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How well does the force provide value for 
money?

Overall judgment

HMIC commends West Mercia Police for making excellent progress 
in achieving what has been a challenging savings target. Through the 
innovative and ambitious alliance with Warwickshire Police, the force 
KDV�GHPRQVWUDWHG�VRPH�H[FHOOHQW�HI¿FLHQF\�VDYLQJV�DW�WKH�VDPH�WLPH�DV�
continuing to provide good performance in policing the West Mercia area.

Summary
West Mercia Police has already achieved the savings required for the spending review 
ahead of schedule and is now developing plans for the future. A clear focus on value 
for money is demonstrated through the alliance with Warwickshire Police that has the 
RSSRUWXQLW\�WR�DFKLHYH�IXUWKHU�VLJQL¿FDQW�VDYLQJV�RYHU�D�QXPEHU�RI�\HDUV��7KH�IRUFH�LV�
H[WUHPHO\�ZHOO�SODFHG�WR�IDFH�IXWXUH�¿QDQFLDO�FKDOOHQJHV��

The force has made good progress with developing and implementing the alliance; the 
phased approach to managing this unprecedented organisational change has been effective 
DQG�ZHOO�OHG��7KH�DOOLDQFH�LV�SURYLGLQJ�WKH�IRUFH�ZLWK�VLJQL¿FDQW�RSSRUWXQLWLHV�IRU�FRVW�VDYLQJV�
and importantly is providing the people of West Mercia with a better equipped and more 
effective police service.

The force understands its demand and is ensuring that police time is used to best effect. 
The shared resources of both forces are deployed in a ‘borderless’ way to ensure that the 
most appropriate response is provided regardless of who owns the resource. Despite major 
changes and the scale of the cuts in spending, recorded crime has continued to fall in West 
Mercia and has fallen at a faster rate over the last year than in the rest of England and 
Wales. 

Good
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To what extent is the force 
taking the necessary 
steps to ensure a secure 
¿QDQFLDO�SRVLWLRQ�IRU�WKH�
short and long term?

To what extent has the 
force an affordable way of 
providing policing?

To what extent is the force 
HI¿FLHQW"

Outstanding GoodGood

West Mercia Police has 
entered into an ambitious 
and innovative alliance with 
Warwickshire Police that 
is enabling both forces to 
PDNH�VLJQL¿FDQW�VDYLQJV�
through collaborating.

As a result of the alliance 
the force will overachieve 
on savings during the 
spending review and as a 
result will also balance their 
budget for 2015/16.

Finances are well managed, 
with sound future plans 
shared across both 
organisations. Further 
VLJQL¿FDQW�VDYLQJV�DUH�
expected from the alliance. 
The force is extremely 
well placed to face future 
¿QDQFLDO�FKDOOHQJHV�

Collaboration is a key 
strength, demonstrated by 
the alliance, and unequalled 
by any other force in the 
country. It is providing 
WKH�IRUFH�ZLWK�VLJQL¿FDQW�
opportunities for cost 
savings and is providing the 
people of West Mercia with 
a better equipped and more 
effective police service.

So far most of the savings 
have been made from 
UHGXFLQJ�VWDI¿QJ�QXPEHUV��
As the new staff structures 
are now in place, the 
alliance is set to increase 
the savings in non-pay 
areas.

The force will have lost a 
slightly higher percentage 
RI�LWV�SROLFH�RI¿FHU�VWUHQJWK�
than other forces but has 
protected frontline policing 
from cuts and the projected 
SURSRUWLRQ�RI�RI¿FHUV�RQ�WKH�
front line by 2015 will be 
KLJKHU�WKDQ�WKH�¿JXUH�IRU�
England and Wales.

The force carried out an 
analysis of demand and 
risks when devising the 
structure and set up teams 
equipped to deal with the 
LGHQWL¿HG�ULVNV�DQG�QHHGV�

The crime bureau is able 
to deal with much of the 
force’s low level crime, 
resolving a high proportion 
DW�WKH�¿UVW�SRLQW�RI�FRQWDFW�
without needing a police 
RI¿FHU�WR�DWWHQG��IUHHLQJ�
up police time to deal with 
more serious issues.

