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Introduction  

As part of its annual inspections into police effectiveness, efficiency and legitimacy 
(PEEL), HMIC assesses the efficiency of police forces across England and Wales.  

As with all public services, it is vital that the police service operates in a way that 
makes the most of all its available resources. Police forces need to make sure they 
understand the current demand for their services. This is to make sure that they use 
all the resources available to them to fight all types of crime and to protect 
communities. Also, forces need to be looking to the future to understand how that 
demand may change and to plan where they need to invest extra resources or 
change the ways they operate so that the public can continue to receive the policing 
it expects and deserves. 

As part of the government’s objectives to cut public spending, central funding to the 
police service in England and Wales has been reduced by around 20 percent since 
2011. Police forces across England and Wales have faced a difficult challenge to 
sustain effective levels of policing in the face of significant budget cuts. Forces need 
to continue to make efficiencies and invest resources wisely in order to maintain a 
focus on reducing crime and keeping their communities safe. HMIC considers that a 
police force is efficient if it is making the best use of its resources to provide policing 
services that meet expectation and follow public priorities, and if it is planning and 
investing wisely for the future. 

HMIC’s efficiency inspection assessed all of these areas during 2016. More 
information on how we inspect and grade forces as part of this  
wide-ranging inspection is available on the HMIC website 
(www.justiceinspectorates.gov.uk/hmic/peel-assessments/how-we-inspect/). This 
report sets out our findings for South Wales Police.  

Reports on South Wales Police’s legitimacy and leadership inspections will be 
available on the HMIC website (www.justiceinspectorates.gov.uk/hmic/peel-
assessments/peel-2016) in December 2016. Our reports on police effectiveness will 
be published in early 2017. 

http://www.justiceinspectorates.gov.uk/hmic/peel-assessments/how-we-inspect/
http://www.justiceinspectorates.gov.uk/hmic/peel-assessments/peel-2016
http://www.justiceinspectorates.gov.uk/hmic/peel-assessments/peel-2016
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Force in numbers 
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For further information about the data in this graphic please see annex A 
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Overview – How efficient is the force at keeping 
people safe and reducing crime? 

Overall judgment1  

 
Good  

 
South Wales Police has been assessed as good in respect of the efficiency with 
which it keeps people safe and reduces crime. The force has an excellent 
understanding of demand and places it at the heart of how it operates, plans and 
works with partners to identify, predict and tackle demand, and how it deploys 
resources to meet demand. It has systems in place to understand its workforce gaps 
and capabilities, meaning it can match operational skills to demand in real-time, and 
for longer term planning and deployment of resources. The force’s investment plans 
should lead to greater efficiency and service improvement, but the force is currently 
showing a gap in its budget from 2017/18 onwards.  

Overall summary 
South Wales Police has an excellent understanding of its demand in all areas. 
Demand is at the heart of the force’s understanding of how it operates, how it plans 
and how it deploys. Senior officers understand their demand data and the effect that 
the different types of demand (e.g. internal, hidden, proactive) have on the force, its 
partners and the public. 

The force is beginning to use its data to understand trends and to send officers in 
advance to meet anticipated demand. It works well with partners at a senior level to 
ensure collective responsibility for demand, and that misdirected demand is 
understood and avoided. The force uses its resources effectively to manage current 
demand and uses its understanding of demand to allocate resources accurately. It 
has systems in place to understand its workforce gaps and capabilities, which means 
that operational skills can be matched in real-time to demand and allows longer term 
planning and deployment of resources. The force also reviews the effect changes 
have on the service it provides. 

The force has developed strong collaborations with other forces, the private sector 
and local communities to deal with demand more efficiently. It is planning actively for 
demand in the future and takes account of public satisfaction in these plans. The 
force is planning to work with private sector partners on the proactive policing pilot to 
predict future demand in a more comprehensive and accurate way. 
                                            
1 HMIC judgments are: outstanding, good, requires improvement and inadequate. 
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The force’s investment plans should lead to greater efficiency and service 
improvement. However, the force reports that by 2019/20 it potentially faces a 
budget gap of £10.2m for revenue and £17m for capital with low or no contingency 
and £9m general reserves. 

Recommendations  

South Wales Police is a good force. HMIC has not identified any causes of concern 
and therefore has made no specific recommendations.  

 

Area for improvement 

• South Wales Police should ensure that workforce planning covers all areas 
of policing and that there is a clear rationale, based on evidence, to re-
organise staff to meet current and likely future demand. 
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How well does the force understand its current and 
likely future demand? 

A good understanding of the demand for police services is vital in ensuring that 
forces have the right resources in the right place to provide the right level of policing 
now and in the future. This means not just an understanding of reported incidents but 
also how well a force proactively looks for demand that is less likely to be reported 
(such as incidents relating to modern slavery or child sexual exploitation) so that it 
can ensure that it protects the most vulnerable victims. Forces also need to 
understand how much resource to invest in work that prevents crime and anti-social 
behaviour from occurring in the first place. It is important that forces continually 
review how they operate to ensure that they are not wasting police resources by 
operating inefficiently or responding to unnecessary demands. 

Forces must understand how demand is changing and how they need to change in 
order to adapt to ensure that they can plan for the future and continue to respond 
effectively. As well as assessing likely future threats and risks from crime, this also 
means understanding and assessing the potential impact of wider societal and 
environmental changes on the demands they will face.  

