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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 Surrey Police. 

Reports on Surrey 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  

 
Surrey Police has been assessed as good in respect of the efficiency with which it 
keeps people safe and reduces crime. The force is is taking steps to further its 
understanding of demand, particularly of emerging and so-called hidden crime. It has 
improved how it uses its resources to manage current demand since last year and is 
using them well. The force collaborates effectively with other forces and 
organisations in the region to improve efficiency. It has a good record of effective 
financial management and has sound financial plans for the future. In last year’s 
efficiency inspection, Surrey Police was judged to require improvement. 

Overall summary 
Surrey Police has improved the efficiency with which it keeps people safe and 
reduces crime since HMIC’s 2015 inspection. It has undertaken a comprehensive 
analysis of some elements of current demand for its services, which it used to 
develop its new operating model. However, it does not yet have a complete 
understanding of all areas of demand and the changing scale and nature of future 
demand. It is undertaking further analysis of so-called hidden crime and emerging 
crime, such as child sexual exploitation, cyber-crime, hate crime and modern 
slavery. The force is also actively seeking to identify and address demands on police 
time from partner organisations, for example by having NHS mental health advisers 
in the police call centre to support police when dealing with incidents involving 
people with mental health concerns. The force is making a more rigorous risk 
assessment of the calls for police service that it receives in order to better prioritise 
its demands. However, because over 25 percent of non-emergency 101 calls were 
going unanswered as at April 2016, the force cannot be sure it has an adequate 
understanding of real demand.  

The force is good in how it uses its resources to manage current demand, having 
improved since HMIC’s 2015 inspection. It has introduced a new operating model, 
which means it can allocate resources to each area based on known demand. The 
force has some understanding of workforce capabilities and gaps, but it remains 
under-strength in a number of departments, including the neighbourhoods and 

                                            
1 HMIC judgments are: outstanding, good, requires improvement and inadequate. 
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detective roles. It has a long record of successful collaboration with Sussex Police 
and other forces in the region in a range of policing and support operations, including 
operations command, specialist crime, HR, finance and IT support, which has 
improved efficiency and resilience. The force works well with partner organisations to 
improve how it manages demand for services, actively seeking to identify the source 
of demand and the most appropriate agency to respond. It has processes to 
regularly review its plans and the effects of any changes it makes.    

The force is good at planning for future demand. It analyses resource allocation 
using demand data to assess changes and any likely impact on the resourcing 
model. The force has ambitious plans to improve its efficiency through collaboration 
with Sussex Police and other forces in the region, and recognises there are 
opportunities for further collaboration with other emergency services, the NHS and 
the local authority. It has a comprehensive IT strategy that it intends to implement 
jointly with other forces, which includes strengthening the IT infrastructure, body-
worn video cameras and greater use of mobile data. It has effective financial controls 
and a good record of achieving planned savings and service improvements. Its 
financial plans are built on sound assumptions about income and expenditure, 
including inflationary trends. The force has rigorous procedures for assuring itself 
that its investments lead to the planned benefits and operational outcomes. 

Recommendations  

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

 

Areas for improvement 

• Surrey Police should develop its understanding of current and likely future 
demand, especially in respect of 101 calls, ensuring that it has analysed 
appropriate information and intelligence from wider sources. 

• Surrey Police should ensure that that it has sufficient resources available to 
fulfil its resourcing model, and so to meet its demand, while also taking into 
account the well-being of its staff. 
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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 
(e.g. 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 put into 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 social 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 (e.g. domestic abuse, internet 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 Surrey 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 

Surrey Police received 92 '999' calls per 1,000 population in the 12 months to 31 
March 2016. This was lower than the England and Wales average of 124 calls per 
1,000 population. In the 12 months to 31 March 2012, the force received 109 '999' 
calls per 1,000 population, lower than 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 Surrey 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, Surrey 
Police recorded 43.4 victim-based crimes per 1,000 population, lower than the 
England and Wales average of 53.8 victim-based crimes per 1,000 population. Over 
the same period, Surrey Police recorded 7.0 non victim-based crimes per 1,000 
population, broadly in line with the England and Wales average of 6.5 non victim-
based crimes per 1,000 population. There has been a decrease in the victim-based 
crime rate of 4 percent and an increase in the non victim-based crime rate of  
8 percent since the 12 months to 31 March 2012. 