The shared resources 
of both West Mercia and 
Warwickshire forces can be 
deployed in a ‘borderless’ 
way to ensure that the 
most appropriate response 
is provided to emergency 
calls.

Recorded crime has 
continued to fall over the 
spending review period at a 
faster rate than in the rest of 
England and Wales.
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The force in numbers

 Financial position
The force’s savings requirement

 Providing policing
3ODQQHG�FKDQJH�LQ�SROLFH�RI¿FHU 
numbers 2010/11 – 2014/15

Planned change in total workforce 
numbers 2010/11 – 2014/15

3ODQQHG�SURSRUWLRQ�RI�SROLFH�RI¿FHUV 
on the front line 2014/15 
vs 2010/11 (percentage points)

Planned proportion of total 
workforce on the front line 2014/15 
vs 2010/11 (percentage points)

-19%

-16%

West Mercia England and Wales

West Mercia England and Wales

-11%

-14%

+2.5

West Mercia England and Wales

+3.0

+0.7

West Mercia England and Wales

+3.7

£36.9m

Requirement Gap

£0.0m
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� (I¿FLHQF\
3ROLFH�RI¿FHU�FRVW�SHU�KHDG�RI�SRSXODWLRQ 
2013/14

Workforce cost per head of population 
2013/14

Change in recorded crime 
2010/11 – 2013/14

Victim satisfaction 2013/14*

West Mercia England and Wales

£93.2 £117.7

West Mercia England and Wales

£168.1£140.0

West Mercia England and Wales

-18% -14%

West Mercia England and Wales

85.2%85.0%


&RQ¿GHQFH�LQWHUYDOV���������IRU�:HVW�0HUFLD���������IRU�(QJODQG�DQG�:DOHV�
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Introduction

In October 2010, the Government announced that central funding to the Police Service in 
England and Wales would reduce by 20 percent in the four years between March 2011 and 
March 2015.

HMIC’s Valuing the Police Programme has tracked how forces are planning to make 
VDYLQJV�WR�PHHW�WKLV�EXGJHW�GHPDQG�HDFK�\HDU�VLQFH�VXPPHU�������7KLV�UHSRUW�LGHQWL¿HV�
what we found in this, our fourth year.

Our inspection focused on how well the force is providing value for money. To answer this 
TXHVWLRQ�ZH�ORRNHG�DW�WKUHH�DUHDV�

�� 7R�ZKDW�H[WHQW�LV�WKH�IRUFH�WDNLQJ�WKH�QHFHVVDU\�VWHSV�WR�HQVXUH�D�VHFXUH�¿QDQFLDO�
position in the short and long term?

�� To what extent has the force an affordable way of providing policing?

�� 7R�ZKDW�H[WHQW�LV�WKH�IRUFH�HI¿FLHQW"

During our inspection we collected data and plans from forces, surveyed the public to see if 
they had noticed any changes in the service they receive from the police as a result of the 
cuts, and conducted in-force inspections. We also interviewed, where possible, the chief 
FRQVWDEOH��SROLFH�DQG�FULPH�FRPPLVVLRQHU�DQG�WKH�FKLHI�RI¿FHU�OHDGV�IRU�¿QDQFH��FKDQJH��
human resources and performance in each force, and held focus groups with staff and other 
RI¿FHUV�

7KLV�SURYLGHV�WKH�¿QGLQJV�IRU�:HVW�0HUFLD�3ROLFH�



7R�ZKDW�H[WHQW�LV�WKH�IRUFH�WDNLQJ�WKH�QHFHVVDU\�VWHSV�WR�HQVXUH�D�VHFXUH�¿QDQFLDO�SRVLWLRQ�IRU�WKH�VKRUW�DQG�ORQJ�WHUP"
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To what extent is the force taking the 
QHFHVVDU\�VWHSV�WR�HQVXUH�D�VHFXUH�¿QDQFLDO�
position for the short and long term?