How well does the force understand the current demand 
for its services? 
Police services cover a wide spectrum of activities and go far beyond the most 
obvious demands for providing a response to 999 calls, protecting victims of crime 
and pursuing offenders. It is important that forces have a comprehensive 
understanding across the whole range of different demands they face, including 
early intervention work with other organisations to prevent crime and proactively 
seeking out ‘hidden’ crimes (such as domestic abuse, honour based violence, cyber- 
crime, fraud, modern slavery and crime in communities who are more reluctant to 
trust or engage with the police). Police forces also need to understand how efficiently 
they run their own operations in order to avoid wasted effort and to ensure that they 
make the best use possible of all available resources. 
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Figure 1: Volume of 999 calls per 1,000 population received by South Wales Police compared 
with England and Wales in the 12 months to 31 March 2012 to the 12 months to 31 March 2016

Source: Home Office Annual Data Requirement  
For further information about the data in figure 1 please see annex A 

South Wales Police received 132 '999' calls per 1,000 population in the 12 months to 
31 March 2016. This was broadly in line with the England and Wales average of 124 
calls per 1,000 population. In the 12 months to 31 March 2012, the force received 
155 '999' calls per 1,000 population, broadly in line with the England and Wales 
average of 139 calls per 1,000 population. 
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Figure 2: Police recorded crimes per 1,000 population in South Wales Police compared with 
England and Wales in the 12 months to 31 March 2012 to the 12 months to 31 March 2016

Source: Home Office Police recorded crime data 
For further information about the data in figure 2 please see annex A 

With regard to police recorded crime for the 12 months to 31 March 2016, South 
Wales Police recorded 60.2 victim-based crimes per 1,000 population, broadly in line 
with the England and Wales average of 53.8 victim-based crimes per 1,000 
population. Over the same period, South Wales Police recorded 9.7 non  
victim-based crimes per 1,000 population, higher than the England and Wales 
average of 6.5 non victim-based crimes per 1,000 population. There has been an 
increase in the victim-based crime rate of 5 percent and an increase in the non 
victim-based crime rate of 9 percent since the 12 months to 31 March 2012. 

South Wales Police has an excellent understanding of the broad range of current 
demand on its services, and is working hard to understand all types of demand. 
Whereas previously, the force’s demand analysis depended on historical data, now it 
is introducing systems to understand demand in real-time by using information from 
mobile data terminals and officers’ tablet devices. This allows the force to map 
demand and respond quickly throughout each day. This detailed understanding of 
demand means the force is able to get a clearer picture of the costs for each level of 
resourcing. The force is also identifying demand which is reported to the police but, 
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by its nature, is more appropriate for response by a partner agency. The force is 
negotiating with partners to reach agreement about which agency should provide the 
response.  

The force measures internal demand created by inefficient internal processes, and 
misdirected demand that could or should be dealt with by another agency. It is 
reducing internal demand, for example by identifying areas that could be reorganised 
to operate differently, such as the switchboard. The force reports that this,  
combined with preventing internal calls coming through the external switchboard, led 
to a 16 percent reduction in the number of staff needed to run the switchboard 
service. The force is taking sensible steps to reduce misdirected demand; for 
example, it has improved automated call handling and has constructive meetings 
with the health service and fire service to encourage collective responsibility for local 
demand. 

The force is taking steps to understand in a better way what is hidden demand, or 
demand which is less likely to be reported. It is ensuring that the public protection 
unit has enough resources to meet increasing demands, and that this unit deals with 
specialist incidents such as rape rather than more general crime investigations. This 
ensures that allegations are recorded correctly and are treated as a crime unless 
there is credible evidence to the contrary, and guards against a target-driven 
approach. It also helps to prevent, or at the very least reduce, the number of 
incorrect ‘no crime’ decisions, which has previously been found to be a national 
issue by HMIC. 

How well does the force understand potential future 
demand for its services? 
Demands for police services are continually evolving. Forces need to anticipate and 
understand likely future changes so that their plans keep pace with the public’s 
needs and expectations. Potential future demand includes new and emerging types 
of crime, such as cyber-crime, modern-day slavery and human trafficking. Also, it 
includes changes to the communities that forces serve, developments in technology 
and environmental events, such as flooding.  

South Wales Police has good processes in place to understand how demand might 
change in the future. The force’s strategic assessment is well informed by its 
understanding of changes in demand, its strategic priorities reflect that 
understanding and its resources are matched to force priorities. The force’s focus is 
on making sure it becomes more efficient without reducing its service to the public. 
Indeed, it is planning to recruit 139 new officers in its public protection unit to meet 
predicted future demand.  
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The force works effectively with the ambulance service and the fire service and 
already shares some estates, with more co-location planned. The force already 
shares responsibility for demand and works with the ambulance and fire services, 
and with local authorities, to ensure demand is met by the right organisation. 

The force is working with the private sector in a proactive policing pilot, which aims to 
help predict future demand. The pilot will start in August 2016 and be fully 
implemented by February 2017. 

The force uses victim satisfaction data to help it understand the quality of the service 
it is providing to the public, and where improvements are needed. For the year to 31 
December 2015, victim satisfaction with initial contact and actions taken by the 
police was higher in South Wales than the England and Wales average. South 
Wales Police has achieved a rating that is higher than the England and Wales 
average on these measures since the year to 31 December 2013.  

Summary of findings 

 
Outstanding 

 
South Wales Police has an excellent understanding of current demand and a good 
developing picture of likely future demand. The force’s understanding of current 
demand is based on strong, real-time data, which includes data on internal, hidden 
and proactive demand. It is now beginning to use its data to understand trends and 
deploy resources in advance to meet anticipated demand. The force works well with 
partners at a senior level to ensure joint responsibility for making efficiencies, 
meeting demand, and understanding and avoiding misdirected demand. The force is 
looking to predict future demand in a more comprehensive and accurate way by 
working with the private sector on an important project called the proactive policing 
pilot. 
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How well does the force use its resources to 
manage current demand? 

Police forces need to operate in a way that makes the best use of all available 
resources so that demand is met and public expectations are satisfied. We looked at 
the extent to which South Wales Police has the right people with the right skills in the 
right place to protect the public and to fight crime. Police resources have been 
reducing continually over recent years. It is increasingly important that resources are 
aligned to priorities to provide value-for-money services that tackle priorities, manage 
demand and meet financial requirements. This not only involves a force using its 
own workforce as efficiently as possible; it also involves the police working in new 
ways with others to ensure the best possible service to the public, and using all 
available resources to improve efficiency.  

