primarily in Leeds.  Whilst the risk level 
is assessed as low, there is the potential for serious violence, crime and disorder due to the 
large number of people attending. 

 Leeds Festival Bank Holiday Weekend can see up to 70,000 attendees and is policed by 
mainly duty staff with some roads policing support. The event does involve arrests mainly for 
drugs supply offences and arrest numbers in the region of 60 can be assumed for the five day 
policing operation.  

 The Chapeltown Carnival is the largest West Indian Carnival outside of London and sees up 
to 150,000 people attend. Criminality does feature often in the form of violent crime between 
feuding Organised Crime Groups. The event is policed by duty staffing, which also covers the 
night-time economy in the city centre.  

 

Environmental Protest  

 There has been protest activity in Leeds associated with Fracking and the facilities able to 
process and clean the waste water produced by on shore drilling.  

 In February 2019 a national day of action organised by ‘Reclaim the Power’ and ‘Extinction 
Rebellion’, two activists groups along with ‘Frack Free Leeds’, a local protest group, engaged in 
a protest in Leeds City Centre. In the region of 40 people attended. 

 
Mutual Aid 

 The Force provides a regular supply of police officers on mutual aid to other forces. There were 
36 requests for mutual aid in 2018 (compared to 44 last year), covering football, protests, 
demonstrations and VIP requests.   

 
Predicted Demand  

 Whilst FMS1 predicted stable demand, this FMS predicts increased levels of demand around 
public order and protest, given the uncertainties that the UK’s exit from the EU brings. Further 
‘Yellow Vest’ events can be anticipated during this period of time when Brexit is still not 
finalised. 

Case Study – Policing of Football 
 
Following substantial research, the Force has now adopted the ENABLE approach to policing football.  We have 
introduced Police Liaison Officers as a primary tactic in football policing as a more proportionate response to low 
level and initial interactions.  These officers receive specialist training in the communication with and influencing 
of groups and individuals, reducing the need to use force.  Dependent on information and intelligence around the 
threat level of particular fixtures, there have been opportunities to reduce the number of Police Support Unit 
(PSU) officers deployed.  This approach will not only reduce demand, but it will also reduce costs.  We estimate it 
will save £139,670 per season SPS (Special Police Services) charges between the three football clubs and 
£125,996 saving for West Yorkshire Police.  This is the first tranche and further savings will be made. 
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 Whilst the English Defence League (EDL) has seen diminishing support and activity, Brexit is 
likely to re-ignite the activity of the Right Wing and lead to protests if the deal is perceived not 
to deliver on the referendum result.  This is likely to lead to counter protests. 

 Other factors such as child sexual exploitation, terrorism and other national/international factors 
can lead to community tension and protests and have a wider impact on community cohesion, 
tensions and public order.  These matters and the subsequent increase in hate crime, 
demonstrations and counter protests all require a comprehensive and effective policing 
response to protect public safety and manage any spontaneous or pre-planned disorder. As 
such, they continue to present potential challenges from a resourcing perspective in the current 
policing climate. 

 We predict that environmental protest is likely to continue. Although there are no actual 
fracking sites in West Yorkshire, there are facilities providing a service to fracking, which 
presents an element of risk.  

 
Civil Emergencies  
 
The threats around civil emergences/contingencies remain broadly the same as those outlined in 
FMS1: 

 FMS1 predicted that the civil contingency threats around community tensions/protest/terrorism, 
cyber-attack, pandemic influenza and severe weather would remain threats for partners over 
the next few years. 

 This FMS finds that these remain consistent threats for the Local Resilience Forum (LRF) 
partners.  However, a common (but not unexpected) new threat across partners is the UK’s 
exit from the European Union.  Processes are in place at both a Force, Regional (through the 
LRF) and National level in terms of contingency planning for Brexit. 

 The top three contingency threats for West Yorkshire Police are terrorism, the Emergency 
Services Mobile Communication Programme (which will replace the national radio and 
communication network and is a red risk on the Strategic Risk Register) and the increase in 
demand, which is now at unprecedented levels (also a Red Risk on the Strategic Risk 
Register).   In addition, pandemic influenza/infectious disease is a high amber risk on the 
Strategic Risk Register.  

 
Predicted Demand 

 We predict that the above threats and demands will remain pressures and challenges for 
partners for some time, as they require long term strategic planning.  

 As identified under Public Order, Brexit could increase threats around public protest, disorder, 
community tension and hate crimes, whatever the outcome. 

 The continuing evolving nature of the cyber threat could lead to increased threats around 
cyber-dependent crime and a cyber-attack.   

 
Terrorism   
 
The threats around Terrorism remain broadly the same as those outlined in FMS1:  

 The threat to the UK from international terrorism remains at SEVERE, meaning an attack is 
highly likely. 

 The terror threat in the UK comes principally from Daesh (ISIL, ISIS and IS) and Al Qaida and 
groups and individuals who are directed, encouraged or inspired by them. 

 The national threat picture also indicates an increasing threat from individuals or groups 
inspired by extreme right wing ideology as well as a persistent risk from Northern Ireland 
related terrorism.  

 The direct threat from the terrorist organisation National Action have been heavily disrupted 
since its proscription in December 2016, which facilitated an increase in the number of arrests, 
disruptions and convictions of its members. However, a number of new groups with similar 
ideology and tactics have since emerged. 
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 The level of threat is complex and multi-dimensional and ranges from lone actors intent on 
carrying out crude attacks to sophisticated networks pursuing ambitious and co-ordinated plots. 

 The increase in attacks in 2017 represented a shift in threat rather than a temporary escalation. 
Since then we have seen a direct increase in the volume of intelligence received and in the 
demand for investigative resources.  

 The threat posed by UK nationals seeking to return from Syria or Iraq is something UK policing 
has planned for and a wide range of measures are in place to manage and mitigate any threat 
and risk posed to UK communities.   

 
Predicted Demand 
The UK continues to face an increasing threat from terrorism. The threat is international in scope 
and involves a variety of networks, groups and individuals who seek to advance their aims through 
acts of violent extremism.  The demand experienced by the CT network has been unprecedented 
over the last two years and further increases in the national threat level is anticipated in the future: 

 Travel abroad for extremist purposes is still a concern, though the threat has reduced due to 
the changing situation in Syria. We remain alert to the possibility of travel to other areas of 
conflict and the potential implications of this activity.  

 The threat from lone actors is a key issue and examples continue to be seen across the UK. 
Lone actors can progress to action very quickly and are by their very nature difficult to identify, 
making the manifestation of this threat difficult to predict and prepare for. 

 Online radicalisation and the increasing use of technology by extremists are also areas of 
increasing concern, with the online space offering a readily accessible platform for extremists 
to communicate, recruit and facilitate. The volume of digital material recovered in CT 
investigations is unprecedented and continues to rise, requiring significant resources to 
manage enquiries and mitigate risk. 

 National indications suggest the next four years are unlikely to bring any significant reduction in 
threat or the volume of CT investigations and the demand for resources remains high. 

 The tragic events of 2017 demonstrated that attacks can occur at any time or place and without 
warning. As such, there is an ever-increasing requirement for CT policing to stop attacks, bring 
offenders to justice, protect crowded places, business and critical infrastructure sites and 
prevent people from being drawn into terrorism. Our security measures and activities are 
constantly reviewed to reflect where the threats exist and the level of threat we are facing. 

 The number of reports of offences of an abusive, threatening or intimidating nature against 
MPs, their staff and families has risen in recent years. Threats to MPs will remain a priority for 
local policing and Counter Terrorism Policing North East (CTPNE) for the foreseeable future, 
particularly with regard to the UK’s exit from the EU.    

 
 
Armed Policing 
 
The threats around armed policing remain broadly the same as FMS1, although demand has 
increased slightly: 

 In 2018 there were 974 firearms deployments (compared to 889 in 2017).  421, were pre-
planned and 553, were spontaneous and deployed ‘live time’ by the Duty Officer.  

 As outlined in FMS1, demand is influenced by the increase in Counter Terrorism operations, 
which require armed policing support, the increased threat from both national and domestic 
extremism and requirement for armed venue security, linked to the terrorism threat. 

 Given the threats around organised crime and in particular the inextricable link between drugs 
and firearms, there has been continued requirement to support crime operations against 
Organised Crime Group (OCG) activity. 

 Whilst the firearms threat is now seeing signs of stability, armed response tasking is required 
following firearms discharges (50 in 2018 compared to 65 in the previous year).   

 There has been an increase in complex deployments as part of the JESIP Programme.  For 
example, in response to the increased distribution of fentanyl amongst OCGs extra steps and 
precautions are needed to deal with the subjects and environment. 
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 There has been a slight increase in the number of times Taser has been fired from 55 in 
2017/18 to 66 in 2018/19.  

 
Predicted Demand  
In line with FMS1, we predict that demand around armed policing will increase over the next 
four years.  Key reasons for this are: 
 Protective security patrols at venues – following the number of CT related incidents in the 

UK and abroad, and following risk assessments to reassure and deter, there has been an 
increase in deployments of Authorised Firearms Officers (AFOs) to venues for public events.   
With the ongoing CT picture, these will remain and are likely to increase.  The Force is 
introducing AFOs who will be specifically trained for this role. 

 CT operations and serious and organised crime – will continue to require armed policing 
support. 

 Specialist capability – As a large Force, the Specialist Capability Programme may call upon 
the Force to take further regional responsibility around niche capabilities. 

 Increase in training and exercising at venues – With both national and international attacks 
there is increased demand from partners and venues to participate in simulated attack training 
events focused around the CT threat. These take a number of months to prepare and deliver 
and impact on other areas. 

 
Roads Policing   
 

 
 

 After falling consistently over the past five years, the number of people Killed and Seriously 
Injured (KSI) on the roads has increased in 2018 by 3% from 851 to 872. 

 In 2016, West Yorkshire had a total of 37 fatalities, the lowest ever in a single year.  That total 
has almost doubled in 2018 as 71 road users were killed, which is the highest since 2008. 
The most significant increases in fatalities are in Leeds, Wakefield and on the Motorway 
Network.   

 Serious injuries among the vulnerable roads users made of pedestrian, cyclist and motorbike 
rider have remained consistent over the last five years.  A fifth of all casualties, a third of those 
KSI and half of all pedestrian’s casualties, are vulnerable road users (children or older 
adults). 

 Among children, those aged 6 to 11 years are the highest number of all child casualties and 
drivers aged 30-39 years were involved in the highest number of collisions. 

 The increase in KSI means more demand for policing resources as these collisions require 
thorough investigation and consequently more resourcing.   

 Whilst KSI have increased over the year, all road casualties have reduced by 6.2% (to 5,446 
accidents) compared to 2017. This reflects a positive continuing reducing trend over a number 
of years. 

 The table below shows that all Local Authorities with the exception of Wakefield saw a 
reduction in overall casualties in 2018 compared to 2017.  Only Bradford and Kirklees saw a 
reduction in KSI casualties, with Calderdale and Leeds having a slight increase but Wakefield 
noting a considerable increase of 26.8%  
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Predicted Demand 
FMS2 predicts a stable trend for KSI with a small increase (1.3%) over the next four years. The 
longer-term trend for road traffic collisions in the County remains generally downward.  Key 
reasons for this include: 

 The continued positive partnership work in this area, particularly around camera enforcement 
to improve road safety.  District Neighbourhood Policing Teams are now engaged in road 
safety initiatives and enforcement activity. 

 The Force contributes to a range of national road safety campaigns, including weeks of 
action to tackle uninsured drivers (seizing an average of 25 uninsured vehicles each day), the 
Christmas Drink and Drug drive campaign (with a total of 376 arrests in December 2018) and 
use of the Highways England unmarked LGV to identify and prosecute distraction whilst driving 
related offences. 

 Significant investment has been made to tackle the issue of drink and drug driving.  Every 
marked car and small van (as well as the entire Roads Policing fleet) in West Yorkshire has a 
roadside screen breath kit and the budget for the purchase of Drug Wipes (introduced in March 
2015) has been doubled in order to replicate the high demand this area of detecting cannabis 
and cocaine abuse in drivers has created. 

 Enforcement activity through a number of operations across the County, is improving road 
safety.   The investment in ANPR and growth of the Proactive Intercept Team has created 
an effective method of identifying and denying criminal use of the road at serious and 
organised levels. There is a wealth of evidence linking the denial of criminal use of the road 
with improvements to road safety. 

 The popularity of cycling continues to grow with a commensurate increase in risk of collision. 
The Close Pass trials (which educate road users passing too closely to horses/cyclists) in 
2017 proved effective and the roll-out to all NPTs in West Yorkshire occurred in 2018 with 
several successful deployments in Kirklees, Leeds and Wakefield. Close Pass will continue 
throughout 2019 with Bradford and Calderdale ready to deploy their first operations. 

 Whilst there is a positive amount of partnership work ongoing which suggests a reduction in 
KSI, there is however an emerging issue in West Yorkshire associated with the ‘hiring’ of 
high-end, hi-powered vehicles by individuals (predominantly young males) purely for 
recreational or status purposes. There is evidence of those vehicles being driven at excessive 
and dangerous speeds in an anti-social and often dangerous manner presenting increased risk 
of collision to the driver, occupants and road using public alike. There is also intelligence to 
indicate such commercial activity may be associated with organised criminal activity.   

 We anticipate new demand regarding the reporting of road traffic offences through dash 
cam/Go Pro footage.  The current process requires members of the public to physically attend 
a police station with their footage but with launch of an online portal, this process will be more 
user-friendly for the public and efficient for the Force.  A new team will be created to deal with 
the emerging new demand.   
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 Road safety continues to be a key priority for the public and is a priority in the Police and Crime 
Plan.  This is positive as it is recognised that a partnership response is critical as the Force can 
only play a limited role, with the need for prevention, education and engineering being critical 
for road safety. 
 

Step Two – Establish the current status of the workforce and other assets: their 
performance, condition, capacity, serviceability, wellbeing and security of supply 
 

 
Performance and Effectiveness 
 
The last Police Efficiency Effectiveness and Legitimacy (PEEL) inspection, did not grade Specialist 
Capabilities, however this will be assessed during the Integrated PEEL Assessment in May 2019.  
 