+0,&�ORRNHG�DW�WKH�VDYLQJV�SODQV�WKDW�IRUFHV�KDYH�GHYHORSHG�LQ�RUGHU�WR�PHHW�WKH�¿QDQFLDO�
challenge of the spending review, and for the year after 2015/16. It is also important that 
forces look to the future beyond 2016 in their planning, so we also explored how they are 
VWDUWLQJ�WR�SUHSDUH�IRU�IXUWKHU�¿QDQFLDO�FKDOOHQJHV��

Financial challenge
:HVW�0HUFLD�3ROLFH�KDV�LGHQWL¿HG�WKDW�LW�QHHGV�WR�VDYH������P�RYHU�WKH�IRXU�\HDUV�RI�WKH�
spending review (i.e. between March 2011 and March 2015). 

As a proportion of its overall budget, this savings requirement of 17 percent is broadly in line 
ZLWK�WKH����SHUFHQW�¿JXUH�IRU�(QJODQG�DQG�:DOHV��

The scale of the challenge 
+0,&�FRQVLGHUV�WKDW�:HVW�0HUFLD�3ROLFH�IDFHV�D�GLI¿FXOW�FKDOOHQJH�EHFDXVH�DOWKRXJK�WKH�
overall savings requirement is not as high as other forces, West Mercia Police already 
spends less on policing than most other forces as it. This means that there are fewer 
RSSRUWXQLWLHV�WR�DFKLHYH�IXUWKHU�HI¿FLHQFLHV�DQG�VDYLQJV��DV�:HVW�0HUFLD�

�� VSHQGV�OHVV�RQ�SROLFH�RI¿FHUV�DQG�3&62¶V�SHU�KHDG�RI�SRSXODWLRQ�

�� KDV�D�ORZ�QXPEHU�RI�SROLFH�RI¿FHUV�SHU�KHDG�RI�SRSXODWLRQ��EXW

�� the cost of police staff is above most other forces.

Savings plans for 2014/15 and 2015/16 
7KH�IRUFH�KDV�D�WUDFN�UHFRUG�RI�DFKLHYLQJ�WKH�VDYLQJV�UHTXLUHG�WR�PHHW�WKH�¿QDQFLDO�
challenge. It has entered into an alliance with Warwickshire Police. This innovative and 
DPELWLRXV�FROODERUDWLRQ�SURJUDPPH�KDV�HQDEOHG�ERWK�IRUFHV�WR�DFKLHYH�VLJQL¿FDQW�VDYLQJV��
All police functions below the level of deputy chief constable are managed as a single 
service combining all resources to provide policing to the two force areas. 

2YHU�WKH�VSHQGLQJ�UHYLHZ�WKH�IRUFH�KDV�PDGH������P�RI�LWV�UHTXLUHG�VDYLQJV��7KLV�KDV�EHHQ�
achieved with a combination of pay and non-pay reductions and the use of reserves.

The alliance has achieved large underspends across both forces which is expected to 
FRQWLQXH�����P�VR�IDU�IRU�:HVW�0HUFLD���:HVW�0HUFLD�DQG�:DUZLFNVKLUH�3ROLFH�KDYH�D�MRLQW�
¿QDQFLDO�SODQ��LQ�ZKLFK�ERWK�IRUFHV�KDYH�DJUHHG�WKDW�WKH\�ZLOO�XVH�XS�WKH�KLJK�OHYHOV�RI�
reserves they are collectively holding to balance the budget before they resort to further cuts 
LQ�SROLFH�RI¿FHU�QXPEHUV�WR�PDNH�WKHLU�VDYLQJV��7KLV�ZLOO�SURYLGH�WLPH�WR�GHYHORS�D�PRUH�
HI¿FLHQW�ZD\�RI�MRLQWO\�SURYLGLQJ�VHUYLFHV�
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Outlook for 2016 and beyond
7KH�DOOLDQFH�KDV�IRUHFDVWHG�IXQGLQJ�UHGXFWLRQV�XQWLO���������DQG�KDV�DQ�DJUHHG����P�
savings target. With the potential for further savings to be found from the alliance the force 
LV�H[WUHPHO\�ZHOO�SODFHG�WR�IDFH�IXWXUH�¿QDQFLDO�FKDOOHQJHV�

Summary
�� West Mercia Police has plans in place to balance the budget for 2014/15 and 2015/16.