For a number of years, police forces have been focused on changing the way they 
operate and finding ways to save money in order to manage reducing budgets. It is 
important that these savings are sustainable and forces can demonstrate that they 
have achieved efficiencies while continuing to have the capacity and capability to 
meet demand.  

How well does the force’s current allocation of resources 
match demand, organisational and financial requirements?  
Police forces need to consider many factors when deciding how to allocate their 
resources, including all elements of demand, local risks and priorities, and their 
national responsibilities. We look at how well South Wales Police assesses these 
factors in making decisions about the level of service to provide and how to use its 
resources to best effect.  
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Figure 3: Police officers, staff and police community support officers (PCSOs) as a proportion 
of total workforce in South Wales Police compared with England and Wales as at 31 March 
2016

Source: Home Office Police workforce statistics 
Note: figures may not add up to 100 percent due to rounding of numbers. For further 
information about the data in figure 3 please see annex A 

As at 31 March 2016, police officers make up 59 percent of South Wales Police's 
workforce. This was in line with the England and Wales average of 59 percent. The 
proportion of staff in South Wales Police was 34 percent, broadly in line with the 
England and Wales average of 35 percent. The proportion of police community 
support officers in South Wales Police was 8 percent, higher than the England and 
Wales average of 6 percent. 
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Figure 4: Planned changes in full-time equivalent workforce from 31 March 2010 to 31 March 
2020 for South Wales Police compared with England and Wales

Source: HMIC Efficiency data collection  
For further information about the data in figure 4 please see annex A 

Managing demands for police services 

South Wales Police uses its comprehensive understanding of demand to allocate its 
resources effectively. Understanding the full scope of demand for its services, 
including future demand, means it can make strategic decisions about where to 
allocate available resources using its police officer predictive model to direct officers 
and staff to focus on force priorities. This is supported by its effective use of 
technology through Programme Fusion with Gwent Police to develop and introduce 
new technology to improve efficiency and enhance capability across many aspects 
of the forces’ work. It also has a detailed understanding of public expectations and 
costs of the service levels it provides.  

The force is considering introducing an enhanced level of response, to provide the 
option of a scheduled response where appropriate to meet the needs of the victim, 
rather than a priority-based response that does not and is not therefore the most 
effective use of resources. The force is beginning to use a more sophisticated 
understanding of its available resources to improve its response to demand further. 
This includes using real-time data and predictive trends to match resources to 
demand more quickly and accurately. It has been able to track workforce movements 
using mapping systems on its mobile technology for a number of years, and so 
match resources to demand almost immediately. The force operating model is 
already showing better deployment of police community support officers, with the 
force reporting that its visibility in neighbourhoods has increased from 49 percent to 
75 percent. South Wales Police is collaborating with Gwent Police to understand 
better where its resources should be to enable it to provide the best service to the 
public.  

 
March 
2010 

Change from 
2010 to 2016 

March 
2016 

Change from 
2016 to 2020 

March 
2020 

 
Force 

England 
and 
Wales  

Force 
England 
and 
Wales  

Officers 3,148 -8% -14% 2,883 6% -2% 3,064 

Staff 1,810 -9% -21% 1,650 2% -5% 1,683 

PCSOs 335 16% -35% 388 5% -6% 406 

Workforce 
total 5,293 -7% -18% 4,921 5% -3% 5,153 
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The force’s work to understand demand, including internal demand, means that it 
understands in detail the cost of each department and area of work. For example, it 
knows the cost for a missing person case or for providing a mental health placement. 
This, in turn, means that it can better determine how costs can potentially be 
reduced without affecting service levels. The force has identified and removed a 
number of roles that overlapped or were duplicated, saving £500,000. 

Increasing efficiency 

South Wales Police makes good use of its mobile data provision, allowing officers to 
access the police national computer system and other national systems remotely, as 
well as to record information and communicate with colleagues. This adds to the 
efficiency of the resource mapping that it now carries out. 

The force is good at evaluating how changes made to improve efficiency affect its 
ability to manage demand. It has reviewed its management processes to make 
efficiencies. It has completed business reviews, based on the LEAN efficiency 
modelling tool,2 in most departments, and is conducting reviews after changes are 
implemented to ensure benefits are realised. The force has made planned savings of 
£39m since 2010, while increasing victim satisfaction. The force’s new command 
and control system has saved an estimated £250,000 since its introduction at the 
beginning of 2016 and the force has good corporate systems to reduce internal 
demand, such as FIRMS (Fully Integrated Resource Management System). FIRMS 
allows the force to review its resource deployment on a daily basis; it links to the 
‘Control Works’ system where call handlers can identify which staff are available, 
what skills they possess and whether they can be deployed. The force can also 
identify levels where resourcing falls below the anticipated demand levels. It reports 
that FIRMS has saved time equivalent to six full-time posts.  

The force has a press officer for its force change programme with responsibility for 
communicating change and responding to concerns internally and externally. This 
has helped to explain the process by, for example, publishing statistics about the 
number of visitors to police stations that are to be closed.  

How well does the force improve the productivity of its 
workforce?  
Finding ways to make police officers and staff more efficient when they are out in 
their communities and reducing time spent doing back office functions is essential to 
ensuring that police officers remain visible, on the beat and engaged in activities to 
reduce and fight crime. Police forces spend around 80 percent of their budget on 
staffing, so it is vital that the workforce is as productive as possible. This means 

                                            
2 LEAN is an academic method of modelling businesses more efficiently to improve the service 
provided to customers. 
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forces need to ensure that all their staff have the skills and capabilities to provide the 
required level of service. We assessed how well South Wales Police understands 
the skills its staff need, both now and in the future; where there are gaps in either 
capacity or capability, we assessed the extent to which the steps it is taking are 
appropriate to ensure that its staff work as efficiently and effectively as possible. We 
looked in particular at whether the workforce has the right level of digital skills, both 
to make the most of current ICT systems and to investigate crime digitally. 