Capacity  
 
FMS1 identified in detail the functions and staffing in place to address the demands around major 
events and concluded that overall, despite the pressures, there was good capacity to deliver these 
functions.   
Key development in this FMS are: 

 The Force is using innovative approaches to develop local potential as well as external 
recruiting.   There are a number of officers at various stages of training, which will make an 
impact. 

 Plans are in place to train a number of district staff to AFO level to assist with venue security 
and develop staff towards armed policing roles and succession planning for roles. This process 
is ongoing and should reach the desired number sequentially towards summer 2020, reflecting 
the need to balance various demands upon firearms training.  

 A growth of 10 PCs to Operation Servator as a result of the increased police precept will 
improve capacity to deter and minimise the opportunities for terrorist acts within iconic sites, 
crowded places and town and city centres whilst also acting as a visible deterrent against 
volume crime and disorder. 
 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 

 
 In terms of Police Support Units (PSU), the Force has sufficient capacity with PSUs.  

However, the 2019/2020 PSU training programme will aim to increase these numbers to 
provide more resilience.  The obligations of West Yorkshire Police are to be able to provide 15 
PSUs at a point 48 hours after the national mobilisation plan is instigated and the Force can 
meet this requirement.   

 There has been a reduction in substantive Gold Commanders (down from ten to six), although 
three Chief Superintendents are being trained this year.  The number of substantive Silver 
Commanders has increased from 18 to 28 as have Bronze Commanders (from 24 to 28), which 
is soon to rise to 31.     

Case Study – Project Servator 
 

This year we officially launched Project Servator, which aims to disrupt a range of criminal activity, including 
terrorism, while providing a reassuring presence for the public. Our Project Servator deployments are highly 
visible and unpredictable and can happen at any time, anywhere.  Project Servator sees the deployment of 
both highly visible and covert officers, supported by other resources such as dogs, horses, firearms officers, 
vehicle checkpoints, Automatic Number Plate Recognition (ANPR) and CCTV.  These deployments can 
include officers who are specially trained to spot the tell-tale signs of individuals who may have criminal intent. 
Officers will talk to the public and local businesses explaining the deployment, encouraging vigilance and the 
reporting of any suspicious or unusual behaviour.  Our teams also work with partners, such as British 
Transport Police, security staff and CCTV operators to carry out deployments. 
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 In response to the new and proactive approach around football, the numbers of PLT Officers 
have increased.  There is also an established PLT Lead Co-ordinator who is also a 
substantive Bronze Commander.  The number of Protest Removal Team (PRT) Officers have 
also increased, with Intelligence Officers and Evidence Gatherers remaining static.  The 
changes implemented are also making efficiencies and releasing officers back into Districts.  
Across the three largest clubs in West Yorkshire (Leeds, Bradford, Huddersfield) the below 
shows the staff reductions per game of each category: 

 
 West Yorkshire Police (Duty 

Saving) 
Club Saving 

Leeds Cat A 
Leeds Cat B 
Leeds Cat C 

1 x Insp, 1 x PC  
1 x Insp, 1 x Sgt, 8 x PC 
2 x Insp, 3 x PC 

2 x Insp, 1 x Sgt, 12 x PC  
2 x Insp, 1 x Sgt, 12 x PC 
2 x Insp, 1 x Sgt, 13 x PC 

 
Huddersfield Cat A 
Huddersfield Cat B 
Huddersfield Cat C 

1 x Insp, 1 x Sgt, 10 x PC 
2 x Insp, 2 x Sgt, 22 x PC 
1 x Insp, 1 x Sgt, 21 x PC 

1 x PC 
0 
1 x Sgt, 6 x PC 

Bradford Cat B 
Bradford Cat C 

1 x Insp, 2 x Sgts, 14 x PC 
1 x Sgt, 9 x PC 

1 x Sgt, 7 x PC 
1 x Insp, 3 x Sgt, 21 x PC 

Total Saving 
 

£125,996 £139,670 

 

 In response to the increased number of road deaths, a growth of eight Roads Policing 
Officers has been approved following the increase in the police precept.  The increase in 
police presence on the extensive road network is not only important to improve road safety but 
it is also effective in denying criminals use of the road network. 

 The Casualty Prevention Unit continues to digitalise its camera assets and has purchased a 
further 15 digital cameras with a further 50 planned.  This will support more effective 
deployment of cameras to locations with an evidence base indicating higher risk of collisions.  

 Through process transformation firearms licensing is now becoming completely IT based and 
the Force has invested in automated back office conversion, negating the need for manual 
input.  This has improved capacity and efficiency in this area. 
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Capability  
 
FMS1 outlined that overall there was good capability around functions delivering against major 
events.  The issues raised around inexperience of the workforce and command resilience are 
however, still relevant.  Key developments around capability for this FMS are:   

 Inexperience remains a significant issue and is likely to be one for some time as around 46% of 
the frontline have less than two years’ service.  From an Operational Support perspective, this 
impacts particularly on public order and roads policing capability.  In terms of public order, 
the challenge of ensuring Officers demonstrate the confidence and assertiveness needed at 
Public Order Public Safety (POPS events) is a real one, given the anticipated increase in public 
order outlined in Step 1.  In terms of roads policing, the level of support required in dealing with 
anything other than a minor collision will continue to grow. This requires day to day support and 
a programme of coaching and mentoring to ensure that the knowledge-base at District is 
developed over time.   

 In terms of command resilience, whilst the number of Silver Commanders has increased, 
over the last 12 months the Force has lost its’ most experienced high risk Silver Commanders, 
leaving a limited number of Silvers with experience of high risk protest events. This capability 
needs to be addressed through exposure of Commanders to higher risk events via mentoring 
and assessments.   

 As identified in Section 7, there is a capacity issue around the Major Collisions and Enquiry 
Team (MCET), given that demand and workload are increasing.    

 There has been some improvements in capability for roads policing with the development of a 
Regional Collision Investigation Unit, which will complement the Force Major Collisions 
Enquiry Team (MCET).  This Team consists of one Detective Inspector, three Detective 
Sergeants and 10 Constables.  All the supervisors are accredited Roads Death Senior 
Investigating Officers (SIOs) and can call upon the services of the Force cadre of Force Liaison 
Officers (FLOs) to support their work with the families of collision casualties.  In addition, at a 
Force level a number of Roads Policing officers have now become prohibition trained, which 
allows them to prohibit the further movement (and in extreme cases seize) any vehicle that is 
found to be in an un-roadworthy condition. 

 A new team of officers and staff will be hosted within the Prosecutions and Casualty Prevention 
Unit, providing the capacity and capability to receive, review and process digital 
submissions from the public (e.g. dash-cam, head-cam and mobile phone footage), which 
show alleged driving offences or dangerous driver behaviour. The aim is to improve road safety 
and prevent casualties by identifying high-risk driver behaviour and pursue substantive 
offences to a range of outcomes including driver retraining, fixed penalty or a court 
appearance. The team will also provide an investigative response to offenders who try to 
frustrate enforcement activity by making false and fraudulent driver nominations in relation to 
Notices of Intended Prosecution, particularly because intelligence tells us that some of this 
offending is directly linked to Organised Crime Group activity. 

 West Yorkshire Police currently operates 17 drones with approximately 60 officers trained 
across the Force to use the devices.  Within the Force there a number of Units, which own and 
operate drones. This capability is proving important across a wide range of policing functions.  
The NPCC’s National Aviation Strategy is looking at the future use of drones and training 
standards in West Yorkshire (as per the NPCC guidance) are compliant with the Civil Aviation 
Authority. 

 Within Operational Support, the developing Training Needs Analysis indicates that staff have 
the vast majority of skills required to effectively undertake their role.  There are certain gaps 
highlighted with respect to generic leadership skills and a small number of specialist public 
order and driving skills.  These gaps will feed into L&OD planning and delivery for the areas 
concerned. 
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Wellbeing 
 
 As outlined in FMS1, physical health of officers is monitored by the use of annual fitness tests 

during both annual PSU and Officer Safety training.  For Firearms Officers a more intensive 
medical is undertaken annually and Support Officers are allocated to those undergoing a PIP 
(Post Incident Procedures).  In addition, many staff work very long hours due to the nature of 
the role.   

 Despite these challenges, the Staff Survey shows that levels of emotional energy within the 
Operational Support functions are higher than for District policing and in line with Force 
average and that levels of challenge stressors (perception of work related demands) are on par 
with the Force average. 

 Overall sickness levels for police officers working with Operations Support are relatively 
consistent with average absence rates for all officers across the Force. The absence rate for 
Operations Support officers at the end of March 2019 stands at 3.9%, just 0.5 percentage 
points above the previous year’s outturn. Police staff absence is higher at 4.6% within 
Operations Support and is on a slow upward trend. Higher police staff sickness within the 
Communications functions (4.9%) is a significant contributor to the above average staff 
sickness levels seen within the Operations Support function as a whole.  

 
 

Step 3: The actions we will need to take to make sure the workforce and other 
assets will be able to meet the demand we are anticipating (e.g. changing skills of 
the workforce, investing in new ICT and making efficiencies) 

 
This FMS shows that the Force is in a relatively strong position around major events and that we 
are able to meet the demand we face.  A bigger issue is perhaps more around capacity and 
capability to address the threats with inexperience and command resilience being key issues.   The 
key actions to address demand/capacity are: 
 

 Develop a Drones Strategy to make more effective and innovative use of drones so that they 
are accessible 24 hours a day. 

 Through dash-cam, head-cam and mobile phone footage continue to improve road safety and 
prevent casualties by identifying high-risk driver behaviour and pursue substantive offences. In 
addition, provide an investigative response to offenders who try to frustrate enforcement 
activity by making false and fraudulent driver nominations in relation to Notices of Intended 
Prosecution to tackle linked Organised Crime Group activity. 

 

Step 4: The Future Demand we do not expect to be able to meet, having made the 
changes and efficiencies in Step 3 
 

 
Steps one and two have shown that demand is not predicted to increase to unmanageable levels 
and the Force is able to meet its SPR requirements.  However, in spite of any changes made there 
remain concerns in relation to capacity/capability issues as outlined in FMS1: 

 Specialist Capabilities – there is a need to closely examine the Specialist Capabilities 
Programme in particular in relation to firearms. The Specialist Capabilities Programme may call 
upon the Force to take further regional responsibilities around niche capabilities as some 
forces move to a leaner model.  
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Section Nine: Wellbeing 
 

This section is about Wellbeing and will focus on:  

 An overall assessment of wellbeing 

 How this is expected to change 

 Assessment of the Units dedicated to Wellbeing 
 

Executive Summary 

 Wellbeing is a key element of People Strategy and the Police and Crime Plan has a strong 
focus on investing in police officers, PCSOs, police staff and volunteers. 

 FMS1 found that sickness was increasing slightly with sickness associated with mental 
health increasing and accounting for the largest proportion of sickness.  

 FMS2 shows that sickness has reduced over the last 12 months, however, there is 
increasing concern around Mental Ill health and as such, this has been added as a new risk 
on the Strategic Risk Register. 

 The capacity to meet predicted wellbeing demand is identified as a particular concern. 

 Drawing on our most recent Staff Survey this FMS raises particular concerns around 
Wellbeing (emotional energy), which had one of the lowest scores in the Survey and is 
associated with continued increases in demand. 

 

Step One – Establish the gap between current demand and the demand you 
expect in the next four years 
 

 
Overall Assessment of Wellbeing  
 

 
 

 The chart above shows that overall sickness has been on a reducing trend since 2017.  
Whilst police officer sickness has reduced over the period, police staff sickness has increased 
and is now slightly higher than police officers. 

 The findings for FMS2 are broadly the same as FMS1.  Sickness associated with mental 
health (stress, anxiety and depression) is increasing in all Districts.  As a result, ‘mental ill 
health amongst officers and staff, due to a combination of work related risks and pressures’ 
has been identified as a new high amber risk on the Strategic Risk Register’.  In particular, 
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there is increasing concern over the mental health and wellbeing of those in roles that carry a 
potentially high risk of exposure to trauma.  

 Musculo-skeletal issues/injuries account for the second highest level of absence.  
 
Referrals to Occupational Health (OH) 
 

 Referrals to OH     

 2015/16 2016/17 2017/18 2018/19 
Grand 
Total 

Management Referral 1537 1385 1739 1488 6149 

Management Referral - Practitioner Request 3 30 68 38 139 

Psychological Assessments 0 70 250 14 334 

Grand Total 1540 1485 2057 1540 6622 
 

 The table above shows the number of referrals to Occupational Health (OH) over the last 
three years (data for 2018/2019 is not yet finalised but expected to be around 1660).   

 Full year end data has not been produced in relation to reasons for referral but the early  
indications follow the trends for sickness in that most (45-50%) are due to psychological 
reasons (anxiety/depression, trauma and other) followed by approximately 28% of referrals 
being related to musculo-skeletal issues (lower limb, upper limb, torso and head/neck).  

 The number of psychological assessments has decreased significantly.  Due to previous low 
levels of take up (approximately 33%), the system was changed to a voluntary booking-on 
process rather than a recall process.  Line Managers are still encouraged to promote Wellbeing 
and the benefits of attendance during one to ones and PDRs as well as via the Management 
Referral process, should they have any concerns regarding someone’s health in the workplace.   

 Operationally the delivery of a responsive OH Service has been challenged by the sheer 
demand for service and reduced staffing levels. 

 The current contracted Force Medical Adviser (FMA) provider has not been able to offer the 
required number of FMA days and although an alternative has been sourced outside of this 
contract, this is still not sufficient to meet requirements for all types of appointments (including 
new recruits and other statutory work).  This, along with increased activity in other areas and 
the reduced Occupational Health Nurse Advisor (OHNA) resource, has led to a slight downturn 
of Management appointments and long waiting lists.  Work is being undertaken to reduce 
waiting lists via a triaging system.   

 
Assaults on Police Officers and Staff 
 

 The reporting of assaults on police officers and staff has seen an increase from 877 in 2017, to 
1,256 reported in 2018. 

 The reporting of assaults, and linking them to crimes to ensure that assaulted officers and staff 
are treated correctly as victims of crime, was a priority for the Force in 2017/18.   