Surrey Police has a good understanding of some elements of current demand for its 
services. This is based on a detailed analysis of the 2014/15 demand data in local 
areas undertaken by an external consultancy firm. The analysis primarily examined 
response and neighbourhood demand. This was used to develop the new Policing in 
Your Neighbourhood (PIYN) operating model that has been in operation since April 
2016. The force recognises that it does not yet have a complete understanding of all 
of the less obvious areas of demand. It is therefore undertaking further analysis of 
the growing demands on police time for public protection services (e.g. tackling child 
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sexual exploitation) and emerging crimes like cyber-crime, hate crime and modern 
slavery. The force is also actively seeking to identify demand coming from partner 
organisations for example, calls to respond to incidents involving people with mental 
health problems. 

The force is continuing to develop its understanding of so-called hidden demand, but 
some gaps remain. It is using the national decision-making model and a structured 
approach to risk assessment, known as THRIVE (Threat, Harm, Risk, Investigation, 
Vulnerability, Engagement), to gain a better understanding of reported crime 
incidents and identify hidden crimes. It has appointed external consultants, jointly 
with Sussex Police, to identify future public protection demand and how best it might 
respond to these demands. The force’s strategic risk assessment 2016/17 identifies 
actions that it is planning in response to a variety of emerging crimes but makes no 
reference to how it intends to tackle some other types of hidden crime, such as 
female genital mutilation or forced marriages.  

The force may be missing opportunities to identify under-reported crimes. The way it 
responds to 101 calls has deteriorated over the last two years with 25.1 percent of 
calls going unanswered in April 2016 compared with 14.7 percent in April 2015. This 
is not acceptable because members of the public are not getting a proper service 
from the police and the force cannot be confident that it has an adequate 
understanding of its real demand. In April 2015, only 57 percent of 101 calls were 
answered in less than 60 seconds. In 2016 that figure had fallen to 40 percent. The 
force has a plan to tackle the problem and this is highlighted on the force risk register 
as an issue that needs to be addressed urgently.  

Under the new PIYN model, calls to the contact centre now last longer because the 
operators obtain more detail from the caller under the THRIVE model. This enables a 
better assessment to be made about the call and more accurately identifies the most 
appropriate response, but it means that a large percentage of calls are not being 
answered and some victims may be deterred from reporting crimes. This is of 
concern and the force is working hard to address it. A pilot scheme is underway in 
one division that allows officers to make entries directly into the crime recording 
system themselves without relying on the control room staff. It is expected that this 
will save 960 hours of operator time, freeing them to answer calls from the public. 
The force is also introducing a more sensitive caller queue management system for 
101 calls that will improve its efficiency. HMIC will review the position in its 2016 
effectiveness inspection this autumn. 
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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.  

The force annual assessment of the greatest threats and risk highlights emerging 
crime threats and ranks them according to the level of risk to the organisation. In the 
2016/17 assessment, the top three risks are child sexual exploitation, digital policing 
and modern slavery. An interim partnership analysis of child sexual exploitation was 
commissioned by the Surrey child sexual exploitation strategy group and produced in 
December 2015. This examined the extent and nature of child sexual exploitation in 
Surrey. While it is not a complete picture as it did not include NHS and probation 
service data, the analysis has provided the force with an indication of the scale of the 
problem.  

Surrey Police is aware that declining partner resources could affect the demand for 
policing services. However, though this has yet to be quantified in financial terms, 
the force is working to establish more effective joint working to protect vulnerable 
victims through its multi-agency safeguarding hub2 and with other emergency 
services to reduce demand on its services. This includes working with the NHS to 
provide mental health advisers in the police call centre to support the police in 
dealing with incidents where the caller or victim has mental health problems. The 
force has also agreed protocols with the fire service about their attendance at 
incidents where there is a vulnerable person and a forced entry is required. 

The force has an online crime-recording facility. Since the ‘policing matters’ 
campaign, eight percent of reported incidents have been reported in this way. A 
customer feedback survey revealed that 86 percent of respondents were satisfied 
with the service.  