Understanding current workforce capabilities and gaps 

South Wales Police has effective and well-integrated systems in place to understand 
its workforce gaps and capabilities. Sickness and other absences are managed 
using FIRMS, which staff can update. This system records automatic trigger points 
for staff absences due to sickness, and also automatically updates the force’s control 
room system to manage incidents and the deployment of officers and staff. The force 
reports that the use of FIRMS has saved South Wales Police the equivalent of six 
full-time posts. 

However, the force could do more to understand its operational and non- operational 
skills and capacity throughout the organisation, for example by carrying out formal 
skills and capability assessments of all its staff. There is a perception among the 
staff that the force does not take into consideration a person’s non-operational skills 
when considering individuals in recruitment and promotion processes. Skills and 
abilities are assessed through the appraisal process, but this could be improved. 
Police staff are encouraged to attain qualifications that will help them become senior 
leaders. These opportunities are well publicised and staff feel supported when they 
apply for them. However, police staff do not feel that they have the same 
opportunities for development or careers as officers and there are fewer 
developmental opportunities for non-operational staff.  

The force’s public service centre has a high rate of staff turnover, which is mainly as 
a result of staff becoming police officers or securing roles elsewhere in the 
organisation. The management team in the public service centre will always ensure 
there are sufficient resources available to meet demand and will use overtime as 
necessary to meet this demand. The management team also have forward- looking 
recruitment and training plans to ensure there are adequately trained staff to meet 
demand. Rest days may be cancelled to meet operational needs at critical times of 
the year. 

The force has identified areas of new, emerging and hidden crime demand and has 
agreed to recruit 139 additional staff to deal with them. Cyber-crime training has 
been provided to frontline and specialist officers and the force has almost 350 
accredited open source internet investigators. The ongoing review of its learning and 
development services is informed by the force’s organisational requirements and the 
need to fulfil national strategic requirements.  
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Tackling workforce gaps 

South Wales Police has good systems in place to give it a real-time understanding of 
demand. These systems identify where there are operational skills gaps within the 
force, and help it to move resources to meet the requirements of these demands. 
The FIRMS system means the force can view resources across the force and match 
workforce skills to demand. It can be used as a planning tool, but also in real-time to 
understand the spread of skills across areas for dynamic staff deployment and to 
inform training needs where gaps are identified. The force is currently using the 
FIRMS system to look at gaps in skills around child sexual exploitation and  
cyber-crime. 

The force has a less developed understanding of non-operational skills and any 
gaps. It needs to ensure that, where appropriate, development opportunities are 
afforded to police staff. 

The force has processes in place to predict and identify gaps in the level of 
resources and is working with communities to encourage applications from BAME 
(black, Asian and minority ethnic) communities. The force is also targeting 
universities in order to recruit people with skills relevant to investigating cyber-crime. 

How well does the force work with others to improve how it 
manages demand for its services? 
We assessed how well South Wales Police has explored all opportunities to work in 
collaboration with others to increase efficiency and provide better, more resilient 
services. This can include work with other police forces, local public sector 
organisations, the private sector and the voluntary sector. We looked at whether the 
force has a clear rationale for the decisions it has taken about how it works with 
others, and whether it has a good understanding of how successful its joint working 
has been in helping it to better meet demand for its services. 

The force has good collaborative arrangements with Gwent Police, including a 
shared mobile data platform, collaboratively procured ICT systems, shared strategic 
command cover, legal service and a scientific investigation unit. The force reports 
that the joint scientific investigation unit has led to overall savings of £2m while still 
meeting the scientific investigation needs of South Wales and Gwent police forces. 
The unit is made up of 16 sub-units and in June 2015, in response to the financial 
challenges facing both forces, a review was carried out to identify which areas were 
performing well, and which needed to improve. Supervisors across the unit also 
contributed to the redesign proposals. These resulted in estimated annual savings of 
£377,000 for South Wales Police and £315,000 for Gwent Police.  

The force also collaborates more widely; for example, it has a joint firearms team 
with Gwent Police and Dyfed-Powys Police, which has made £1m joint savings, 
apportioned between the three forces.  
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The Welsh Policing Estates collaboration is drawing up options for a joint estates 
service for policing in Wales to reduce costs, enhance resilience and make service 
improvements. It collaborates with non-policing partners, such as an HR business 
partner based in a shared office with Bridgend Council, and has established a  
co-located contact centre with the fire and ambulance services. The force has a 
multi-agency safeguarding hub in the northern division; work on the hub for the 
eastern division is to begin in July 2016. 

Collaboration benefits  

The force has strong and well-established collaborative arrangements with Gwent 
Police. It can show specific cashable savings from this work, such as the new mobile 
devices introduced across the forces in June 2015 which provide improved 
accessibility to officers on the front line. These devices use new technology that can 
link different operating systems. The two forces have developed an ‘iPatrol’ 
application so that officers can record and access information remotely while on 
patrol; this means they do not need to return to police stations and significantly 
increases the amount of time they are visible and on patrol. Working with Gwent 
Police, the force received Home Office innovation funding to supply 5,000 new 
devices across the two forces.  

The force evaluates the benefits of collaborative arrangements. For example, as part 
of the Welsh Policing Estates collaboration, it produces an ‘options report’ to provide 
chief officers and police and crime commissioners with a series of options for 
establishing a joint estates service for policing in Wales to reduce costs, enhance 
resilience and make service improvements. A report was also produced after a 2014 
review of the joint firearms unit, a collaboration of firearms resources between South 
Wales, Dyfed-Powys, and Gwent forces.  