 As a result of positive promotion of the online system and a forcewide focus on this area, the 
increased reporting has assisted the Force in ensuring that assaults are reported and recorded, 
so that the correct action can be taken and this continues to be monitored on a weekly basis.   

 
Workloads and Wellbeing 
 

 FMS2 has identified that demand is significantly increasing and that workloads are particularly 

high in some areas such as Safeguarding, CID and Response.  In particular, we have outlined 

in various sections the strain on Sergeants in terms of workload and supervision.   

 It is inevitable that the demand facing the organisation (and in particular frontline staff) will 
impact on their wellbeing.  The most recent Staff Survey shows that whilst there is a strong 
commitment to public service, levels of emotional energy are reducing.   Emotional energy is 
one of the Force’s three priorities for improvement activity over the coming year. 
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 Levels of challenge stressors were found to be high for police staff and very high for police 
officers.  Hindrance stressors have also increased, particularly for police officers, and although 
levels of hindrance stressors are not as high as for challenge stressors, they are of concern as 
they also impact on emotional energy and individual’s well-being.   

 The other areas being prioritised as a result of the Staff Survey are fairness and supportive 
leadership.  Levels of fairness, although consistent with last year are lower than most of the 
other measures tested.  Improvement activity will focus on areas of perceived unfairness, 
which will also positively impact on individual’s feelings of well-being.   Although average 
scores for supportive leadership are already considered high this remains a priority for the 
Force this year and improvements will also have a positive impact on staff wellbeing. 
 

Future Wellbeing Demand 
 

 In line with FMS1, we predict that increasing operational demands, and an increase in the 
diversity of challenges that policing faces will increase the likelihood of mental and physical 
ill health.  Busier shifts and dealing with people who may be in crisis may lead to increased 
pressure and potentially more physical and personal abuse (accentuated if partners cannot 
deliver and more demand is placed on the Force).  In particular, the trends suggest an increase 
in mental ill health, mirrored also by an increase in calls for service related to mental ill health. 

 The impact of this will be increased demand for Occupational Health Services and a need for 
the provision of services to address these issues, in particular a broader/wider range of 
psychological services for different levels of need. 

 Currently in several areas, there is insufficient trend data to be able to effectively analyse any 
changes in wellbeing indicators.  Currently we do not know whether assaults and injuries are 
actually increasing or whether this is due to a drive to increase recording.  Demand may 
therefore look like it is increasing, but this is likely to be previously unrecorded demand.     

 A positive focus on wellbeing through the new Wellbeing Strategy is likely to increase the 
demand for services across the workforce.  We expect that increased use of Body Worn 
Video will reduce assaults on officers as this provides a deterrent to offenders as well as 
evidence at court.     

 An aging population and an increasing state pension age, means that both officers and staff 
will need to work longer, which presents wellbeing issues for the Force.  Lack of recruitment for 
the last few years creates a workforce with clear groups of younger and older people with 
different skills and expectations and different wellbeing needs.  There is some evidence to 
suggest that a mix of older and younger people can strengthen workforce vitality. 

  

Step Two – Establish the current status of the workforce and other assets: their 
performance, condition, capacity, serviceability, wellbeing and security of supply 
 

 

Performance and Effectiveness 
 
 As outlined in FMS1, the Force has successfully obtained Wellbeing Charter status following a 

detailed self-assessment against the eight areas.  The Force is in the process of moving 
towards assessment against the Blue Light Wellbeing Framework in line with the National 
Police Wellbeing Services.  

 In December 2017, the Force was graded as ‘Good’ by HMICFRS for how well it treats its 
workforce with fairness and respect.  This is critical to ensure effective wellbeing across the 
Organisation.  

 

Capacity  
 
FMS1 outlined the initiatives being undertaken to improve capacity around wellbeing in the 
organisation, including the recruitment of a Head of Wellbeing, the development of a Wellbeing 
Strategy, Board and Wellbeing Groups across all Districts and Departments.  These were all 
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relatively new at the time of FMS1 writing and are now being embedded into the Organisation.  
Key developments for FMS2 are: 

 An additional Health and Wellbeing Co-ordinator role has recently been agreed, to assist in 
taking forward aspects of the wellbeing agenda.  In particular, the role will have a focus on the 
development of the Chaplaincy and Trauma Risk Management (TRiM) within Force. 

 OH responds to in excess of 1600 management referrals and psychological assessments per 

year. Whereas some organisations may give staff a 20 minute appointment, OH continue to 

provide up to 60 minute appointments, which include additional time to explore general health 

and wellbeing (bio-psycho-social approach), offer advice and signposting and also provide 

some coaching and mentoring in relation to developing techniques and coping strategies.    

 Currently there are 3.85 Nurse Advisors and 1.37 Unit Nurses responding to the needs of the 
organisation. Doctor availability is not as easy to calculate but this is around 3-4 working days 
per week (met by agency doctors as we do not have an FMA) when around 5.5 days per week 
are required. There is the potential for this to impact on recruitment, authorised firearms officer 
medicals, health surveillance and complex cases.  

 Given the increasing demand placed on our officers and staff, and the concurrent rise in those 

requiring support, it is also possible that waiting times will increase beyond the current waiting 

time of between six to 10 working days for a Nurse Advisor and six weeks for a Doctor. 

However, this may be tempered by the introduction of new systems and processes to promote 

efficiencies within the service. 

 The recruitment of an FMA and Senior Occupational Health Nurse will provide an additional 

ability to manage complex cases, health surveillance and other health monitoring programmes. 

This combined with a number of other system and service developments, including a reduction 

in the time frame for providing consent, and the removal of self-referral to enable managers to 

act on appropriate OH advice, is expected to lead to improvements in the responsiveness and 

provision of the service 

 

Capability  
 

 FMS1 identified that there were a number of courses, which included a focus on wellbeing or 
mental health, thereby improving capability in this area.   

 Within Wellbeing, OH and Health and Safety functions, work is ongoing to improve capability.  
The Wellbeing team are continuing to work on the identified work streams from the Blue Light 
Wellbeing Framework and Wellbeing Strategy and seeking additional resources to further 
support its initiatives.  An example of this is the development of a programme to introduce a 
team of volunteer Trauma Risk Management (TRiM) Practitioners and Managers into Force, to 
assist in monitoring and managing potential exposure to trauma for officers and staff. 

 Occupational Health is currently progressing some internal service redesign in order to improve 
capability and effectiveness.   

 The Force is about to undertake a full Forcewide review of Health and Safety, to ensure that it 
can continue to meet its legislative requirements and respond to emerging need as this has 
been identified as a high amber local risk.  

 

Wellbeing 
 

 There is clearly a strong focus on the wellbeing of staff within the Wellbeing function and 

following the introduction of the first Force wide Employee Wellbeing Strategy, various 

initiatives are in place, which are then implemented locally at Districts and Departments.  FMS1 

outlined the range of initiatives undertaken to improve wellbeing including: 

o Global Challenge. 

o Support for colleagues out of Force. 

o Health surveillance and health monitoring, including annual health screening for all 

nightworkers. 
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o Provision of specialist advice to Disaster Victim Identification Teams, providing a 

vaccination programme (Hepatitis B) and support following visits to A&E after 

contamination incidents. 

o Health promotion work, including regular free health checks through Police Mutual, 

producing health advice pages on the Force Intranet, creating i-learn resources such as 

‘cancer in the workplace’, ‘resilience’ and the recently produced ‘psychological support 

following trauma’.  

 Further initiatives this year include:  
o Line manager mental health training has been brought in house from an external 

provider, and is now embedded within the first line manager/newly promoted Sergeants 
course.  This ensures that every new manager receives this input, and is available to 
existing managers to ensure that those already in supervisory/management positions 
can access the course. 

o In order to enhance our wellbeing provision an Employee Assistance Programme (EAP) 
will be introduced so that all staff and officers have access to an external confidential 
service to seek advice and/or support on a range of issues that may be affecting their 
wellbeing. 

o Development and expansion of the Peer Support Network. 
 

 
 
 
 
 
 
 
 
 
 
 

Step 3: The actions we will need to take to make sure the workforce and other assets will 
be able to meet the demand we are anticipating (e.g. changing skills of the workforce, 
investing in new ICT and making efficiencies) 
 

 
This FMS suggests that wellbeing demand will increase and in particular around mental health.  
The following actions are therefore aimed at dealing with this demand more effectively: 

 Several projects to examine wellbeing (in particular mental wellbeing and response to trauma) 
will be progressed to determine how best to tackle these issues, promote wellbeing, and 
provide early support for those who need it. 

 A separate two year project will be delivered within our Regional Scientific Support Service 
(RSSS) to explore the specific wellbeing challenged faced by individuals working in these roles. 

 As part of the OH improvement work a new system for making referrals and submitting reports 
will be introduced, thereby reducing the administrative elements of the OH process and 
shortening the whole referral process. 

 A mechanism of triaging cases to ensure that inappropriate referrals are minimised, and other 
referrals are addressed in the most efficient and effective manner will be introduced thereby 
maximising the efficiency of the service, and reducing waiting times. 

 The Health and Safety review should provide a basis for the Force to respond at an 
organisational and local level to the challenges presented by maintaining health and safety 
standards, and meeting/mitigating risk. 

  

Case Study – Peer Support Network 
 

The Force Peer Support Network has grown significantly in number and coverage during 2018.  
There are now around 140 Peer Support Mentors across all Districts and Departments and 
improvements have been made in mechanisms to access mentors, improve the support to mentors 
in undertaking their role and improving recording mechanisms to see how the network is being used 
and what the common themes are without breaching confidentiality.  The next step for the Peer 
Support Network will be to make available additional training around suicide prevention.  
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Step 4: The Future Demand we do not expect to be able to meet, having made the 
changes and efficiencies in Step 3 
 

 
Whilst there is a positive appetite for the wellbeing agenda and a range of support mechanisms in 
place, the Force does not have sufficient capacity/capability locally to proactively deliver the 
wellbeing agenda given high levels of demand pressures on the frontline.  The FMS has shown 
that the emotional wellbeing is a significant issue for the Force given the demand pressures, and 
therefore a stronger focus is needed around wellbeing. 
 
A key challenge to policing generally is the current absence of a Chief Medical Officer (accepting 
that this role in planned for the future) to ensure consistency across forces around application of 
medical standards and health surveillance and the effective use locally of FMA time. 
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Section Ten: Information Technology and Information Management 
 

This section is about Information Technology (IT) and Information Management and will 
focus on: 

 How IT assets make the Force more efficient and effective now and in the future 

 How useful, accurate, timely and secure our data and information are. 
 

Executive Summary 

 Digital Policing is one of the five strands of our transformational change programme and a 
key element of our Efficiency Strategy.  

 FMS1 predicted increased demand around IT as we maximise technology to be more 
efficient and effective in meeting our demand. This FMS clearly evidences how IT is 
improving capacity and how we will use technology to better deal with the demand we are 
facing across each section of the FMS.  

 FMS1 raised some concerns around national IT programmes (in terms of slippage and 
costs) and these remain an issue in this FMS.  There are over 20 national projects and it is 
imperative that these do not operate in silo and that the interdependencies with Force 
projects is fully understood and managed.  The demand and work arising from these projects 
could be significant and could either duplicate or be different to similar work ongoing in 
Force.   

 In terms of Information Management, FMS1 raised the potential impact of GDPR and data 
breaches.  FMS2 highlights that demand associated with GDPR is increasing and remains a 
risk and that demand is continuing to increase around disclosure and safeguarding.  

 ESMCP is a red risk on the Strategic Risk Register, Data Quality is a high amber risk and 
GDPR is an amber risk. 

 

Step One – Establish the gap between current demand and the demand you 
expect in the next four years 
 

 
Information Technology 
 
 In each section of the FMS, we have shown how Information Technology (IT) is currently 

making the Force more efficient and effective, improving capacity and assisting in the 
investigation and detection of crime. 

 There are three National Digital Programmes, covering nine digital projects, with a further 
seven digital projects, covering 11 project areas, which forces are expected to deliver.  
However, a key concern is that in many of these areas, costs are increasing, timescales are 
slipping and in some areas, the deliverables are considered to be sub-optimal to systems that 
the Force currently has in place.  The demand and work arising from these projects could be 
significant and could either duplicate or be different to similar work ongoing in Force.   

 
National Landscape 

 The Digital Policing Portfolio (DPP) is a national delivery organisation set up by the National 
Police Chiefs' Council (NPCC) to deliver the Digital Policing strand of the Policing Vision 2025. 
DPP is ‘supporting the evolution of policing, enabling forces to respond and adapt to the 
increasingly digital world we live in.’ 

 The Portfolio is working to deliver on this through the three national programmes outlined 
above. All of this work aims to deliver policing led change, proactively shaping the response to 
new and changing demands. This will be achieved through the use of technology to deliver 
nationally consistent services and capabilities to reduce complexity. 
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 The three national programmes have a number of underpinning projects:  
o Digital Public Contact – includes Single Online Home (SOH), Social Media (replacing 

police.uk) and National Policing Portal Discovery. 

o Digital Intelligence and Investigation (DII) – Forces are currently assessing themselves 

against a tool to understand the volume of demand around digital across all policing 

functions and the capacity and capability to deal with it. 

o Digital First – includes Digital Evidence Transfer (DETS), DETS National Implementation 

Schedule, Digital Case File Information (CFI) and Video Enabled Justice (VEJ).  

 In addition to the DPP, the following programmes of work are also being delivered through the 

national programme:  

o Home Office Biometrics (HOB). 

o National Law Enforcement Data Programme (NLEDs). 

o National Enabling Programme (NEP), consisting of Identity Access Management (IAM), 

Productivity Services (implementation of Office 365, which West Yorkshire Police are an 

early pilot force), National Management Centre (NMC) and Child Abuse Image Database 

(CAID), which is hosted by West Yorkshire Police. 

o Transforming Forensics. 

o National ANPR Service (NAS). 

o Emergency Services Mobile Communications Programme (ESMCP). 

 

 
 

 The diagram above shows the complex governance arrangements for the national 
programmes.  The Information Management and Operational Requirements Committee 
(IMORCC), the National Police Chiefs Council (NPCC) and the Home Office all oversee 
various areas of the programme in its current form.  