                                            
2 A multi-agency safeguarding hub co-locates safeguarding agencies (for example social services, 
youth workers) and their data to enable more effective joint working in respect of vulnerable people. 
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Summary of findings 

 
Requires improvement 

 
Surrey Police has undertaken a comprehensive analysis of some elements of current 
demand for its services. This analysis was used to develop the new Policing in Your 
Neighbourhood (PIYN) operating model that has been in operation since April 2016. 
However, the force recognises that it does not yet have a complete understanding of 
all of the less obvious areas of demand. It is therefore undertaking further analysis of 
hidden and emerging crimes affecting the county. The force is also actively seeking 
to identify demands on police time coming from partner organisations. The force has 
made some progress in better understanding the changing scale and nature of future 
demands, but there is more work to do.  

The unanticipated consequence of the extra time taken for more rigorous risk 
assessment of calls for police service is that the answering of 101 calls is being 
delayed or these calls are going unanswered. Many people will call back but some 
victims may not and the force cannot be confident that it is getting a full picture of 
demand for its services and more importantly that all callers receive the appropriate 
level of service. 

 

Area for improvement 

• Surrey Police should develop its understanding of current and likely future 
demand, especially in respect of 101 calls, ensuring that it has analysed 
appropriate information and intelligence from wider sources. 
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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 Surrey 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 
with 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 Surrey 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 Surrey 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 53 percent of Surrey Police's 
workforce. This was lower than the England and Wales average of 59 percent. The 
proportion of staff in Surrey Police was 44 percent, higher than the England and 
Wales average of 35 percent. The proportion of police community support officers in 
Surrey Police was 3 percent, lower 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 Surrey 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 

The force is working to better align resources with current demand. The introduction 
of the PIYN operating model has enabled the force to allocate the right level of 
resources to each area based on known demand. To address the increasing threat 
of some types of cyber-crime, the force has increased the number of staff working in 
its paedophile online investigation team.  

In addition, following our findings in the recent vulnerability and child protection 
inspections, the force has prioritised staffing within the public protection departments 
and has allocated additional staff. The extra police officers and supervisors have 
resulted in officers holding smaller case loads and receiving better supervision. The 
force has also invested in improving the quality of its public protection services and 
has set up a public protection scrutiny team that is helping to improve performance, 
with more victims receiving a better outcome. 

However, Surrey Police’s workforce model for providing police services is based on 
1,944 police officers (full-time equivalent). At the time of inspection the force was 
under strength by about 30 officers. In HMIC’s efficiency 2015 report, we described 
the force as running ‘hot’, meaning that there were insufficient resources to meet the 
demands. Many staff were described as being ‘burnt out’. 

Although progress has been made and staff are mostly positive about the new 
model, there is still work to do. When PIYN was implemented, required staffing levels 
on the area patrol teams were set for all three divisions. These staffing numbers are 
rarely achieved, with levels regularly at 30 percent less than planned. All area patrol 

 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 1,890 3% -14% 1,938 -1% -2% 1,911 

Staff 2,092 -24% -21% 1,592 -19% -5% 1,296 

PCSOs 224 -47% -35% 119 0% -6% 119 

Workforce 
total 4,205 -13% -18% 3,649 -9% -3% 3,326 

 



 

17 

team officers now carry a caseload of crimes and incidents to investigate from the 
moment they are reported to their conclusion. This is a significant change for many 
of them. The force recognised that there were some skills gaps. HMIC is pleased to 
note that investigative coaches are working alongside teams to assist and guide in 
crime investigations. In East Surrey all officers are briefed in one central station 
before travelling out to their designated patrolling area. The time subsequently spent 
travelling could be used more effectively if the force employed technology such as 
video-conferencing and officers started their duties at stations within their respective 
patrolling areas.  

PIYN is being evaluated between July and September 2016 and will include a 
benefits realisation assessment. This should indicate the extent to which its services 
provide value for money. The force needs to ensure that it gathers feedback from its 
staff and its communities on what works and what does not. Victim satisfaction is an 
indicator of how the force is responding to calls for service from the community and it 
needs to be certain that it is listening and responding to their concerns.  