South Wales Police is collaborating with others to manage misplaced demand: for 
example reducing calls for police to attend ambulance interventions by working with 
Swansea Help Point, child advocates and Welsh Women’s Aid. Despite not being 
bound by the new Wellbeing and Future Generations Act (Wales) 2015, the force 
intends to work closely with the health service to facilitate its implementation. The 
force’s collaboration with the ambulance service has already reduced by 43 the 
number of ambulance-related calls to South Wales Police attended in each shift. 
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Figure 5: Projected percentage of net revenue expenditure in South Wales Police, compared 
with England and Wales, on collaboration with other forces in the 12 months to 31 March 2016 
to the 12 months to 31 March 2020

Source: HMIC Efficiency data collection  
Note: some forces could not provide data for all years. These forces have been excluded from 
the England and Wales average in those years only. West Mercia Police and Warwickshire 
Police stated that all of their net revenue expenditure is spent in collaboration. To avoid 
distorting the distribution of forces, these have been removed from the England and Wales 
average for this figure. For further information about the data in figure 5 please see annex A 

South Wales Police has forecast that it will spend £15.1m in 2016/17 on 
collaboration with other police forces. This is 5.9 percent of its net revenue 
expenditure (NRE), which is broadly in line with the England and Wales average of 
11.9 percent. For 2019/20, the force has forecast that it will spend £14.2m (5.1 
percent of NRE) on collaboration with other police forces. This is lower than the 
England and Wales average of 14.8 percent. 
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Figure 6: Projected percentage of net revenue expenditure in South Wales Police, compared 
with England and Wales, on collaboration with non-police organisations in the 12 months to 31 
March 2016 to the 12 months to 31 March 2020

Source: HMIC Efficiency data collection  
Note: some forces could not provide data for all years. These forces have been excluded from 
the England and Wales average in those years only. For further information about the data in 
figure 6 please see annex A 

South Wales Police has forecast that it will spend £14.8m in 2016/17 on 
collaboration with non-police organisations. This is 5.8 percent of its net revenue 
expenditure (NRE), which is broadly in line with the England and Wales average of 
3.4 percent. For 2019/20, the force has forecast that it will spend £15.7m (5.7 
percent of NRE) on collaboration with non-police organisations. This is broadly in line 
with the England and Wales average of 3.5 percent. 

How well does the force understand how any changes 
made to improve efficiency have affected its ability to 
manage demand? 
As resources reduce and demands on police services become ever more complex, it 
is increasingly important that forces understand fully the benefits that are realised 
from any investment and the impact of any new ways of working. This understanding 
enables them to learn from what works and to take swift action to mitigate any 
negative results. 

South Wales Police is good at using investment to best effect. For example, along 
with the Home Office and other agencies, it has contributed funds to a joint facility for 
the four Welsh forces that brings together specialised resources from each force to 

0%

1%

2%

3%

4%

5%

6%

7%

2015/16 2016/17 2017/18 2018/19 2019/20

South Wales Police England and Wales average



 

22 

form the regional organised crime unit. This unit tackles regional organised crime 
groups, with the National Crime Agency and other partners. 

The Avalon project (Home Office capital funding to create a centralised regional 
crime office) was completed in April 2016 and has ensured the force has greater 
specialist crime resources in the region. In addition, South Wales Police successfully 
secured Home Office innovation funding for improvements to mobile data. It has 
implemented better mobile data capability with the appropriate access to force 
intelligence systems, allowing more work to be undertaken remotely. Its business 
benefits realisation plan with Gwent Police details the expected benefits of the 
mobile data project.  

The force has processes in place to review the effects of change on the service it 
provides. It has a comprehensive change programme that covers force-wide, 
regional and national projects along with internal policy and value for money reviews. 
The force’s response review has examined whether resources are aligned with 
demand and the opportunities to meet customer service expectations. The review 
identified the annual projected cost of missing person investigations, the cost of 
service issues with the Welsh Ambulance Service and other issues. 
Recommendations were under consideration by chief officers at the time of our 
inspection. However, the force had already taken action on the number of 
ambulance service interventions and these had reduced calls to the force by 80 
percent.  

Summary of findings 

 
Good  

 
South Wales Police uses its resources effectively to manage current demand and 
also uses its detailed understanding of demand to allocate resources. The force has 
systems in place to understand its workforce gaps and capabilities. It uses these to 
match operational skills in real-time to demand, and for longer term planning and 
deployment of resources. The force has developed effective collaborations with other 
forces and the private sector to deal with demand more efficiently. It has processes 
in place to ensure it reviews the impact of change on the service it provides. 
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How well is the force planning for demand in the 
future? 

HMIC examined how well forces are using their understanding of current and future 
demand on their services to develop more efficient ways of operating that balance 
ambition, realism, innovation and risk. Our assessment examined the extent to which 
South Wales Police plans are credible and achievable while at the same time are 
creative and ambitious. This included how far it is aiming to improve efficiency 
through its workforce plans, collaboration plans, financial plans, ICT plans and 
approaches to risk.  

How well does the force identify and prioritise areas to 
invest in for the future? 
It is important that forces have good plans in place which take account of future 
demands for their services as well as the likely future funding available to them. They 
need to invest wisely for the future in order to ensure that they have the right 
capabilities to meet future demand. HMIC examined the force’s financial plans and 
workforce plans to assess how far it is set to meet future changes in demand and 
local priorities. We looked in particular at how well South Wales Police has 
considered its future ICT capabilities as well as any wider changes to the 
communities it serves. 