 The national programmes provide a complex landscape of work for the Force.  The 
programmes, funded centrally or through force top slicing, demand significant additional 
resources to implement, adding to the complex picture. The majority of programmes, most 
notably ESMCP, DETS, and NLEDs are running over budget and to an extended timeline. 

 NLEDs and others are currently de-scoping functionality to remain viable. This unforeseen 
pressure has led to the necessity for additional local projects to be approved and upgrades 
made to legacy applications to close the gap where the risk was deemed to be sufficient in the 
non-delivery of national functionality. This all adds significant risks and issues to the Force’s 



114 
 

programme of work, its’ capability and capacity as well as added financial pressures to the 
delivery the combined programmes of work.  

 In addition, Digital Policing also provide all IT services and support to the National Policing Air 
Service (NPAS) for the UK forces, as well has managing and hosting the national Video 
Identification Parade Electronic Recording (VIPER) team and application. 

 
Regional Landscape 

 The Force is exploring some opportunities for collaboration with North Yorkshire and Cleveland 
Police in areas such as records management, namely with regard to Niche application, to 
ensure synergy and realise potential economies of scale moving forward. 

 Digital Policing also provide the technology, support and maintenance to Regional Scientific 
Support Service (RSSS) and other regional assets where West Yorkshire Police provide the 
lead force (Regional Organised Crime Unit, Regional Prison Intelligence Unit, Regional TSU, 
Regional Collision Investigation Unit and the Regional Confidential Unit).  This adds to the 
complexity of the technology landscape maintained and the support overheads we are required 
to support. 

 
Local Landscape  
The programme of work within West Yorkshire Police encompasses both the business aspects, 
covered through the Change Delivery Team within Corporate Services, and the Programme Team 
that reside and work within Digital Policing. The programmes of work come together at a strategic 
level within the Force through the governance model that is in place. The major programmes of 
work currently being delivered by Digital Policing are: 

 Core Network Upgrade and Refresh. 

 Public Contact (including replacement Integrated Communication Control System (ICCS) and 

Customer Relationship Management System (CRM)). 

 Digital Asset Management (DAM). 

 (Replacement of) Body Worn Video (BWV). 

 (Upgrade) Mobile Handheld Devices. 

 Data Analytics, and Data Warehousing. 

 Data Quality. 

 Automation (Bots) and Artificial Intelligence (AI). 

 
Predicted Demand 
FMS1 outlined that digital demand would increase over the next four years as we seek to find 
digital solutions to make the Force more efficient and effective in meeting demand, improving 
capacity and capability and better investigating and detecting crime in an increasingly digital age.  
We predict that digital demand will continue to increase and is influenced by: 

 Customer Expectation – as easier methods of contact and access to West Yorkshire Police 
are offered through technological solutions such as Local Crime Tracker, digital evidence 
upload (Dashcam) and Webchat, demand will increase as customers are more inclined to use 
these methods of contact rather than the traditional visits to police stations or contact via 101 
(as outlined in Section 2a which shows online contacts significantly increasing whilst 101 is 
reducing).  Demand increases as customers who would not have previously contacted the 
Force now do due to the easier access methods in place. This will increase as new projects 
come on line such as Single Online Home. 

 An increasing need to find digital solutions to deliver change and demand reduction (key 

digital solutions towards demand reduction have been identified in step three of each Section 

of the FMS where relevant).  Currently the Force is involved in over 20 procurements of varying 

sizes for solutions and technology, but this also involves information assurance and security 

assessments for all, increasing the resourcing commitments across the Department. 

 We anticipate that the Digital Intelligence and Investigation Assessment Tool (DIIAT) will 
show that demand around digital is increasing significantly and is likely to continue to increase 
at pace over the next four years.   
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 Vision 2025 has a strong focus on digital policing in terms of making it easier for the public to 
make digital contact, improving use of digital intelligence and evidence and ensuring forces can 
transfer all material in a digital format to the Criminal Justice System.  The delivery of the 
national programmes above evidence the significant future demand in this area.  In addition a 
number of other national programmes are currently being proposed which would have serious 
impacts on force change projects, strategies, priorities and resources:  

o National Analytics Project – early engagement limited to provision of data for 

analysis, but likely to expand.  

o IT Infrastructure – a programme proposing to move significant amounts of police 

data and solutions to cloud-based services.  

o Artificial Intelligence (AI)/Robotics – proposal for a national programme to deploy 

robotics and AI.  

o Digital Public Contact National Portal Project – proposal to develop a single national 

contact management system for policing.  

 As part of the Police Settlement, there is the expectation from Government, that Forces will 
improve productivity including smarter use of data, and digital capabilities including mobile 
working, with an ambition to deliver £50m of productivity gains in 2019/20.  As identified above 
a significant focus of the Force is on the use of mobile working to improve efficiency, 
transparency and the detection of crime. 

 Demand around the use of robotics, automation and analytics is predicted to increase as 
the Force utilises these to more efficiently and effectively inform risk assessments and 
decision-making.  Several projects, systems and products are already in place that either 
predict demand or help inform the allocation of resources based on threat, harm and risk.  
Broader utilisation of data science is predicted over the next four years, however there is also 
an increasing debate about digital solutions and ethics in areas of exploration such as robotics, 
AI and analytics. 

 There are a number of systems changes and migrations planned which at a National/Force 
level such as Enterprise Resource Planning (ERP), Customer Relationship Management 
(CRM) and the National Enabling Programme (NEP) that all have implications for IT as well as 
Information Management.  Future data interfaces between applications will also impact on 
demand.   

 New vs Heritage describes the challenged associated with the retirement of legacy solutions 

as technology becomes obsolete, the move from standard office-to-office 365, cloud services, 

replacement of core network, ICCS and telephony platform retirements. These all have major 

resourcing and reskilling implications in addition to the business as usual requirements of our 

heritage infrastructure estate. Heritage solutions are poorly integrated creating need for more 

support and solutions to improve data consistency and to simplify the digital operational 

environment. Increases in data storage demands, especially video from body worn cameras, 

in-car cameras, public footage and CCTV add to the complexity and increase the financial 

requirements to support. As technology shifts, there is an increase in the volume of devices 

and components. The Force manages nearly 20,000 end user devices with their associated 

contracts and licensing. The more technology deployed, the more support is required 

squeezing the resources. 

 
Information Management  
 
 FMS1 identified that the introduction of the Data Protection Act 2018 brought with it significant 

new demand for the Force, which has now been largely met and is at ‘business as usual’ 
levels.  

 Disclosure continues to be an area of increasing demand.  The monthly average of Right of 
Access requests increased by almost 30% from 2017 to 2018, and has increased a further 
100% since the beginning of 2019. Disclosures across safeguarding have also significantly 
increased. 
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 The significant number of national and local Force digital projects have a direct impact on 
Information Management demand, in terms of data quality, security and information assurance.  

 The focus on future data exploitation techniques and technologies such as robotics, automation 
and analytics has driven increased activity and focus on data management, particularly data 
quality in the operational environment.  Work is ongoing around definitions of Data Quality 
Standards and development of metrics and technology (including Data Warehousing and 
Master Data Management).  

 The potential impact of GDPR was identified in FMS1 and work has been ongoing in 
developing bespoke forcewide individual plans and accompanying training, awareness and 
support, including metrics and dashboards.  A review of demand management within 
Information Management is being driven by increasing GDPR demand, providing optimum 
support for Force and national technology projects and consolidation of the Force Data Quality 
remit in to an expert arena. 

 There is ongoing demand associated with Partnerships in terms of the development of 
improved Information Sharing to harness the benefits of technological advance and improve 
partnership working. 

 In terms of Information Assurance there is demand associated with the development of a 
cross-cutting assurance model to increase understanding, skills and resilience across 
organisational and cyber-security risks. 

 
Predicted Demand  

 Demand has significantly increased around disclosures and safeguarding and we predict 
that this will continue, due to increased public awareness of their information rights as well as 
legislatives changes such as Sarah’s Law.  These encourage the public to request more and 
more information from public services, which have a duty to provide it. 

 As highlighted above, as demand around the digital programme is predicted to increase, this 
has an impact for Information Management demand, which will also increase. A more complex 
technology and data environment will inevitably lead to a more complex assurance and quality 
regime requirement. 

 GDPR demand is predicted to continue to increase, alongside increased scrutiny, with a 
regulator keen to apply the legislation as thoroughly as possible.  There are clear risks for 
forces who do not comply with this legislation.  GDPR is a low amber risk on the Strategic Risk 
Register, due to the likelihood of a failure to comply sufficiently with legislative expectations 
and the likelihood of increased frequency and level of fines applied by the regulator. 

 The assessment of Digital Intelligence and Investigation is likely to lead to increased demand 
for Information Assurance in terms of a code of ethics for Data Management. 

 

Step Two – Establish the current status of the workforce and other assets: their 
performance, condition, capacity, serviceability, wellbeing and security of supply 
 

 
Performance and Effectiveness 
 
 The HMICFRS PEEL inspection does not specifically cover Information Technology or 

Information Management.  However, West Yorkshire was one of the first forces inspected by 
the Information Commissioner’s Office following the introduction of the Data Protection Act 
2018.  Feedback from this inspection noted good practice in relation to environmental 
scanning, information sharing in the intelligence environment and training.  

 In terms of Value for Money Profiles, IT provision is fifth lowest cost per head of population in 

the Country overall, the lowest cost per FTE and the third lowest cost based on Net Revenue 

Expenditure. This takes into account the recent investment of £12 million in new and 

replacement technology for frontline officers (handhelds, laptops, tablets, desktops) and 

infrastructure (new core networks, ICCS, Telephony platforms and server infrastructure).  

 West Yorkshire continues to be one of the most cost-effective forces nationally in relation to 

Disclosure and Barring Service.   
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 The Force is participating in the PND pilot, engaging with the private sector and is recognised 

nationally as striving for service wide data standards around data quality. 

 
Capacity  
 

 Technology is improving efficiency and capacity across all operational areas of demand 
covered by the FMS.  Step 2 of each Section of the FMS provides more detail but the key 
areas technology is supporting are identified below (the list is not exhaustive), and reflects the 
focus of the force to improve capacity and effectiveness in addressing demand.  

 

Responding 
to the Public 

 Online reporting functionality 

 Local Crime Tracker 

Prevention 
and 
Deterrence 

 Predictive analytics informing the targeting of resources 

 Body Worn Video and Mobile Working 

 Neighbourhood Alert 

Investigating 
Crime 

 Digital Asset Delivery (DADs) enabling the transfer of digital files to court  

 Dedicated network and digital storage for Regional Scientific Support 

 Wanted Persons App 

Protecting 
Vulnerable 
People 

 Case management solutions for safeguarding systems 

 Specialist systems in place for vulnerable children and adults 

 Multi-agency partnership facilitated though IT systems and infrastructure 
provision 

 Force hosts the Child Abuse Image Database (CAID) system 

Managing 
Offenders 

 Specialist IOM solution in place 
 

Major Events  Technological solutions to support major incidents and intelligence 
gathering/sharing 

 In-car CCTV 

SOC   IT provider for Specialist Regional Assets 

Forcewide 
Functions 

 TOBI – the Force’s first bot  

Collaboration  Technological solutions for NPAS/Regional Organised Crime/Procurement 
and Regional Scientific Support. 

 

 In terms of capacity of the Digital Policing Department, there has been a major restructure of 

IT and Information Management during early 2018, which led to overall staff reductions of 

about 20% (mostly early retirements and voluntary redundancy). Almost all key skill-sets and 

experience have been retained despite extended uncertainty and job insecurity.  Vacancies are 

currently running at about 5 to 7%, in the context of significant demand. 

 The Force finds itself in an unprecedented position in facing significant financial shortfalls in 
future year’s capital funding and this has been identified as a new red risk on the Strategic Risk 
Register.  This has resulted in a prioritisation exercise within Digital Policing to review their 
portfolio of schemes within the MTFF period and may mean that the Force cannot afford to 
undertake some highly desirable IT projects. 
 

In terms of Information Management: 

 Increased resourcing and a revised structure has been implemented due to the new demand 
created by the introduction of the Data Protection Act 2018.  Staff have increased in disclosure 
and data quality, as these are particular risk areas for the Force. 

 Information Management have developed a front line ‘Helpdesk’.  It is intended that with 
associated automation and self-service options, efficiency and capacity will be improved. 

 The development of an internal data warehouse and in-built, automated ‘Master Data 
Management’ (MDM) will improve efficiency and effectiveness once designed and 
implemented.  The Force is involved in a pilot, which is using data analysis and extraction tools 
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to measure the quality of data and develop a plan for technological and manual correction as 
well as development of MDM rules. 

 The Assessment of Digital Intelligence and Investigation is underway, but will not be completed 
in time to inform this FMS.  As this is such a new and evolving area of business, it is likely that 
capacity and capability gaps will be identified which all forces will need to address.  This will be 
covered in more detail in FMS3.     

 
Capability  
 

 FMS1 identified that the Force had a large and varied range of systems that were integrated 
through various interfaces and interoperable with other Forces.  It identified that the Force was 
in a strong position regarding its server infrastructure, which was being refreshed in order 
to meet the pre-requisites to deliver cloud services and that the Force had replaced its firewall 
infrastructure recently and so was in a strong position connecting securely both into and out of 
Force. 

 FMS1 also identified some capability gaps, which included the challenge of attracting and 

retaining specialist IT skills because of the comparative low pay on offer for the technical 

knowledge and skills required.  When compared to the private sector and Health for example, 

the Force is offering significantly lower pay and this remains an issue.  The Department faces 

difficulties in competing in local resource markets, especially for key skills such as database 

and information security, networking and analytics.  

 FMS2 identifies the need to improve capability and investment in cyber security in order to 
implement the cloud-based solutions required as part of the National Enabling Programme.  As 
a result of the increased police precept, the Force has invested in a Senior Digital and Security 
Risk Analyst to improve capability in this area and minimise risks posed to our digital systems.  
This capability will ensure the security of the digital systems which we use and that the 
information, which we hold, is handled in an ethical, lawful and appropriate manner.  