Increasing efficiency 

Efficiency has improved over the last few years, as demonstrated by the savings 
already achieved. For example, the force reduced its spending by a further £8.3m in 
2015/16. It expects that the introduction of PIYN will result in savings of another £7m 
over the next three years. To increase efficiency further and build resilience, the 
policing together savings plan identifies other savings totalling £10m that the force 
expects to realise in 2016/17 by working jointly with Sussex Police. Joint project 
areas include estates, dogs, vetting, joint back office services, contact and 
deployment and upgrading of IT services and digitalisation.  

The force realised that a shortage of staffing in its custody units was reducing the 
efficiency of custody provision. Lack of sufficient staffing meant that custody units 
frequently had to be closed. During 2014/15, the force increased staffing levels and 
introduced a revised shift pattern. As a result, by the end of 2015/16, the number of 
times a custody unit had to be closed because of a lack of staff had reduced by 58 
percent, resulting in associated improvements in service. For example, waiting times 
to be booked into custody had reduced to 14 minutes (a 45 percent reduction).  

In addition, the number of detainees taken into custody was over 2,800 fewer than in 
the previous year. This included a 26 percent reduction in the number of children 
taken into custody. Fewer people are being brought into custody unnecessarily and 
are being dealt with in other ways. Where appropriate, this may include voluntary 
attendance at a police station or a community resolution. People with mental health 
problems are being more appropriately cared for by other agencies such as the 
National Health Service.  
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The force makes good use of mobile technology to increase efficiency. Officers use 
mobile devices that enable them to record details of the crimes and incidents they 
attend. This is being further developed through a pilot scheme in which crime details 
are entered directly into the crime and intelligence IT system by the officer rather 
than being relayed back to the control room. The occurrence management unit has 
also started to update victims by text message instead of a phone call, when 
appropriate. 

The plan to implement the enterprise resource planning system with Sussex Police 
and Thames Valley Police that we reported on last year is still in progress. The 
process of setting up the system has been completed. It is expected to result in a 
more streamlined, cost-efficient collaborative service across human resources, 
learning and development, duties, and the vehicle, finance and procurement 
departments. 

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 
forces need to ensure that all their staff have the skills and capabilities to provide the 
required level of service. We assessed how well Surrey Police understands the skills 
its staff need, both now and in the future; where there are gaps in either capacity or 
capability, we looked at whether 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 

Despite the amount of work that has been carried out on the PIYN model, the force 
does not yet have a complete understanding of the skills and capabilities of the 
workforce. It has identified some gaps. There is a shortage of trained detectives and 
the force is looking at ‘fast tracking’ officers to qualify for this work. The chief officer 
team runs a strategic ‘gold group’; its purpose is to manage the availability of 
resources and deploy them to the area of greatest need. Comprehensive information 
is available electronically to show where gaps exist and need to be filled. The 
workforce plan is aligned to the mid-term financial plan. This is reviewed fortnightly 
and ensures that staffing levels are budgeted for in accordance with the financial 
plans of the force. 
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At the time of the inspection the force had 70 volunteers and 112 special constables. 
Surrey Police’s ‘citizens in policing strategy 2016−2020’ sets out the vision, mission 
and strategic aims for volunteers and how it will measure its success. The plan is to 
ensure that the volunteer activity supports force priorities and maximises their 
contribution through effective coordination and deployment. Although the strategy is 
in its infancy and the benefits are yet to be realised, the force has recognised the 
important role of volunteers. They not only help to manage demand but create the 
essential links to communities it polices. 

Special constables are regarded as another important resource. However, the force 
has not fully explored how they can best support the new PIYN model. This needs to 
be considered in the forthcoming review. 

Tackling workforce gaps 

The force has taken some steps to address the deficiencies found. As part of the 
PIYN implementation process, skill gaps among police officers required to undertake 
new roles were identified and addressed through extensive training and coaching. 
There are some weaknesses in the robustness of the force’s processes for 
managing individual performance. This means that the force is not always aware of 
the skills and capabilities of its staff. During our inspection, we heard from a number 
of staff whose skills were not being used and it appeared the force was not aware of 
them.  

A large number of police officer supervisory posts are filled by staff in ‘acting’ roles, 
which means that they are only temporarily promoted and often have not received 
the appropriate training to perform the role. At the time of the inspection, a sergeant 
to inspector promotion process was taking place and promotion for other ranks up to 
chief superintendent was planned later in the year. It was unclear whether the 
selection process would be designed to address the capability gaps of the force, 
although the training planned for successful applicants aims to ensure that 
supervisors are appropriately trained for their crucial role. 