Matching resources to demand, organisational priorities and financial 
requirements 

South Wales Police is good at implementing its workforce model and planning its use 
of assets to match demand, organisational priorities and financial requirements. The 
force’s medium-term financial strategy for the period to 2020 is aligned with the 
police and crime reduction plan and the strategic policing requirement. The chief 
constable’s workforce plan over the period 2016 - 2020 is to increase the police staff 
establishment by 33 posts and increase the number of police officers to more than 
3,000 to help address new operational threats. In addition, the force continues to 
take steps to increase productivity to match its workforce resources better to 
demand. 

The medium-term financial strategy has identified that 139 additional (mostly police 
officer) posts are required to meet new and increasing demand in domestic abuse, 
child sexual exploitation, serious sexual offences and cyber-crime. The force 
estimates that about £7m will be required each year to address this fully. Its strategy 
for addressing these operational risks is to increase capacity incrementally, as 
funding permits, from 2016/17 onwards, with an extra 50 posts each year. The force 
has a predictive modelling process which monitors workforce numbers on a monthly 
basis and forecasts two years ahead; this allows chief officers to make informed 
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decisions to allow for effective recruitment planning and management of subsequent 
training programmes and to make timely adjustments to future intakes. In addition, 
the force is looking to recruit people from outside the service or to identify and 
transfer officers and staff with the necessary skills in technology to help tackle  
cyber-crime.  

The force has considered future ICT capabilities and is developing software to 
improve the efficiency of its assigning and briefing people tasks. The force has, with 
Gwent Police, introduced an application called iPatrol for electronic pocket 
notebooks and evidence capture for operational staff, so that officers can carry out 
checks and record evidence that can be downloaded onto police systems from their 
mobile devices while they are out on patrol.  

The Fusion project is exploring options for the public to access services 
electronically, including the electronic reporting and tracking of crime. The force has 
an eServices board with a strategic lead who prioritises the project work. One priority 
is the development of the internal and external websites which the force sees as an 
important method of communication with staff and the public. Remote access 
working is available for staff and the force is currently reviewing its fixed, flexible, and 
field working arrangements for its staff.  

Investing in ICT 

South Wales Police has good plans for investment in ICT that take account of 
digitisation to improve the efficiency of its service provision. The force has 
considered future ICT capabilities and development of software to improve how 
people are briefed and assigned tasks.  

Its Fusion programme, in collaboration with Gwent Police, aims at better integration 
of data between back-office systems, command and control, intelligence systems 
and mobile data. The programme has introduced two significant products – the 
iPatrol app and a new force system – to control the deployment of officers to 
incidents and crimes. The next phase of the programme will: 

• increase mobility with smartphones and tablet devices; 

• reduce radio traffic with voiceless despatch; and 

• increase time out of station with initiatives like dynamic briefing to keep 
officers informed of most recent updates in intelligence and operational tasks, 
digital evidence and body-worn video cameras.  

It also includes proposals for data sharing with partners. The force plans to introduce 
body-worn video across the organisation in early 2017. The force is also keen to 
assess the feedback from other forces in relation to the use of cameras and digital 
evidence storage, to ensure that it can introduce this equipment in the most efficient 
and effective manner. HMIC will review the force’s future progress with this. 
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How well does the force plan its investments? 
A force’s plans for investment and savings need to be credible, realistic and informed 
by a full understanding of the future challenges (both financial and operational) that it 
is likely to face. HMIC assessed the extent to which South Wales Police future plans 
are prudent, robust and based on sound assumptions about future demands and 
costs, while at the same time being ambitious enough to meet public expectations, 
including identifying new ways of working and providing services in the future. 

Figure 7: Estimated percentage of gross revenue expenditure allocated across different 
policing functions in South Wales Police compared with England and Wales in the 12 months 
to 31 March 2016

Source: HMIC Efficiency data collection 
For further information about the data in figure 7 please see annex A 

South Wales Police’s 2015–2020 medium-term financial strategy effectively 
considers its investment and savings plans. This takes into account a 0.6 percent 
year-on-year reduction in grant support for revenue expenditure. It includes prudent 
assumptions on pay increases and inflation, with value for money savings of £17m 
over the four-year period, and a 4 percent increase in the element of council tax 
used to fund the policing of local communities for 2016/17, with further 4 percent 
increases projected in each of the years to 2019/20. The force presents the  
medium-term financial strategy for scrutiny to the South Wales police and crime 
panel, which includes ten local councillors, representing the seven local councils in  
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South Wales, along with two independent members. The minutes of the meeting are 
publicly available and show that the panel robustly reviewed the approach of the 
force. 

Planning for the future 

South Wales Police is aware that the current medium-term financial strategy is 
insufficient to produce a balanced budget beyond 2016/17. It has a residual budget 
gap of £10.2m for revenue and £17m for capital by 2019/20. The force has a 
comprehensive value for money plan to reduce expenditure in a structured manner. 
However, it also recognises that achieving the value for money plan carries a high 
degree of risk.  

The force will need to continue to focus on value for money over the next four years 
to ensure operational effectiveness is sustained and improved. In addition, the force 
will need to take bolder steps to address these shortfalls. It recognises that there are 
opportunities to change the South Wales Police estate and extend the scope of 
collaboration with partner agencies. The force’s digitalisation programme will provide 
it with more opportunities to reduce and streamline its estates. At present the force 
supports remote access working for a large number of staff and is looking to develop 
a more flexible approach for all of its staff. The introduction of body-worn video in 
early 2017 should also offer additional efficiencies.  

The force is at an early stage in developing an operating model for use from 2020. It 
is using the idea of ‘A day in the life of an officer in 2020’ to construct its operating 
model for the end of the decade. The force anticipates its working practices will 
change dramatically as a result of its Fusion programme and more collaborative 
working with partners. This includes more visible patrol time and other productivity 
improvements from using body-worn video, greater use of mobile data and improved 
use of vehicles. The force has already taken steps to share management of its fleet 
of vehicles with local authorities and has introduced mobile mechanics to reduce the 
amount of time vehicles are off the road in workshops. 