 The Departmental re-structure has improved capability by creating new teams for technology 

service supply chain management especially for future cloud services, and an architecture and 

security team to plan and review solutions to ensure compliance. 

 The Director of Digital Policing, along with members of the Senior Leadership Team, are 

members of the National Policing Technology Council (NPTC) Executive Council and its 

constituent working groups and are therefore active in the governance, decision making and 

feedback processes into the overarching national programme, in particular to NLEDs, BCC 

Mobile Working Group and the National Information Management Group. The Director of 

Digital Policing is Deputy Chair of the NPTC. 

 West Yorkshire is one of the four pilot forces for the NEP programme and have met all 

security requirements and demands for adoption. The Force was first to complete the required 

security accreditations. 

 The Department Management Team participated in a bespoke leadership training programme 

over a six-month period in 2018/19. This has increased the skills and experience of the 

leadership team, with a view to providing better support, increased leadership skills and a more 

team-centric outcome for the Department. 

 
Wellbeing  

 
 As the Department is not at full capacity, in terms of the agreed Fusion structure, workloads are 

high and welfare is at the forefront of all managers’ considerations.  Workloads are set to 
remain high, with heightened delivery expectations. With fixed resources in the tight financial 
environment now in place and as the national, regional and local demands increase this 
pressure is set to remain for the foreseeable future. 

 In line with the Force trend, the Staff Survey for Digital Policing highlights a reduced overall 
score around emotional energy and well-being in 2018 compared to results from 2017.   
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 The Department is currently establishing a Wellbeing Working Group and will focus on health 
and fitness, national initiatives, charity and social events.  The Department is also represented 
on the Forcewide Wellbeing Board and is therefore included in Force initiatives such as training 
for managers/supervisors around awareness in relation to mental health. 

 

Step 3: The actions we will need to take to make sure the workforce and other 
assets will be able to meet the demand we are anticipating (e.g. changing skills of 
the workforce, investing in new ICT and making efficiencies) 

 

 The Force is investing in a number of technological solutions to impact on demand, improve 
customer experiences, improve efficiencies and impact on crime.  These have been included 
as appropriate in Step 3 of all Sections of the FMS but are summarised below.  Implementing 
such technology will assist the Force in meeting the predicted demand identified in each of 
these sections:       
 

Responding 
to the Public 

 SmartStorm upgrade 

 Contact Centre infrastructure upgrade including ICCS/emergency telephony 

 Customer Relationship Management (CRM) implementation 

 Third Party Digital Media Handling project to accept submissions of 
dashcam footage from the public 

 Single Online Home (SOH) 

 ESMCP 

 Digital Analytics 

 Further use of Mobile technologies and applications. 

 Workforce Management solution. 

Prevention 
and 
Deterrence 

 Power BI Premium 

 Robotics technology 

 Self service capabilities using Bot Framework and SCSM 

 Body Worn Video refresh 

Investigating 
Crime 

 TWIF – implementation of the two-way interface to CPS 

 Property bar coding 

 Enhancements to digital charging 

 Digital Asset Management system (DAM).   

Protecting 
Vulnerable 
People 

 DFU network and specialist digital storage provision.  

Serious and 
Organised 
Crime 

 Automation of processes to improve intelligence 

 Exploring use of Artificial Intelligence particularly around IIOC/Cyber  

Major Events  Emergency Services Network (ESN) 
 

 

 In addition to the above, there is a real need to ensure broader usage of robotics and 
automation across a broad range of policing functions, in order to aid the eradication of 
volume day-to-day tasks to free up resources in other areas. 
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 An holistic approach is needed around Analytics to move from reactive analysis to a more 
proactive and predictive analytical approach.  This is particularly important in order to target 
resources more effectively in order to address increasing demand. 
 

 

 

 

 

 

 

 

 

 

 

 

 

 There is a need to rationalise and focus on a smaller number of products, services and 

functions and to prioritise projects rather than attempting to deliver the large number of 

projects that currently feature as priorities.  A method for forecasting and tracking technical 

resource requirements is being developed to ensure pinch points are understood and 

resources are not over-allocated. This should assist with the prioritisation of projects, and also 

encourage a quicker turnaround in delivery as resources will be able to concentrate on a 

manageable number of projects. 

 A strategic approach is needed along with standardisation, as at present there are too many 

technologies that provide the same underlying benefits.  Consolidation and rationalisation will 

help provide cashable saving around licences and hardware, whilst reducing the complexities 

around the support.  The new ERP system will see the decommissioning of a number of 

servers and the implementation of new databases and application platforms ensuring the join-

up of key systems across the Force. 

 New technologies are being developed and introduced ‘in-house’ to maximise self-service and 

automation for internal procedures such as disclosure requests, information assurance and 

breach management.  

  

Case Study: Tobi the Force’s first bot 
 

TOBi has been deployed across the HR, Finance and Business Support areas of the Force. This enhanced 
technology is now the main conduit to these areas of the Force for all staff when requesting information or 
advice. Service requests can be submitted and monitored, providing an enhanced level of service to the users, 
whilst ensuring that the members of these teams spend minimal time on day-to-day repeat tasks. This allows the 
business areas to concentrate on the more complex requests, thus providing a better level of service overall.  
Whilst TOBI has been technologically successful and is creating efficiency in the back office, it is at the moment 
increasing demand for other parts of the organisation, including the frontline and has raised some serious 
questions about cultural readiness for more self-service and the re-engineering of support function activities. 

 
 
 

Case Study – Power BI 
 

Power BI is a suite of business analytics tools on the Office 365 platform that allows users to analyse data and 
share insights. Power BI dashboards provide a 360-degree view for business users with their most important 
metrics in one place, updated in real time, and available on all devices. We are leveraging this capability and 
will build upon this in conjunction with the Data Warehousing work, which is the key project underpinning this 
area. Power BI will become the long-term performance tool of choice for the Force, with data being made 
available and mapped from Force applications via the data warehouse to give a cross application information 
capability that will enhance our reporting and predictive capabilities. Current work in this area includes District 
Dashboards, with a pilot in Bradford supporting the real time availability of incident and resource data to the 
District Hub Commander.  
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Step 4: The Future Demand we do not expect to be able to meet, having made the 
changes and efficiencies in Step 3 
 

 
 The demand around disclosures and safeguarding is a concern given the rate of increase.  Any 

significant further increases could lead to a strain on Information Management.  

 Demand around the national digital programme, which is growing in number and timescales, is 
a concern for both IT and Information Management as well as from a financial perspective.  A 
more complex technology and data environment will inevitably lead to a more complex 
assurance and data quality regime requirement. 

 The assessment of Digital Intelligence and Investigation is likely to lead to demand for more 
resourcing across a range of functions to improve capacity and capability and there are likely 
implications around Information Assurance and a code of ethics.   
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Section Eleven: Forcewide Functions 
 

This section is about Forcewide Functions and will focus on: 

 Human Resources and Workforce Planning 

 Learning and Development 

 Professional Standards 

 Finance 

 Legal Services 

 Corporate Services 

 Assets and Logistics 

 Special Constables and Volunteers 
 

Executive Summary 

 FMS1 found that there were no significant issues in most Forcewide Functions.  The areas of 
greatest concern were around Workforce Planning and Learning and Organisational 
Development, due to a number of issues.  These included high levels of inexperience in the 
workforce after significant recruitment over the last few years, an out of shape organisation, 
recruitment and retention issues in critical functions, investigative capacity and capability, 
high workloads in critical functions, absence of a Training Needs Analysis, a lack of 
protected learning time and anticipated demands/threats around the Police Education 
Qualification Framework (PEQF).  

 Given the long-term nature of these issues, this FMS finds that they remain critical issues for 
the Force, and as such, this section focuses more proportionately on these two areas.   

 There are some capacity issues in relation to the Counter Corruption Unit of PSD, 
particularly the capacity to proactively investigate potential corruption cases. 

 For completeness, the Force Strategic Risk Map and Departmental Risks are highlighted to 
illustrate risk areas at a Force and Departmental level.   

 

Force Strategic Risks 
 

 Strategic Risks are monitored and reviewed by the Risk Management Group (RMG) on a 
quarterly basis and are owned by Forcewide functions. 

 The Risk Map overleaf shows the Strategic Risks facing the Force as of April 2019. 

 During 2018 and since the publication of FMS1, a number of new risks have been identified as 
follows: 

o Single Non-Emergency Number 
o Evidence Storage  
o Funding Formula 
o PACE Codes 
o Influenza Pandemic and infectious disease 
o CSR 
o MTFF 
o NPCC Disclosure directives 

 At the latest Risk Management Group in April 2019 a further five new risks were identified: 
o Digital Forensics Unit Exhibits 
o Capital Programme 
o Police Education Qualification Framework (PEQF) 
o Police Pensions Liability 
o Mental Ill-health 

 Since FMS1 a number of risks have also been closed or reduced to local Departmental Risks: 
o Command Resilience 
o Accreditation  
o Accuracy of key nominals 
o Supporting staff through organisational change 
o Planned/spontaneous disorder 



123 
 

Strategic Risks – April 2019 

 
The following sections look at each Department in turn, in terms of the most critical demands they 
are managing, which are largely reflected in the strategic and local risks they own.      

 

Human Resources, Workforce Planning and Learning and Organisational 
Development (People Directorate) 

 
People Directorate Risks (HR and Learning and Organisational Development) 

Strategic PEQF Significant  

Workforce Planning Significant 

Mental Ill Health Significant 

Detective and Investigator Roles Significant 

Local Police Education Qualifications Framework (PEQF): Requirement to 
apply for registration on the national ESFA Register of Approved Training 
Providers to deliver training to new recruits on the PCDA & DHEP in 
collaboration with a Higher Education Institute 

Significant 

Health & Safety: Non-compliance with Health & Safety Legislation & the 
associated financial penalties 

Significant 

Occupational Health:  Departure of Force Medical Advisor (FMA) has led 
to a gap in service delivery and highlighted a wider resilience issue within 
the OH department 

Significant 
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Lack of confidence associated with reporting of workforce due to issues 
with accuracy and relevance of data on the HR software system 

Significant 

Potential issue regarding capacity of WYP training premises to cope with 
Police Constable Degree Apprenticeship/Degree Holder Entry 
Programme cohort sizes and training duration on top of existing capacity 
issues 

Medium 

Resource capacity and capability to implement and manage 
apprenticeship programmes.   

Medium 

National Police Promotion Framework (NPFF): Insufficient assessors 
Force wide.   

Medium 

 
Demand 

 FMS1 identified key demand pressures for People Directorate being around high levels of 
recruitment and this remains the same for FMS2.  Over the last year, 411 police officers were 
recruited as well as 75 transferees.  Not only does this create a demand pressure for HR 
functions but it creates demands/pressures elsewhere in the Force including Learning and 
Organisational Development (in terms of training Student Officers), but also Districts and 
Departments in terms of tutorship, which in turn impacts on capacity. 

 The implementation of PEQF from April 2020 has been identified as a High Amber Strategic 
Risk and is inevitably creating demand for the People Directorate.  PEQF will potentially have a 
financial as well as operational impact on the Force.  Of total new recruits, approximately 75% 
will be recruited under the Police Constable Degree Apprenticeship (PCDA), which is a 
three-year programme leading to a degree in Professional Policing Practice.  Likely impacts 
and demand pressures of PEQF include:  

o Recruitment of 400 police constables in larger number cohorts than at present, which 
will impact on capacity of Learning and Organisational Development.  

o Financial, in terms of unknown costs around training and apprenticeship levy. 
o Lengthier officer abstraction rates from Districts due to longer learning programmes 

associated with degree level education. 
o Increased length of time to become operationally competent (three years rather than 

two) for the PCDA. 
o Potentially greater number of tutors or different tutoring model required.  
o Possible estate implications dependent on learning delivery model. 
o Inexperience will initially worsen as a result of PEQF, as Year 1 will be a fallow year for 

Districts, as they will not have deployable officers to replace those that leave, but 
officers will still need tutoring.  In Year 2 a large amount of officers will arrive at Districts, 
which will increase already high levels of inexperience in the organisation. 

 A key issue raised in FMS1 was a lack of strategic workforce planning in being able to 
respond to future demand.  This is identified as a high amber strategic risk and work has been 
ongoing within the People Directorate to create Workforce Resourcing Plans for all Districts 
and Operational Departments, covering issues such as current and projected vacancies, 
succession planning challenges and required interventions. The over-arching purpose of the 
Workforce Resourcing Plans is to identify resourcing gaps and risks, which adversely may be 
affecting service delivery at the local level and to action plan interventions to address those 
issues. 

 In terms of training demand, the Department has delivered 3,009 training courses this year 
and significant work has been ongoing to identify the skills gaps and training required to 
address capability issues.  This links with the need for an organisation that has people in the 
right places, with the right skills to address current and future demand threat. 

 Continued demand around Detective resilience in order to meet current and future staffing 
requirements has led to a number of workstreams including direct entry Detectives, Trainee 
Investigators, transferees and the 30+ scheme.  There has been a continued review of roles 
that require ‘Detective status’ and the associated movement on non-accredited Detectives.  
The Professionalising Investigations Programme (PIP) Levels one and two courses are being 
rewritten in line with instructions from the College of Policing. 

 Requirements by the NPCC for all standard response and advance drivers to receive suitable 
refresher training within three to five years will be mandatory by the 1 August 2019, this has put 
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high demands on Driver Training, but courses have increased to make sure the force stays 
compliant. 

 Due to high levels of recruitment and the introductions of new IT systems, the demand for IT 
training courses has increased significantly. This demand is expected to increase in the future 
with the replacement of the Airwave radio system and a review of IT training is currently 
underway.   In addition, high levels of recruitment have also led to a high demand for first aid 
courses, which has put increased pressure on a small training team 

 A large percentage of ‘no shows’ on certain courses (Officer Safety Training and Public Order 
training) remain a significant cause for concern and a risk to the Force.  Work is ongoing to 
decrease the levels of officers who are currently ‘out of ticket’ and Districts and Departments 
are notified of those officers in their teams who have not attended a required training course. 

 Demand for Frontline Refresher Course and Management courses remain high and places 
pressure on Leadership and Management to meet demand. 