The force is not currently fully staffed to required levels. As a result, there are gaps in 
the abilities available in some areas. These are creating workload pressures in local 
policing, investigations and public protection and are unlikely to be addressed until 
December 2016. They are monitored daily at divisional level and centrally every 
fortnight. Previously, in prioritising its resources, the force has tried to keep staffing 
levels as high as possible in public protection but this has adversely affected levels 
in other key services, including area policing teams. To address this the force has 
conducted recruitment campaigns for both new recruits and transferees, which have 
proved successful, even though the force has still not reached its planned budgeted 
police officer (full-time equivalent) total of 1,944. It hopes to do so by the end of 
2016. 
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There are also staff shortages in the IT department following a reduction in staffing 
by 40 in 2014/15. Lessons from previous IT developments have been taken into 
account in developing plans, through stronger accountability arrangements, better 
project planning and reversing poorly planned staff reductions. The force intends to 
invest £4m in IT developments and increase staffing by 31 posts. Previously the 
number of staff had been reduced from 180 to 140, with a resultant reduction in the 
quality of service provided. IT is now central to all change projects, of which there 
are currently 45 in progress. 

Additional staff are now needed to achieve the new IT strategy to replace the 
temporary staff who did this work in 2015/16. This will be achieved by the 
appointment of 31 additional IT staff. 

There is a long-established record of successful collaboration, in particular with 
Sussex Police, but also with other forces in the southeast, including Hampshire 
Constabulary and Thames Valley Police. In 2015/16, the collaboration with Sussex 
Police was valued at £26.9m. This included the operations command, specialist 
crime and IT support. There are plans to extend these opportunities through more 
sharing of backroom services and the development of a joint IT infrastructure serving 
both forces.  

The direction from the chief constables of both Surrey Police and Sussex Police is 
that they will look to collaborate on all business areas, except neighbourhood 
policing over the next few years, unless there is a good reason not to. Even where 
joint teams are not in place, the forces are looking to align policies, procedures and 
work practices. For instance, the constable-to-sergeant promotion process 
previously mentioned was run jointly between the two forces with all vacancies open 
to officers from both forces. 

Surrey Police is also working locally across Surrey with partner organisations. For 
example, it is a leading member of the Crisis Care Concordat (CCC). Much of its 
work focuses on ensuring that people with mental illness are not criminalised 
unnecessarily and are not detained in police cells inappropriately. In the first six 
months of 2016 only two people were detained in police custody in Surrey under 
section 136 of the Mental Health Act 1983. All others detained under the Act were 
taken to a more appropriate place of safety such as a hospital. Since the introduction 
of the CCC, such detentions have decreased from 19 percent in 2013/14 to 3 
percent in 2015/16. 



 

21 

Collaboration benefits  

By April 2016 the areas of joint operation with Sussex Police represented 
approximately 13 percent of the force’s budget. This is forecast to rise to over 25 
percent by 2019/20. Departments currently collaborating include operations, 
specialist crime, human resources, finance, IT, transport procurement, insurance, 
commercial planning and health and safety. In the next 12−18 months, the forces will 
collaborate in vetting, learning and development, shared business services and 
occupational health. 

The force continues to explore new opportunities to collaborate with the NHS, fire 
service and ambulance service. The force also works jointly with local authorities 
across Surrey. There are two joint enforcement teams based in two of the boroughs, 
with plans to create more such teams in other boroughs. Police officers and police 
community support officers working with staff from different departments within the 
relevant authority are then able to work together in ensuring that local issues are 
being dealt with by the appropriate agency. 

In the longer term, the force has started to explore how collaboration with Sussex 
Police could improve its contact management and deployment capacity and 
capability. In May 2016 the two forces, supported by external consultants, started the 
work, focusing on three areas: building the vision, defining the benefits and proposed 
plans and structures. The alignment of the contact management function will have a 
significant effect on the working practices of both forces if it is agreed. 
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Figure 5: Projected percentage of net revenue expenditure in Surrey 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 

Surrey Police has forecast that it will spend £33.2m in 2016/17 on collaboration with 
other police forces. This is 15.6 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 £55.0m (26.1 percent of NRE) on 
collaboration with other police forces. This is higher than the England and Wales 
average of 14.8 percent. 
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Figure 6: Projected percentage of net revenue expenditure in Surrey 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 

Surrey Police has forecast that it will not spend anything in 2016/17 on collaboration 
with non-police organisations. This is zero percent of its net revenue expenditure 
(NRE), which is lower than the England and Wales average of 3.4 percent. For 
2019/20, the force has also forecast that it will not spend anything on collaboration 
with non-police organisations – zero percent of its NRE. This is lower than 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. 