The force should use the information it gains as it develops the new operating model 
to update its workforce plan and medium-term financial strategy to ensure that 
processes are changed and benefits realised within the timescales. 

To what extent does the force fund its investments 
sustainably? 
Police forces have made significant financial savings over recent years which has 
enabled them to reduce their costs and protect frontline policing. They continue to 
face financial challenges and it is vital to their ability to sustain effective policing that 
they continue to seek improved efficiencies and drive down costs so that they can 
not only balance their budgets but also invest in improving their capability in the 
future. Forces need to consider different ways of transforming the way they work in 
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order to secure effective policing in the longer term. This may include plans to 
establish different joint working arrangements with other organisations or investing in 
ICT to improve operational efficiency. 

Saving to invest for the future 

South Wales Police has a published value for money plan for the period to 2020. To 
balance its revenue budget for 2016/17, the force plans to make savings of £5.3m, of 
which £4.0m will be from reducing the police staff establishment and £1.3m from 
non-pay related savings. Savings are being driven by the force's change programme 
and, at the time of our inspection, 12 of the force's functional areas were subject to 
review, with a further nine areas due to be reviewed. Alongside this, the force is 
continuing to recruit police officer posts and its plans from 2017 onwards contain a 
projection of 139 new posts in its priority areas. It is also investing over £10.4m in 
estates and its vehicles. 

While the PCC’s general reserve for the force at the start of the 2016/17 financial 
year was in line with the target of £9m, the capital reserve is largely run down and is 
forecast to be overdrawn from 2017 onwards. The force’s capacity for funding new 
capital investment proposals will therefore depend on its ability either to fund them 
from the revenue budget, secure external funding, increase its borrowing or dispose 
of existing assets.  

Working together to improve future efficiency 

The force has sound experience of working with others. At the time of our inspection, 
it has over 30 areas of established and developing collaborations with police and 
other public sector agencies. For example, the force has developed a tri-service 
public service centre with South Wales Fire and Rescue Service and Welsh 
Ambulance Service Trust. It also collaborates with Gwent Police in resource 
management, asset location and workforce mobility under the Fusion programme. 
The force has collaborated with private companies in developing software 
applications, in which the applications remain the property of the software provider 
and the force secures cost-effective licensing arrangements. 
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Summary of findings 

 
Good  

 
South Wales Police is planning for future demand. It has prioritised areas to invest in 
and, in the case of IT, has investment plans that aim to achieve greater efficiency 
and service improvement. By 2019/20, the force faces a budget gap of £10.2m for 
revenue and £17m for capital with low or no contingency or capital reserves. It will 
need to continue focusing on value for money over the next four years to ensure it 
meets its budget requirement and maintains or improves operational effectiveness. 

 

Area for improvement 

• South Wales Police should ensure that workforce planning covers all areas 
of policing and that there is a clear rationale, based on evidence, to re-
organise staff to meet current and likely future demand. 
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Next steps 

HMIC will assess progress on any recommendations and areas for improvement 
identified within its reports in a number of ways. We may re-visit those forces where 
we have identified a serious cause of concern, go back to assess as part of our 
annual PEEL inspection programme or receive updates through regular 
conversations with forces.  

HMIC highlights recurring themes emerging from our PEEL inspections of police 
forces within our national reports on police effectiveness, efficiency, legitimacy, and 
also leadership. These reports identify those issues that are reflected across the 
country and may contain additional recommendations directed at national policing 
organisations, including the Home Office, where we believe improvements need to 
be made at a national level. 
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Annex A – About the data 

The source of the data is presented with each figure in the report, and is set out in 
more detail in this annex. The source of Force in numbers data is also set out below.  

Methodology 
Please note the following for the methodology applied to the data. 

Comparisons with England and Wales average figures 

For some data sets, the report states whether the force’s value is ‘lower’ than, 
‘higher’ than or ‘broadly in line with’ the England and Wales average. This is 
calculated by using the difference from the mean average, as a proportion, for all 
forces. After standardising this distribution, forces that are more than 0.675 standard 
deviations from the mean average are determined to be above or below the average, 
with all other forces being broadly in line.  

In practice this means that approximately a quarter of forces are lower, a quarter are 
higher, and the remaining half are in line with the England and Wales average for 
each measure. For this reason, the distance from the average required to make a 
force’s value above or below the average is different for each measure so may not 
appear to be consistent.  

Statistical significance 

When commenting on statistical differences, a significance level of 5 percent is used.  

For some forces, numbers described in the text may be identical to the England and 
Wales average due to decimal place rounding, but the bars in the chart will appear 
different as they use the full unrounded value.  

Population 

For all uses of population as a denominator, unless otherwise noted, we use the 
Office for National Statistics (ONS) mid-2015 population estimates.  

Force in numbers 
Forecast change in expenditure  

These data show estimated gross revenue expenditure (GRE) for the force in 
2016/17 and 2019/20, calculated using total GRE pay and total GRE non-pay 
budgets provided to HMIC by individual forces at the time of data collection (April 
2016), excluding expenditure on the office of police and crime commissioner.  
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Forecast savings  

These data show planned savings (including use of reserves to bridge an in-year 
funding gap) in future years, calculated using the planned savings for pay and  
non-pay budgets provided to HMIC at the time of the data collection (April 2016). 
Some forces only provided figures for savings that they had formally signed off at 
that point, while others provided estimates for the whole period. Therefore a force 
with only a small savings requirement is not necessarily faced with only a small 
savings challenge for the future. 

Workforce figures (based on full-time equivalents) for 31 March 2016 and 31 
March 2020  

These data are obtained from the Home Office annual data return 502. The data are 
available from the Home Office’s published Police workforce England and Wales 
statistics (available from www.gov.uk/government/collections/police-workforce-
england-and-wales), or the Home Office police workforce open data tables (available 
from www.gov.uk/government/statistics/police-workforce-open-data-tables). Figures 
may have been updated since the publication. Workforce includes section 38 
designated officers (investigation, detention and escort), but does not include section 
39 staff. 