�� The force has entered into an ambitious and innovative alliance with Warwickshire Police 
WKDW�LV�HQDEOLQJ�ERWK�IRUFHV�WR�PDNH�VLJQL¿FDQW�VDYLQJV�WKURXJK�FROODERUDWLQJ��7KH�IRUFH�
will overachieve on savings during the spending review and will balance the budget for 
2015/16.

�� Finances are well managed, with sound future plans shared across both organisations. 
)XUWKHU�VLJQL¿FDQW�VDYLQJV�DUH�H[SHFWHG�IURP�WKH�DOOLDQFH��7KH�IRUFH�LV�H[WUHPHO\�ZHOO�
SODFHG�WR�IDFH�IXWXUH�¿QDQFLDO�FKDOOHQJHV�

Outstanding
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HMIC looks at how the force is structured to provide policing. We ask if this is affordable 
DV�WKH�IRUFH�UHVSRQGV�WR�LWV�¿QDQFLDO�FKDOOHQJH��:H�ORRN�DW�ZKDW�WKH�IRUFH�LV�GRLQJ�WR�
UHGXFH�LWV�FRVWV��KRZ�LW�LV�SURWHFWLQJ�RI¿FHUV�DQG�VWDII�HQJDJHG�LQ�¿JKWLQJ�FULPH�DQG�
keeping communities safe, and how it is making the required changes through its change 
programme. 

How the force provides policing
The alliance with Warwickshire Police means that all operational and support services 
are jointly managed and provided. Both forces still retain their separate governance 
arrangements under their respective police and crime commissioners (PCCs) and each 
force retains its own branding and identity, although resources can be shared across both 
areas if needed. 

All resources, including staff below the level of deputy chief constable (each force retains 
its own chief and deputy chief constable) are pooled and each force contributes to the 
FHQWUDO�SRW�RQ�D�UDWLR�RI��������,Q�UHFRJQLWLRQ�WKDW�:HVW�0HUFLD�LV�D�PXFK�ODUJHU�IRUFH�WKDQ�
:DUZLFNVKLUH�LW�FRQWULEXWHV����SHUFHQW�RI�WKH�UXQQLQJ�FRVWV�DQG�UHFHLYHV����SHUFHQW�RI�DQ\�
savings achieved. 

A common structure is now in place across the two forces with neighbourhood policing and 
local crime prevention activity at its heart. West Mercia is divided into local policing areas 
�/3$V���(DFK�/3$�KDV�GHGLFDWHG�VDIHU�QHLJKERXUKRRG�WHDPV�ZLWK�SROLFH�RI¿FHUV��VWDII�DQG�
PCSOs working in a locality with local partners to protect communities and prevent crime 
DQG�DQWL�VRFLDO�EHKDYLRXU��3DWURO�RI¿FHUV�ZRUN�IURP�VWUDWHJLFDOO\�ORFDWHG�µKXEV¶�DQG�UHVSRQG�
to all emergency and priority calls for police attendance. 

6SHFLDOLVW�SROLFH�VHUYLFHV�WR�¿JKW�FULPH�DQG�NHHS�SHRSOH�VDIH�DUH�VKDUHG�DFURVV�ERWK�IRUFHV��
providing not only opportunities for cost savings but also giving access to a better, more 
well-equipped and resilient policing service for the people of West Mercia. In addition to 
VLJQL¿FDQW�VDYLQJV��ODUJH�UHGXFWLRQV�LQ�RYHUWLPH�ZHUH�UHSRUWHG�DV�UHVXOW�RI�EHWWHU�DFFHVV�WR�D�
pool of specialist staff and increases in pre-planned operations to target criminals.