The force invests to good effect. The PIYN model is supported by a £1m training 
budget to provide officers with the necessary skills. Since the introduction of the 
PIYN model, the force can demonstrate that it is making better use of police time. It 
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has reduced police deployment to incidents by about 14 percent, and the investment 
in mobile data devices has resulted in officer savings of about 2 hours per shift.  

The force intends to invest £7.3m in 2016/17, including funding directed towards 
public protection, firearms capability, digital forensics and digital enablement, mobile 
policing and additional sergeants in local policing. The investment board also works 
closely with the change board when reviewing investment plans. The force has 
developed a strong culture of robust business planning of new initiatives, including 
post-implementation reviews to assess the benefits realised; for example, in people 
services, vetting and cyber-crime.  

The occurrence management unit was introduced to improve the quality of criminal 
investigations and to resolve investigations of some low-level but high-volume crime, 
such as theft and minor criminal damage, on the telephone. Data indicate that while 
the number of crimes reported has increased, more so-called hidden crime has been 
revealed. There have been improvements in crime classification and the submission 
of safeguarding information about children and young people. More domestic abuse 
‘flags’ have been entered into the IT systems. This improved scrutiny means that 
crimes that previously went unnoticed are now investigated and there is a better flow 
of information between agencies to safeguard vulnerable young people. 

Summary of findings 

 
Good  

 
The force is using its resources better to manage current demand. The force has 
achieved this improvement through the introduction of the PIYN operating model and 
the allocation of resources to areas based on the known demand in each area. The 
force has some understanding of workforce capabilities and gaps but has more work 
to do.  

The force remains under-strength and the staffing levels in the area policing teams 
are still below the levels set by the PIYN model. This is having a negative effect on 
workloads and service quality in local policing.  

Surrey Police has a strong record of collaboration with Sussex Police in a range of 
policing and support operations. This has improved efficiency and resilience. The 
force works well with some local partner organisations to improve how it manages 
demand for services, and has a procedure for reviewing the effects of any changes it 
makes. 
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Area for improvement 

• Surrey Police should ensure that that it has sufficient resources available to 
fulfil its resourcing model, and so to meet its demand, while also taking into 
account the well-being of its staff. 
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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 
Surrey Police’s 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 Surrey 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 

The force has plans to build on its current operating model. It intends to repeat the 
previous demand analysis with data for 2015/16 and for future years to assess 
changes and the effect on the area resourcing model. It also has initiatives in hand to 
assess hidden demand and to improve joint working with partners in the NHS, local 
government and the emergency services to understand and reduce demand. There 
are plans for greater collaboration with Sussex Police in operational command and 
specialist crime services. All these plans are linked to the workforce model and 
available finances and are brought together in the medium-term financial plan for 
2016/17 to 2019/20.  

In order to balance spending with anticipated resources over the next, four years the 
force is planning some further reductions in workforce numbers. Its budgeted police 
officer strength will fall from 1,944 at 31 March 2017 to 1,911 officers by 31 March 
2020; police staff numbers will fall from 1,626 at 31 March 2017 to 1,265 by 31 
March 2020. The significant reduction in police staff numbers will be as a result of 
collaboration with Sussex Police and joint provision of business support services. 
The force expects to manage this change by not replacing staff as they leave or 
retire. It is unclear of how widely the scale of this change is known to staff, though 
most are aware that changes are being planned. 
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Investing in ICT 

The force is well positioned to be at the forefront of developments of digital services. 
It has a comprehensive IT strategy and delivery model that it intends to implement 
jointly with Sussex Police and other forces (e.g. Hampshire Constabulary and 
Thames Valley Police), where there are mutual benefits. This includes strengthening 
the IT infrastructure, body-worn video cameras and greater use of mobile data. The 
force is planning to make online access easier for the public and more efficient for 
the force. For example, online facilities such as ‘track my crime’ and a simulation 
game of decision-making in the call centre to educate the public are part of this 
strategy. Additional funding totalling £4m and 31 more staff are being invested to 
achieve this.  