   
Current Status of the Workforce  
In terms of a forcewide perspective the key issues from FMS1 around inexperience, an out of 
shape organisation, detective/investigative resilience, capability gaps and a lack of protected 
learning time remain issues, given these are long term issues that require addressing.  Key 
developments around capacity and capability for this FMS include: 

 Progress has been made in the development of resourcing plans for each District and 
Operational Department to address workforce planning issues.  However, these are fairly short 
term in nature and more longer term strategic workforce planning is needed which builds both 
on the FMS in terms of predicted demand and the Training Needs Analysis which is identifying 
skills gaps.  

 A Forcewide Training Needs Analysis has been undertaken to identify current skills and skills 
gaps.  In terms of this FMS, emerging findings are as follows:  

 

FMS 
Theme 

Initial Findings from the Training Needs Analysis (TNA) 

Responding 
to the Public 

The TNA results indicate that staff within District Patrol have the vast majority of operational and 
personal skills needed to effectively carry out their role. First Aid Refresher is emerging as a gap along 
with certain driving and public order skills within a small number of areas. These gaps will be further 
explored and targeted by Learning and Organisational Development (L&OD).  Within Contact, the 
results are indicating that staff have the vast majority of skills required.  Certain gaps are highlighted in 
leadership/management skills areas (this is also an emerging gap across other business areas and this 
data will be used to effectively target L&OD planning and delivery). 

Prevention 
and 
Deterrence 

The emerging TNA results from District NPT teams indicate an effective skills base across the 
organisation across the majority of skills required with a small number of gaps in specialist driving and 
public order skills.  Using the finalised results, these gaps will be actioned by L&OD with the areas 
concerned. Skills in tutoring and assessing are also emerging as gaps for certain NPT teams. 
Alongside feeding into current L&OD delivery, this will inform the planning and implementation of 
PEQF. 

Investigating 
Crime 

The emerging TNA results from all District CID teams indicate an effective skills base across the 
organisation and from within Criminal Justice.   However, the frontline investigative skills base will 
continue to be strengthened through a range of interventions following previous HMICFRS findings and 
Force research.   There is a strong skills base in Custody.  Skills gaps are highlighted with respect to 
cyber-crime and digital media investigation and this data will be used to plan and action appropriate 
L&OD interventions. 

Protecting 
Vulnerable 
People 

TNA indicates that staff within Safeguarding teams across the organisation have the vast majority of 
skills required to effectively undertake their role.  SCAIDIP training is an area that is emerging as a 
skills gap.  However, initial analysis indicates that this requires a stronger focus on portfolio completion 
post-training to ensure officers are signed-off from the accreditation process. 

Managing 
Offenders 

Whilst the developing TNA results indicate effective skills across the majority of skill areas, some gaps 
are emerging in certain skills such as cyber-crime, digital media investigation and specialist 
interviewing within certain teams, which will be explored further and actioned appropriately by L&OD. 

Major Events Within Operational Support, the developing TNA results indicate that staff have the vast majority of 
skills required to effectively undertake their role.  There are certain gaps highlighted with respect to 
generic leadership skills and a small number of specialist public order and driving skills.  These gaps 
will feed into L&OD planning and delivery for the areas concerned. 
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Serious and 
Organised 
Crime 

TNA results from the specialist crime area of business indicate an effective skills base across the 
teams with some upskilling needed to ensure resilience in cyber-crime and specialist interviewing skills, 
which will be actioned as appropriate by L&OD.  

 

 In addition to the TNA, the development of strategic resourcing plans for Districts and 
Departments start to identify anticipated future skill requirements to meet future changing 
service demand.   

 There remains a high level of inexperience in the organisation with the average for the 
Districts in terms of frontline officers with less than two years’ service being at 46%.  This 
creates capacity and capability issues for Districts in responding to demand.  As outlined above 
PEQF will initially worsen this with the extended length of training time under the new 
programme. 

 As identified in Section 4 (Investigations), the Force (in line with the Police Service Nationally), 
still faces a gap with the number of detectives and this remains a High Amber Risk on the 
Strategic Risk Register.  Whilst the gap is closing after strong focus in this area, the quality of 
investigations as a whole remains a challenge for the Force.   Investigations is one of the core 
areas for PEQF, and it is likely to improve resilience in this area in terms of ‘low level’ crime 
investigations. 

 The PIP 2 Investigations course will be embedded into the PCDA and DHEP Investigation 
core area with a requirement for officers to pass the National Investigators Exam (NIE) before 
they can commence the PIP 2 learning in the final year of each programme.  In addition, 
significant work is ongoing with regards to the accreditation of staff within specialist areas of 
crime investigation to ensure that we have accredited investigators in roles that require them. 

 Recruitment and retention remains an issue in other critical functions such as Contact and 
Safeguarding. 

 A lack of protected learning time was identified in FMS1 as being a particular issue impacting 
on the capability of staff.  This is now being addressed with various options being scoped in 
order to improve this area further. 

 A revamped digital prospectus linked the Competency Values Framework, Skills Matrix, 
Costing and Targeted Audience has been launched to assist the workforce in making the right 
decision on courses. In the future this will also be linked to the Talent Management 
Framework (currently drafted and being consulted upon), which will support the Force having 
the right capabilities and experience identified to deliver future service priorities.  

 In line with the introduction of the new prospectus/student intakes, there has been an increased 
demand for crime related courses. The rewriting of the PIP1 and PIP2 programmes and to who 
and how they will be delivered will have a significant impact on Crime Training. 

 Increased scrutiny around the submission of crime related work portfolios, linked to 
professional accreditation through the College of Policing will see unaccredited officer/staff 
being removed from roles where accreditation is required. 

 Evaluation of new technologies (virtual reality) continue to be progressed in order to maintain 
our ability to delivery ‘cutting edge’ training.  Introduction of Hydra ‘in the cloud’ will ensure we 
are able to deliver training under new College of policing guidelines. 

 A review of IT training is currently underway which will address current/future demand and 
make recommendations regarding staffing structures. 

 A rapid recruitment process is underway to meet current/future demand in the area of First 
Aid/Health and Safety Training.   

 
In terms of the capacity and capability of the People Directorate itself, the local risks identify a 
number of issues around capacity: 

 The People Directorate has gone through significant structural and service delivery change in 
the last 12 months.  Service developments are continuing but are now being managed as 
ongoing ‘business as usual’ changes as opposed to largescale change.   

 There are insufficient assessors to deliver the National Police Performance Framework 
(NPPF).   This has been identified through both the Force Risk Management Group and Health 
and Well-being Committee.  The Strategic Learning and Organisational Development (L&OD) 
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Board have been actioned to undertake a review and develop options in relation to the demand 
and need for assessors. 

 PEQF has significant implications for the Department in terms of management and 
implementation of the programme, especially for L&OD and a comprehensive action plan 
illustrates the scale of the implementation programme for PEQF.   

 The People Directorate sickness levels remain very low and have reduced to 1.54% for the HR 
teams and 1.99% for the L&OD teams, which is of particular note given the level of 
organisational change within the team over the last 12 months.  A comprehensive engagement 
programme has recently included relating to the local directorate results of the Staff Survey and 
an action plan signed off by the People Directorate Senior Leadership Team. 

 
Actions to address Demand 
The key areas of work reflect the most significant risks/demand pressures for the Directorate and 
are: 

 Further development of strategic workforce planning to ensure a more long-term approach that 
links with future demand, addresses capacity/capability gaps and reshapes the organisation in 
order to better equip the force to deal with its demand pressures/challenges. 

 Building on the Training Needs Analysis, develop a Strategic Training Plan that addresses key 
skills gaps and priority training needs. 

 Implement PEQF and ensure processes are in place to mitigate anticipated risks.  The 
Strategic Apprenticeship Board will oversee the implementation process, with various 
Pacesetter Groups being formed to address specific business areas, such as resourcing, 
programme development, communications and estates.  A collaborative partnership with Leeds 
Trinity University has been established to develop the new learning programmes. 

 Consult on and implement the Talent Management Framework with the aim of aligning the 
activities within future succession planning and developing and supporting strategic workforce 
planning activity.     

 There will be a review of courses linked to both the Training Needs Analysis and this FMS.   

 
Demand we cannot meet 

 The new structure developed for the People Directorate will meet the demand pressures and 
challenges the Force faces, but any further, new forcewide People initiatives would require 
additional resources. 

 A longer term and more demand-focussed approach to workforce planning will address some 
of the workforce threats faced.  However, if the increase in activity in some areas continues at 
its current pace, it is anticipated that despite activities to strengthen and prioritise our workforce 
against the risks, we will not be able to deliver against all demand requirements.   

 The overall capacity of our PCDA/DHEP collaborative delivery partner (Leeds Trinity 
University) to accommodate larger than predicted numbers of new recruits (should additional 
monies become available for additional recruitment of new officers), together with the Force’s 
own ability to accommodate increases in student officers under the PEQF, is a challenge both 
within District and within the L&OD facilities. 

 

Professional Standards Department (PSD)  
 

 

Professional Standards Risks (HR) 
Local Operational vulnerabilities relating to the mobile data rollout as new ways of 

working are implemented without appropriate regard for monitoring / investigative 
opportunities with due regard to Data Protection and relevant Legislation 

High 

Behavioural gross misconduct by officers and staff as a result of dishonest activity 
resulting in adverse reputational impact and loss of confidence in the force.   

Significant 

Resilience within the Counter Corruption Unit Medium 

New National Security Vetting Service and cost implications. Medium 

Introduction of new Police Discipline Regulations with complete overhaul and 
review in how police complaint and conduct matters will be dealt with 

Medium 
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Demand 

 The corruption threats, conduct matters and complaints facing the Force remain consistent with 
FMS1.   

 In terms of the top three corruption threats by volume, these remain the same as FMS1 and 
are disclosure of information, notifiable associations and theft/fraud.  The top three conduct 
matters are discreditable conduct (mainly off duty issues), confidentiality (relating to accessing 
and disclosing information) and duties/responsibility (ranging from CARM misuse to neglect of 
duty). 

 The number of complaints allegations made in 2018 was 2465 and the total number of 
complaint cases were 1744, which are similar levels to 2017.  The highest number of 
complaints were for neglect/failure of duty (1085), incivility/impoliteness and intolerance (298) 
and other assault (219).  These three categories are consistently the top three categories over 
a number of years and make up 63% of all complaints.  

 In 2018, there were 112 police officers linked to conduct investigations and 35 staff members 
linked to police staff investigations and 142 cases were referred to the IOPC.  These numbers 
are slightly lower than 2017.   

 The operational risks owned by PSD have not changed significantly since FMS1.  Significant 
progress has been made in terms of retrospective vetting and this has now reduced to a green 
risk.  New risks have been added around the cost implications of national security vetting and 
the introduction new Police Disciplinary Regulations.   

 Demand within the Vetting Unit has increased significantly over the last few years.  In 2017 a 
total of 9,237 vetting requests were processed, a 20% increase on the 2015 year.  Over the 
last 12 months this has reduced to 7,200, due to policy changes around the review periods.  

 The College of Policing has now reinforced in Authorised Professional Practice that annual 
vetting must be undertaken, which will significantly increase demand.  It is predicted that the 
Vetting Unit will be processing approximately 8,750 vetting requests.   

 FMS1 identified increased demand as a result of the Counter Corruption Strategy with its 
focus on the six strands of corruption.  The Force has embedded it response to sexual 
misconduct and continues to work towards the other five strands.  This has increased demand 
but the department is working hard to address all six strands in line with the strategy. 

 A number of new requirements such as the new Police Discipline Regulations and College of 
Police Guidance on Appropriate Relationships in the workplace will create additional demand 
on PSD. The new regulations have been delayed due to Brexit and are now not expected until 
2020.   A policy has been written to address the appropriate relationships in the workplace, 
which the compliance team will monitor and enforce. 

 
Current Status of the Workforce  

FMS1 identified capacity issues associated with resilience of the Counter Corruption Unit 
(CCU), which although fully staffed is small compared to similar forces.  This is identified as a 
continuing risk for the Department in terms of the ability to respond proactively especially to the 
insider threat, with a need to seek assistance from outside specialist departments.  CCU 
capacity is being reviewed and there is a requirement to upskill staff and be fully conversant in 
technological advancements around covert policing. 

 Detective resilience is identified as a significant issue for the Force and also has implications 
for PSD.  There is a need for experienced detectives to investigate serious allegations of a 
criminal and gross misconduct nature, but there are soon to be gaps at Detective Sergeant and 
Inspector level in the Department.   

 Sickness levels in the Directorate are low and the Staff Survey results are very positive.  A full 
action plan is in place to address any areas for improvement. 

 
Actions to address Demand 

 The PSD Plan identifies the key actions that will be delivered to address its key demands and 
threats, including actions to address the risks identified above.  In particular, there is a strong 
focus on addressing the corruption, conduct and complaint threats, implementation of the new 
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Regulations and Guidance and addressing capacity/capability issues around Counter 
Corruption Unit and Detective resilience. 

 
Demand we cannot meet 
 FMS1 identified particular concerns around the potential increase in corruption intelligence as a 

result of the introduction of new monitoring software.   This software is about to go live and 
PSD will be closely monitoring the demand it may generate.  If required the PSD SLT will 
submit a growth bid to assist with monitoring and actioning any significant increased 
intelligence. 
 

  Finance and Commercial Services 
 

 
Finance and Commercial Services Directorate Risks 

Strategic Capital Programme High 

Evidence Storage Significant 

Funding Formula Significant 

CSR Significant 

MTFF Significant 

Interpreters Medium 

Local Inability to deliver “Business as usual” to customers during the transition to 
the new Finance and Commercial Relationships Directorate. 

Significant 

Change of external auditors effective from 1/4/18 and in particular for the 
18/19 Closedown 

Medium 

 
Demand 

 The critical role of the Department is reflected in Section 1 in terms of shaping the Medium 
Term Financial Forecast (MTFF) and budget planning.  The risks and demand pressures 
associated with the Comprehensive Spending Review and MTFF have been identified in detail 
in that Section.  The uncertainty around them present a number of threats including the ability 
to deliver effective longer term financial and workforce planning. 