Projections for March 2020 are budget-based projections and therefore are likely to 
take into account a vacancy rate depending on a force’s planning strategy. In some 
instances therefore an increase in budgeted posts may not actually indicate the force 
is planning to increase its workforce. In other cases, forces may be planning to 
reduce their workforce but have a current high vacancy rate which masks this 
change. 

Workforce costs per head of population are obtained from calculations in HMIC 
Value for Money Profiles 2015, which use the ONS mid-2014 population estimates. 
The England and Wales averages will differ slightly from the Value for Money 
Profiles because we have included City of London Police and the Metropolitan Police 
Service. 

Figures throughout the report 
Figure 1: Volume of 999 calls from the 12 months to 31 March 2012 to 12 
months to 31 March 2016  

These data are obtained from the Home Office annual data return 441.  

Figure 2: Police recorded crime in 12 months to 31 March 2015 to 12 months to 
31 March 2016  

These data are obtained from Home Office Police recorded crime and outcomes 
data tables (available from www.gov.uk/government/statistics/police-recorded-crime-
open-data-tables). Total police recorded crime includes all crime (excluding fraud 

https://www.gov.uk/government/collections/police-workforce-england-and-wales
https://www.gov.uk/government/collections/police-workforce-england-and-wales
https://www.gov.uk/government/statistics/police-workforce-open-data-tables
https://www.gov.uk/government/statistics/police-recorded-crime-open-data-tables
https://www.gov.uk/government/statistics/police-recorded-crime-open-data-tables
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offences) recorded by police forces in England and Wales. Home Office publications 
on the overall volumes and rates of recorded crime include British Transport Police, 
which is outside the scope of this HMIC inspection. Therefore England and Wales 
averages in this report will differ slightly from those published by the Home Office.  

Figure 3: Percentage of officers, staff and PCSOs in force workforce on  
31 March 2016 compared to England and Wales 

Data as at 31 March 2016 are obtained from the Home Office annual data return  
(as set out in the Force in numbers section) which is an ‘actual’ full-time equivalents 
(FTE). The percentages used in figure 3 are derived from the total FTEs within 
forces, and therefore may differ slightly from the exact figures quoted within the 
report. 

Figure 4: Planned changes in workforce FTE from 31 March 2010 to 31 March 
2020 for the force compared to England and Wales  

The figures in figure 4 are rounded to the nearest whole person, full-time equivalents 
(FTEs), and therefore may differ slightly from the exact figures quoted within the 
report. Police staff includes section 38 designated officers (investigation, detention 
and escort).  

Data as at 31 March 2010 and 31 March 2016 are obtained from Home Office 
annual data return (as set out in the Force in numbers section) which is an ‘actual’ 
FTE. These data include officers on career breaks and other types of long-term 
absence, and those seconded to forces. Projections for March 2020 are  
budget-based projections and therefore are likely to take into account a vacancy rate 
depending on a force’s planning strategy, but may not include a projection for 
absences. In some instances therefore an increase in budgeted posts may not 
actually indicate the force is planning to increase its workforce. In other cases, forces 
may be planning to reduce their workforce but have a current high vacancy rate 
which masks this change.  

Due to the complex and continually evolving picture of workforce collaboration 
between neighbouring forces, not all changes in workforce figures reflect the 
workforce that is available to forces. Involvement in strategic alliances and/or 
regional organised crime units would be an example of where changes over time are 
likely to be skewed. Therefore sharp increases or decreases over time need to be 
considered with caution as they may simply represent accounting changes related to 
how staff are allocated to forces, not real changes in staffing levels.  

At the time of the inspection, the future financial climate was uncertain. Several 
forces did not have confirmed plans for workforce projections. It is important to note 
that figures provided are in many instances unconfirmed estimates provided to assist 
HMIC in our inspection programme and should not be seen as a concrete plan for 
the future workforce landscape of policing. 
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Figure 5: Projected net revenue expenditure on collaboration with other police 
forces for the 12 months to 31 March 2016 to the 12 months to 31 March 2020 

These data were provided to HMIC by individual forces at the time of data collection 
(April 2016), prior to inspection.  

These data cover the level of expenditure by forces on collaboration-related activity. 
Collaboration can include a variety of different types of activity, some of which may 
not incur specific expenditure, but may still generate benefits such as savings or 
improved services the public. Therefore these data should be seen as only one 
aspect of potential collaboration activity.  

West Mercia Police and Warwickshire Police have a highly-developed integrated 
relationship and have stated that all of their net revenue expenditure is through 
collaboration. To avoid distorting the distribution of forces around the average, West 
Mercia Police and Warwickshire Police have been removed from the England and 
Wales average for this figure.  

Figure 6: Projected net revenue expenditure on collaboration with non-police 
organisations for the 12 months to 31 March 2016 to the 12 months to 31 
March 2020  

These data were provided to HMIC by individual forces at the time of data collection 
(April 2016), prior to inspection. As suggested above, these data should be seen as 
only one aspect of potential collaboration activity. 

Figure 7: The percentage of gross revenue expenditure allocated to different 
policing functions in the 12 months to March 2016  

These data were provided to HMIC by individual forces at the time of data collection 
(April 2016), prior to inspection. These data define policing functions using the 
Policing Objective Analysis categories which we have grouped. The grouping is 
illustrated in the table below.  
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Figure 7 policing functions POA categories 

Local policing  Local policing  

Investigations Specialist Investigations 

Investigative Support 

Public Protection 

Road policing and operational 
support  

Roads Policing 

Operations Support 

Dealing with the public  Dealing with the Public  

Other  Intelligence 

Criminal Justice Arrangements 

Support Functions 

National policing 

Office of PCC 

Central Costs 
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