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 Surrey Police’s 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 Surrey 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 
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The force works closely with the police and crime commissioner (PCC) in developing 
its own operational plan. The office of the PCC and the crime and policing panel 
closely monitor the implementation of this plan.  

The financial plans are built on sound assumptions about income and expenditure, 
including inflationary trends. The force is continuing to use reserves to bridge its 
budget gap; £3m of reserves will be used to support revenue spending in 2016/17, 
but this is part of a measured strategy to reduce the level of reserves to a more 
appropriate level. The budget includes plans for new investments totalling £7.3m and 
savings of £10m. These are supported by robust business cases and are subject to 
monitoring by the change programme board. 

Planning for the future 

The medium-term financial plan for 2016/17 to 2019/20 is built on prudent 
assumptions about grant reductions, precept increases and inflationary trends. The 
plan includes cumulative planned savings of £23.7m against a need of £20.3m. 
Detailed plans to make these savings are being developed. Most of the savings are 
expected to be achieved through further collaboration with Sussex Police and are at 
different stages of development. 

Historically, the force has underspent on its capital budget. The force’s capital 
programme for 2015/16 was underspent by £5.9m against a budget of £12.7m. The 
capital budget for 2016/17 is £10.2m, including significant IT and estate investments. 
The force needs to consider how best it might manage its capital programme to 
ensure that it is implemented in a timely manner while meeting planned 
expectations. The recently elected PCC has plans to review the current force estate 
to ensure that it is fit for purpose and meeting the requirements of Surrey Police and 
the communities it serves. 

The chief information officer (CIO), which is a joint chief officer role between Surrey 
and Sussex Police, is an active member of both command teams. The head of IT is 
a similar joint appointment and ensures a consistent approach between the two 
forces. The strategy and budget-setting process for Surrey Police is influenced by 
the presence of the CIO and improving the IT infrastructure is regarded as the most 
significant investment to ensure there is effective connectivity to national systems IT 
systems and data sharing. 
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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 
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  

The force, through the PCC, has reserves totalling £32.5m available at 31 March 
2016 compared with £35.8m at 31 March 2015. This includes general reserves 
totalling £11.4m, earmarked reserves totalling £8m and usable capital receipts 
totalling £13m. The force intends to reduce its general reserves down to about £6m 
or about three percent of its gross expenditure in the period to 31 March 2020. This 
is sustainable provided the force is vigilant in its review of emerging risks; for 
example, increasing staff pension costs, introducing apprentice schemes, new 
demand risks and the need to borrow to fund capital schemes. The head of finance 
undertakes scenario planning to manage risks. This is an integral component of 
force boards that review workforce planning, investment and change. 

The force has a good record in achieving savings and has met the planned savings 
of £8.3m in 2015/16. The force assesses whether it has achieved the planned 
financial and operational outcomes. 

Working together to improve future efficiency 

The force has ambitious plans to improve its efficiency, not just through its 
collaborative arrangements with Sussex Police but also with other forces in the 
region, namely Thames Valley Police and Hampshire Constabulary. It recognises 
there are opportunities to expand its blue light collaboration with South East Coast 
Ambulance Service, Surrey Fire and Rescue and West and East Sussex Fire and 
Rescue services and the local authority and will continue to pursue them. Plans to 
improve the working arrangements within the multi-agency safeguarding hub are 
progressing and are expected to be fully functioning with full partner involvement in 
November 2016. 
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Summary of findings 

 
Good  

 
Surrey Police is good at planning for future demand. It intends to repeat its analysis 
of resource allocation using the demand data for 2015/16 and for future years to 
assess changes and any likely impact on its area resourcing model.  

The force has effective financial controls and a good record of achieving planned 
savings and service improvements. Financial plans are robust and built on prudent 
assumptions about income and expenditure, including inflationary trends. The force 
has rigorous procedures for assuring itself that its investments lead to the planned 
benefits and operational outcomes. 
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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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