 The risk around the Capital Programme is new and again is covered under Section 1. 

 The Department manages the Force’s finances, providing financial and commercial guidance 
and advice to leadership along with provision of business support services across the Force. 
There are four key functions, which generate demand in the Department around Accountancy, 
Payroll and Payments and Financial Systems, Commercial Services and Business Support.   

 
Current Status of the Workforce  

 The Department is currently going through transformation as part of Project Fusion, which will 
introduce a number of changes over the next two years supported through an integrated 
technology solution across several back office disciplines.  A revised structure and operating 
model is due to be implemented over the summer period, which will change the way 
Accountancy, Purchasing, Payments and Revenues, Financial Systems and Business Support 
services are delivered. 

 The new structure will support the move towards a new operating model, which will be 
underpinned by new back office integrated systems along with improved analytics, greater 
automation and self-service. 

 In preparation for the new operating model all qualified accountants have undertaken the 
CIPFA finance business partner NVQ level 7 qualification and all permanent commercial 
category managers are completing CIPs qualifications. 

 In terms of wellbeing, the Finance and Commercial Services Directorate have a representative 
on the Force Wellbeing group who feeds back regularly to the SLT and wider Department.  The 
current condition of the workforce is measured through regular one to one meetings between 
staff members and line managers and any issues identified by staff are picked up through the 
annual staff survey. 
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 The most recent Staff Survey has shown staff within Finance and Commercial Services 
measure highly in concern and worry about change but are also supportive and are bought into 
the change planned within directorate and across the Force.  

 
Actions to address Demand 

 The Finance and Commercial Services Plan identifies the key actions that will be delivered to 
address its key demands and threats, including actions to address the risks identified above.  
In particular there is a focus on:  

o Updating of the MTFF for both revenue and capital. 
o Preparation of 2019/20 revenue and capital budget within funding envelope. 
o Management of revenue and capital budgets of £445.5m and £27.9m respectively. 
o Development of a prioritisation model for capital projects.  
o Provision of financial expertise in the development of strategic workforce planning. 
o Provision of support to College of Policing from development of national costing 

model for PEQF. 
o Implementation of new operating model across directorate as part of Fusion.  
o Finance and commercial lead on evaluation and implementation of new financial 

systems (ERP). 
o Development and implementation of a commercial strategy. 
o Supporting national work in preparing the case for funding for CSR, in particular the 

works stream relating to efficiency and productivity. 

 Moving to the new operating model and structure will enable the Directorate to meet its 
demand.  In particular, the Accountancy function will leverage a business partner model for 
management and financial accounting, which brings the Force in line with how similar 
organisations operate. 

 The centralisation of transactional services such as purchasing will enable the Directorate to 
leverage a pool resource for both execution of transactional tasks and the resource in turn to 
develop their career development. 

 The use of technology to streamline reporting and transaction, through the investment in ERP, 
self-service and greater automation will create efficiencies and new capabilities will be 
introduced around commercial services. 

 
Demand we cannot meet 

 Given that an assessment of demands informed Project Fusion, the Department is confident 
that the new operating model and structure will be able to meet future demand.   
 

   

Legal Services 
 

 
Demand 

 Legal Services currently do not own any strategic or local risks. 

 FMS1 did not identify any significant issues and this remains the case for FMS2. 

 The demand on Legal Services changes constantly for a variety of reasons for example new 
legislation, changes in case law, funding within the wider legal community, changes in court 
fees and changing priorities within the police service. Currently known pressure points and 
factors include: 
o The increasing number and length of Article 2 inquests. 
o Public inquiries such as Under Cover Policing Inquiry (UCPI) and Independent Inquiry into 

Child Sexual Abuse (IICSA). 
o National challenges regarding terms and conditions.  
o The development of Article 3 claims for CSE and slavery. 
o The erosion of police service immunities in respect of negligence claims. 
o Gang injunctions. 
o Increasing disclosure demands in parallel criminal and care proceedings. 
o GDPR and consequential claims/risks. 
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o Increased involvement in misconduct proceedings for the Independent Office of Police 
Conduct (IOPC). 

o Collaborations between forces and with Blue Light partners. 
o Criminal Finance Act – the extension of Proceeds of Crime Act (POCA) forfeiture provisions 

to include property. 

 The creation of a Regional Commercial Law Hub has progressed to the recruitment stage and 
will entail South Yorkshire and Humberside forces paying to recruit one additional specialist 
lawyer to conduct commercial and procurement work on a regional basis. 

 The extent to which demands over the next four years will be adequately met by these 
additional resources is impossible to predict/guarantee.  However, a case management system 
and recording regime is in place, which facilitates close monitoring of resources and trends. 

 
Status of the Workforce  

 Legal Services has a very stable and experienced workforce with an established degree of 
specialist autonomy and peer support through subject leads/teams and supervisory processes 
which are audited and accredited (Lexcel and IIP). 

 In terms of wellbeing, sickness absence is consistently low and staff turnover is extremely low. 
In the most recent staff survey, Legal Services ranked highly for job satisfaction, perceived 
organisational support and supportive management. 

 
Actions to address Demand 

 The Department has recently recruited two newly qualified solicitors, which in turn should 
reduce reliance and expenditure on counsel. 

 
Demand we cannot meet 

 There are no issues in terms of demand that cannot be met. 
 
 

Corporate Services 
 

 
Corporate Services Risks 

Strategic Increase in Demand Complexity High 

Performance Significant 

CJ Digital First Programme Significant 

Programme of Change Savings Significant 

Fusion Programme Implementation Significant 

PACE Codes Medium 

Crime Recording Medium 

NPCC Disclosure directives Medium 

Local Failure to secure adequate resources in Custody Services Department to 
meet increasing needs and demand 

Significant  

Children and Social Work Act 2017 - Implications on local children 
safeguarding boards (LSCB) structures, funding and greater accountability 
for Police under this legislation 

Medium 

Inability to maintain required specialist skill-base in a range of functions 
across the department, such as analytical resources to support Programme 
of Change 

Medium 

Increasing volume of Safeguarding crimes of abuse both online and contact 
offences 

Medium 

Lack of capacity and capability to tackle the growing demand of child abuse, 
which includes child sexual abuse, child physical abuse, CSE legacy cases 
and historic care home abuse.   

Medium 

Failure to have signed YatH Collaboration agreements for Regional 
Collaboration 

Medium 

Unable to deliver the pre-charge bail changes on time, and/or in their entirety Medium 
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Demand 

 Demands on the Directorate are high given that it sets the strategic direction of the Force and 
has lead responsibility for a number of functional areas covered in this FMS.  As such, much of 
the demand has already been covered as follows: 

o Demand predictions for all sections of the FMS (Strategy and Force Performance). 
o Contribution to Section 2b around Crime Recording (Crime Registrar part of the 

Department). 
o Ownership of Section 3 – Prevention and Deterrence (lead for Neighbourhood 

Policing, Early Intervention and Community Engagement).  
o Co-ownership of Section 4 – Investigations (lead for the Investigations Review). 
o Ownership of Section 5 – Protecting Vulnerable People (lead for Safeguarding). 
o Ownership of Section 6 – Managing Offenders (lead for Criminal Justice and 

Safeguarding). 
o Contribution to Section 12 – Collaboration (Chief Inspector lead in the Department 

around Force/Tri-Service Collaboration).  

 The Strategic and Local Risks have not changed significantly from last year and are covered in 
more detail in the relevant FMS Sections.   The crime recording risk has reduced as a result of 
the most recent HMICFRS grading of ‘Outstanding’, however the Programme of Change risk 
has increased, given that the savings the Force needs to make have also increased.   
 

Current Status of the Workforce  

 Since FMS1, the Crime Registrar has become part of the Directorate and a new Demand 
Reduction Team established to deliver key demand reduction programmes identified through 
FMS1 and FMS2.  

 Given the broad range of functions delivered by the Directorate, workloads are high; however, 
there are no significant capacity or capability issues.  Investment in the Demand Reduction 
Team is increasing in order to ensure that the critical Step 3 actions identified in this FMS are 
delivered. 

 Sickness absence rates remain low in Corporate Services with the absence rate as at March 
2019 reported at 1.5%, which remains consistent with the previous year. Absence rates for 
both officers and staff working within the Department are low at 0.4% and 1.8% respectively. 

 Corporate Services achieved particularly high staff survey scores in comparison to some of the 
other HQ departments for nine measures including Vision Clarity, Fairness and 
Engagement.   In comparison to the previous survey there was a significant increase in levels 
of Public Service Motivation and a significant reduction in levels of uncertainty; however in 
common with the majority of districts and Departments, there was also a reduction in levels of 

emotional energy, which is of concern from a wellbeing perspective.   
 
Actions to address Demand 

 The Corporate Services Plan identifies the key actions that will be delivered to address its key 
demands and threats, including actions to address the risks identified above.  This includes 
delivery of: 

o Strategic Plans to address threats and risks identified in the Strategic 
Assessment/FMS. 

o Change Programme to meet the financial savings required. 
o Demand Reduction Programme to address demand pressures in the FMS. 
o Performance products that meet statutory requirements and inform Chief Officer 

Team decision-making. 
o Force and Local Accountability Meetings to address critical issues identified by 

HMICFRS and priorities of the Force. 
o Facilitation of the HMICFRS Integrated PEEL Assessment and thematic 

inspections. 
o Communications strategy/plans that support the priorities of the Force. 
o A regime of audit and inspection to ensure compliance with National Crime 

Recording Standards and Home Office Counting Rules. 
o Support to the Collaboration Programme. 
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o An efficient and effective Criminal Justice/Custody Service. 
o Lead for the Force Staff Survey. 

 
Demand we cannot meet 

 The outcome of the CSR may put increasing pressure to deliver more financial savings, 
equating the need to deliver more transformational change projects. 

 Whilst there has been investment in the Demand Reduction Team, this FMS suggests that 
quite significant change is needed in order to meet anticipated demand and more investment 
may be needed to support such programmes 

 

Assets and Logistics 
 

 
Assets and Logistics Risks 

Local  Inflation linked to contracts, utilities, statutory business rates, petrol and other 
key costs.   

Medium 

Co-location/Partnership Working and risks around potential disposal  Medium 

Potential risk of significant non-compliance with statutory requirements caused 
through an aging estate, reduced budget and changes in the operating models 
for how buildings are utilised. 

Medium 

Lack of financial stability of Interserve, which will have an operational and 

financial impact to the Force. 
Medium 

 
Demand 

 Since FMS1 the Force estate has reduced slightly and now comprises 68 properties and 
complexes either in freehold/leasehold ownership (50), occupied under a tenancy agreement 
(15) or provided through the PFI contract (three).  On top of 78 disposals completed since 

2010, the Force has completed a further three disposals in 2018/19.    
 The Department is responsible for managing all aspects of the estate with demand including 

ensuring the estate complies with all legislative requirements including legionella, DDA, Fire 
Safety and asbestos management, contracts for repair and maintenance and utilities, building 
inspections and audits, managing the PFI contract, maintenance of mail services etc. 

 The Force fleet comprises 1,118 vehicles, and supports a number of operational and support 
functions.  In 2017 the Force carried out 1,377 services and a further 5,719 job cards were 
raised over the same period. 

 Over the next four years and in line with the Estate Rationalisation programme, a further five 
buildings will be disposed of (with three being replaced by a smaller footprint).  There will also 
be the construction of the new District Headquarters for Kirklees, the refurbishment of 
Calderdale District Headquarters and the completion of the programme of refurbishment 
including welfare and security works at the Force’s outlying, smaller Police Stations.  In 
addition, establishing a long-term refurbishment plan for the entire estate, paying particular 
cognisance to custody refurbishments will be undertaken.   

 The risks above remain consistent with FMS1 although the gradings have been reduced.  

 Although the risk around the Capital Programme is not owned by Assets and Logistics, it does 
have implications for the Department given the programme of works around the estate, which 
are planned.  
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Current Status of the Workforce 

 The condition of the estate varies considerably, with some small locations being in poor 
condition and at the other extreme, where we have new or recently refurbished buildings the 
conditions are excellent.  £2.7m of funding each year has been allocated in the MTFF for 
capital maintenance and upgrades to the Force Estate. Reduced forecast capital budget 
availability to the Force in the next four years means a significant proportion of this funding is at 
risk.   

 Physical security is in the process of being upgraded in light of the security threat level. Each 
site has had a security assessment carried out by Architectural Liaison Officers and the 
Counter Terrorism equivalent.  The programme of works is determined considering risk, cost 
and any other factors such as planning constraints. Works are underway and have been 
prioritised on the criticality of functions housed in a building.  £1m per annum has been 
allocated to fund improved security around fencing, door replacement, window guards, access 
control and CCTV from 2018/19 to 2022/23. The capital funding restrictions may limit the extent 
of this programme from what was initially agreed. 

 Transport is sufficiently resourced to maintain the Force’s fleet, ensuring that all 
commissioning, servicing and repairs, collision repairs and end of life disposals can be 
completed within the resources available.  

 The restructure of both Transport and Estates as a result of Fusion was completed in 2018. 
Estates Department is due to take on additional staff and duties from Finance and Commercial 
Services as facilities management based tasks currently managed by this Directorate are 
realigned to Estates. Staff and Union consultation on these proposals has recently been 
completed and implementation is expected in summer/autumn 2019.   

 
Actions to address Demand 
The Assets and Logistics Plan identifies the key actions that will be delivered to address its key 
demands and threats, including actions to address the risks identified above.  The Department 
does have the capacity to manage the demand it currently faces.  There are however, some 
emerging risks and the following actions will be undertaken to mitigate these including: 

 Continued monitoring of key contractors, both performance wise and financial viability. 

 Having robust Business Continuity Plans in place for the immediate loss of a key 
contractor. 

 Determining and ensuring the Force, where possible, adheres to corporate standards of 
accommodation. 

 Improved strategic workforce planning, to ensure changes in structure are planned in 
advance and are less reactive. 

 Seeking to influence the national picture in areas such as CTU/NCA/ROCU/RART rather 
than be reactive or taking a piecemeal approach. 

 Plan collaborative activity appropriately including developing properly constructed and 
informed Business Cases. 

 
Demand we cannot meet 

 As identified above, capital funding presents some risks to delivering the demand particularly 
around the estate.  

 

Special Constables and Volunteers 
 

 
Demand 

 There are no strategic or local risks around Special Constables or Volunteers. 

 The position around Specials and Volunteers has changed very little over the last year. 

 
Current Status of the Workforce  

 FMS1 outlined that there were 409 Specials in West Yorkshire Police, which has reduced over 

the last year and now stands at 388.  
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 In addition to this, there is a new cohort of 14 who start at Force Training School in May 2019.  

 In terms of Specialist roles the Force has following Specials: 
o Operational Support SRANS (13) 
o Operational support Roads Policing (14) 
o Wellbeing (1) 
o Foundation Trainers Specials (6) 
o HMET Negotiators (2) 

 In terms of Cadets, at the start of the Cohort 2 cadet scheme in September 2018, the Force 
had a total of 312 cadets and a further 176 cadets have been recruited.  136 cadets were 
retained from Cohort 1. 

 In July 2019, the Cohort 1 cadets will come to the end of the two-year programme and leave 
the scheme. Cohort 3 will start in September 2019 and there are plan to recruit a further 200 
cadets.  Cohort 2 will continue with the second year of the scheme and finish in July 2020.  

 If both Cohort 2 and Cohort 3 run at maximum capacity, the Force will have 400 cadets in 
September 2019.  

 The Force currently has 36 volunteer Cadet Leaders, who make up approximately 25% of the 
total number of Cadet Leaders. The aim is to increase this to 75% in line with the national 
Volunteer Police Cadet scheme model, which proposes a ratio of 75% volunteer leaders to 
25% staff leaders.  

 As of the beginning of May 2019, the Force had 195 Police Support Volunteers (PSV) and 60 
Community Volunteers.   

 The total number of Police Support Volunteers is set to increase due to Cadet Leader 
recruitment. However, the number of PSVs in other roles is unlikely to increase significantly, as 
districts are struggling to find available roles to meet demand.  

 
Actions to address Demand 

 The Force may struggle to achieve the 75% cadet target. However, steps have been taken to 
increase volunteer numbers. Recently, a recruitment campaign was undertaken for new 
volunteer leaders and recruitment will be opened up again in the near future. We also have a 
number of Special Constables, who perform the role of Cadet Leader in addition to their 
Special Constable duties, and several Cohort 1 cadets, who are interested in staying on as 
Cadet Leaders/Senior Cadets.  

 The Force is planning to introduce a training package for new Cadet Leaders to meet the 
demand.  

 In June 2019, the Force is re-launching the Community Volunteers as the 999 Community 
Volunteers scheme in partnership with the Fire Service. Our target is to increase by a further 
150 volunteers. We aim to combine our current volunteer resources and recruit additional 
volunteers to achieve this 

 
Demand we cannot meet 

 There are no significant issues 
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Section Twelve: Collaboration 
 

This section is about Collaboration and will focus on: 

 Collaboration being progressed though the North East Transformation Innovation and 
Collaboration Programme (as the key areas of collaboration have been included in relevant 
Sections of this FMS)     

 Tri Service Collaboration with Fire and the Ambulance Service 

 Collaboration around Procurement 
 

Executive Summary 

 The Force has a Collaboration Strategy, which aims to improve capacity, capability and 
efficiency through Collaboration.   

 FMS1 provided a comprehensive overview of key Force Collaboration programmes that are 
on-going.  

 West Yorkshire is the lead force for the National Police Air Service (NPAS), Counter 
Terrorism Policing North East (CTPNE), Regional Organised Crime Unit (ROCU) and 
Regional Scientific Support Services (RSSS). 

 The North East Transformation Innovation and Collaboration (NETIC) Programme is 
progressing and scoping a number of collaboration opportunities.    

 Tri-Service Collaboration has a number of initiatives planned/ongoing and is currently 
scoping further opportunities.   

 Collaboration around Procurement has been identified as a key area by the Policing Minister 
for forces to progress in particular around forensics, vehicles and basic equipment.    

 
 

Step One –  Current and Future Collaboration 
 

 
 FMS1 provided a comprehensive assessment of the key collaborations in place, namely: 

o Disaster Victim Identification Services 
o Regional Information Co-ordination Centre for Mobilisation 
o Regional Organised Crime Unit 
o Chemical Biological Radioactive Nuclear 
o Counter Terrorism North East 
o Regional Scientific Support 
o Underwater Search and Marine 
o Regional Procurement 

 There have been no significant changes to the demand pressures or capacity/capability issues 
identified from FMS1.   To reduce duplication, this FMS has embedded key elements of 
collaboration into relevant sections (e.g. ROCU into Serious and Organised Crime, Forensics 
into Investigation and Counter Terrorism into Major Events). 

 This Section therefore provides a brief overview of the Force Collaborations agreed moving 
forward through the NETIC Programme and those planned around Tri-Service Collaboration.  It 
also focusses on collective procurement, as this was an area specifically identified by the 
Policing Minister in need of progression as part of the increased budget for policing in 2019/20.  
The other three areas (digital, serious and organised crime and investigative capacity/capability 
have been covered in other sections of the FMS). 

 
North East Regional Collaboration 
 
The seven forces in the North East Region collaborate on a range of matters run through the 
North East Transformation, Innovation and Collaboration (NETIC) Programme. The current 
and future programme has two main strands, with a range of specific collaborative activity under 
each strand.  
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The Operational strand includes programmes that are designed to increase capacity, capability 
and/or reduce cost (including future cost avoidance). Ongoing projects cover: 

 Cyber-crime – The Region was an early adopter for the national model for cyber-dependent 

crime, which has now been implemented.  Future work seeks to implement common training 

and awareness for frontline staff of investigative opportunities related to all types of cyber-

crime.  There is also emphasis on increasing resilience across the seven forces and two 

ROCUs through interoperability, developing a streamlined online reporting and management 

tool (Taurus) for both public and call centre/investigative staff and continuing the service 

improvements that have already been seen with regards to the victims of cyber-crime. 

 Digital Forensics – The Region is developing a model of implementation for Digital Forensics 

working in partnership with the national programme. An initial approach and outline case has 

been drafted, and will be progressed for approval and implementation in 2019/20. This will 

reduce the duplication of expensive specialist skills in each force through a hub/spoke 

approach, whilst allowing forces to retain volume and more straightforward capacity locally, 

with demand surges being managed through the regional network. 

 Forensic Collision Investigation (FCI) – The Region has agreed to be a pilot for the 

implementation of a regionally managed, locally delivered model in partnership with the 

national FCI team. This will follow a similar approach to the Digital Forensics project and work 

with the national team and the forensic regulator to propose appropriate milestones to deliver 

ISO accreditation for this area. 

 Modern Crime Strategy – A proposed modern crime strategy is being drafted. Possible 

components of this include a common approach to, and sharing of, cyber-volunteers, changes 

to technology to support local teams and the development of a business resilience forum for 

the Region, with a particular focus on cyber-crime. 

 Whole system approach to Domestic Abuse – This Police Transformation Fund (PTF) 

project has just been extended for a further 12 months to allow the embedding of different 

options across the six participating forces and improved evaluation of outcomes. This project 

will improve service to victims and covers a range of external partners including the CPS, 

judiciary and third sector organisations. 

 CBRN – A regional rota has been established for mutual support across all seven forces 

covering commander and specialist advisor roles, co-ordinated from a single force. 

 
The Infrastructure strand includes programmes designed to support sustainable long-term 
collaboration. Ongoing projects cover: 

 IT and data convergence – identifying options to harmonise IT provision and procurement 

across the region to reduce cost and increase options for joint working. An initial review of 

options has been produced and baseline data compared across forces to identify potential 

areas of most impact. 

 Procurement – examining where the current mixed landscape of four force and seven force 

procurement collaborations could be extended and improved, reducing demand on the 

procurement teams locally and increasing efficiency savings to forces. 

 Human Resources – work is commencing to consider options to harmonise terms and 

conditions for collaborative units, share best practice and jointly develop responses to 

workforce modernisation changes such as apprenticeships, degree entry and Continuous 

Professional Development (CPD), the latter of which has been delivered across the seven 

forces. 

 
Tri Service Collaboration 
 
Tri Service Collaboration between police, fire and ambulance service is delivering a number of 
projects: 

 ‘Gaining Entry around Cause for Concern’ will reduce demand on policing.  During 2018/19, 
the Force attended 60,000 concern for safety calls, of which a proportion will have come from 
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the Ambulance Service.  The new arrangement from May 2019, will see calls for concern from 
Ambulance Service directed to the Fire Service instead of the Police (where appropriate) who 
have specialist Method of Entry kit to gain entry to premises.    

 ‘Demand Management Medical Triage’ will go live in early June aiming to reduce the amount 
of demand for Contact Staff and frontline officers in dealing with low level medical issues.  
Triage and advice will be provided to officers and staff in order to deal proportionately with 
incidents.      

 A number of opportunities for Tri-Service Collaboration are now being explored as follows 
which are: 

o Shared Training and Training Venues 
o Sharing, Staffing, Training and Purchasing of Drones  
o Post Incident Care (support of staff through Occupational Health and Human Resource 

Shared services) 
o Bunkering and bulk purchasing fuel 
o Shared and co-located estates. 

 

Procurement  
 
 Procurement has a key role to play in ensuring that capital and revenue expenditure delivers 

maximum benefit both in terms of commercial and sustainable service delivery. 

 In support of the Policing Vision 2025 and Ministerial expectations which aim to deliver greater 

standardisation and interoperability across the Police Service, the Regional Procurement Team 

have been exploring a number of opportunities to refine and improve on the procurement 

collaboration that has been achieved across the four Yorkshire and Humber Forces in recent 

years. 

 Advances in both policing techniques and new technology will inevitably lead to an increased 

need for commercial support. In a bid to manage future demand, the Chief Finance and 

Procurement Leads from the large Metropolitan Forces are working together to explore the 

potential for greater co-ordination of commercial activity. The group represents approximately 

60% of UK Policing and therefore provides a solid base from which to promote further 

collaboration and savings. Key work streams have been identified and will complement and 

accelerate recommendations from the National Commercial Review that has been 

commissioned by the National Collaboration Board. 

 In line with the Police and Fire Minister’s expectation, forces have committed to deliver £100m 

of additional procurement savings over the next three years.  Based on wide consultation it has 

been agreed that there is a case for delivering greater value and benefits through Police 

Commercial Services.  The Outline Business Case has now been approved by both the 

Association of Police and Crime Commissioners (APCC) and National Police Chief’s Council 

(NPCC) and the Final Business Case will be presented to both groups in June 2019.  If 

approved it is anticipated that the new Police Commercial Organisation would commence in 

January 2020. 

 A continued collaborative approach to Procurement and Commercial Services will be key to 
ensure that current resource levels can match anticipated demand and meet required savings. 

 Central to successful commercial activity is the need to take into account the ‘Social Value Act’ 

and the objective of delivering wider social, economic and environmental benefits through 

procurement. This work extends beyond the social value delivered as part of the contract 

activity and aims to create additional value to the wider community.  Community Engagement 

is key to this approach and plans are in place to work closely with local policing leads to ensure 

that social value is coordinated to support the wider aims of local neighbourhood policing. 
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Step Two – Current Commitments to Collaboration 
 

 

 There are currently 377 Officers and 808 Police Staff (1185 in total) with National or Regional 
commitments including, CTPNE, ROCU, NPAS, RSSS, VIPER and national firearms.   

 All seven forces have invested in the NETIC Programme.  In terms of West Yorkshire there is a 
Chief Inspector dedicated to collaborative work as well as a Blue Light Project Co-ordinator.  

 From a Procurement perspective, the Team have taken on the role of national commercial 

leads for the Fleet Category.  An overarching Procurement Strategy and Governance Model 

has been developed to ensure that NAPFM (National Association of Police Fleet Managers) 

are supported to maximise market leverage. The Director of Procurement is now a member of 

the NAPFM Executive Board and chairs the NAPFM Commercial Working Group.  This model 

is being replicated against other national categories and will form the foundation of the new 

Police Commercial Organisation. This approach will ensure that policing is supported in 

achieving the aim of best value, fit for purpose goods and services. 

 There are a number of challenges to NETIC collaboration.  This includes the large number of 
key stakeholders involved.  A revised governance approach is now embedded which has 
streamlined decision-making, but this can still be time consuming. The process for agreeing 
formal legal arrangements has been improved this year, and performance and benefits 
management approaches are both being overhauled in 2019 to ensure that forces and PCCs 
have adequate information on which to manage and hold collaborative delivery to account. 

 There are limited funds to support Collaboration Programmes.  Many projects require some up 
front funding to develop options and test solutions. Without such funding, the NETIC 
programme has had to focus on fewer areas than could be beneficial to the Region. Where 
funding is available, this is often short term, time limited and ring fenced to specific areas, 
which can limit delivery of innovative solutions. Decision making on national funding sometimes 
is not aligned to business needs, with funding being awarded for full year projects sometimes 
several months after the year has started. 

 The North East Region has developed very good links with several of the national teams, but 
much of the national programmes are fragmented and not geared toward collaborative delivery. 
The sheer scale of change at a local and national level means that additional regional 
collaborative change options can become marginalised.  

 Changes in senior stakeholders has been constant across all seven forces, with a number of 
Chief Constables and other Chief Officers retiring or moving on. In addition, the 2020 PCC 
elections could mean changes to PCCs across the region, which may impact on the future of 
collaboration.   

 

Step 3: Actions to further develop Collaboration 
 

 
 As identified above a number of collaboration programmes are being delivered.   

 There is potential around collaboration to achieve the aims and objectives as identified in our 
Collaboration Strategy, to improve capabilities, make efficiencies or operate more effectively 
and interoperably with other Forces and emergency services.  

 There is a need for new programmes of work to address demand pressures identified in 
Forces’ FMS.  

 There is a need to improve governance arrangements and metrics to have a clear 
understanding of what has been delivered around Collaboration and how effective it has been.   
 

Step 4: Future of Collaboration  
 

 
A region-wide vision and strategy for Collaboration would be beneficial in terms of having clear 
strategic direction across policing in the region and with other emergency services.     