Collaboration
HMIC monitors forces’ progress on collaboration because it offers the opportunity to provide 
HI¿FLHQW��HIIHFWLYH�SROLFLQJ�DQG�KHOS�DFKLHYH�VDYLQJV��

Collaboration is a key strength for West Mercia Police; the alliance with Warwickshire since 
�����LV�JURXQG�EUHDNLQJ��+0,&�UHFRJQLVHV�WKH�VLJQL¿FDQW�HIIRUW�WKDW�ERWK�RUJDQLVDWLRQV�
have made in making this a success. The concept took seven months to develop and has 

To what extent has the force an affordable 
way of providing policing?
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been implemented within two years of its inception. Mature and professional relationships 
are in place within the leadership teams of the individual forces enabling joint decisions 
to be made in the best interest of the strategic alliance. Bringing together two different 
organisations has not been without its challenges, with leaders sometimes needing 
to compromise as well as remaining enthusiastic about future opportunities. This is a 
VLJQL¿FDQW�DFKLHYHPHQW��GHPRQVWUDWLQJ�WKDW�ERWK�RUJDQLVDWLRQV�FDQ�ZRUN�DW�DOO�OHYHOV�E\�
adopting a joint approach.

There are no plans for the alliance to move to a single force; although the more embedded 
WKH�FKDQJHV�EHFRPH��WKH�PRUH�GLI¿FXOW�LW�ZLOO�EH�WR�VHSDUDWH�DQG�UHSRUW�RQ�RXWFRPHV�
separately for each force. 

In addition to collaborating with each other, the alliance is continuing to explore collaborative 
arrangements with other police and public sector organisations. HMIC found the following 
collaboration initiatives.

�� a consortium of forces that will provide the main IT systems used for policing (Athena);

�� sharing vehicles with the Fire Service in Hereford and Worcestershire;

�� joint procurement of forensics services with regional forces;

�� an innovative approach to sharing police buildings with other public sector partners to 
reduce the costs of estate; and

�� a custody service, which is privatised through Reliance

There has been more limited progress to date exploring other opportunities for private 
sector partnerships. The force took the view that the alliance would need to be fully 
implemented and understood across the forces, so as to be in a position to clearly identify 
and specify the requirements from a private sector partnership at the outset.

,Q���������WKH�IRUFH�H[SHFWV�WR�VSHQG����SHUFHQW�RI�LWV�QHW�UHYHQXH�H[SHQGLWXUH�
RQ�FROODERUDWLRQ��ZKLFK�LV�KLJKHU�WKDQ�WKH����SHUFHQW�¿JXUH�IRU�(QJODQG�DQG�:DOHV��
Collaboration is expected to contribute to 47 percent of the force’s savings requirement, 
ZKLFK�LV�KLJKHU�WKDQ�WKH����SHUFHQW�¿JXUH�IRU�(QJODQG�DQG�:DOHV�

Managing change
Reductions in police budgets have led to a shrinking workforce. HMIC expects forces to look 
at longer-term transformation which can help maintain or improve the service they offer to 
the public and prepare for future funding reductions.

7KH�DOOLDQFH�ZDV�RI¿FLDOO\�HQWHUHG�LQWR�LQ�������DIWHU�D�SHULRG�RI�YHU\�GHWDLOHG�SODQQLQJ�DQG�
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GHYHORSPHQW��ZKLFK�IRFXVHG�RQ�VWUXFWXUDO�FKDQJH�IRU�VWDI¿QJ��WKH�FRPSRVLWLRQ�RI�WHDPV��
WKH�GHYHORSPHQW�RI�LQGLYLGXDO�UROHV��DQG�WKH�LGHQWL¿FDWLRQ�RI�UHVSRQVLELOLWLHV�IRU�HDFK�SDUW�
of the combined operations. This approach did not examine the cumulative impact of all 
the changes when considered in the round. While recognising that this has led to some 
unexpected consequences, the approach has helped the forces move quickly into the 
implementation phase of the alliance.

The structures are now in place and operating; the next phase of the programme focuses 
on the processes and activities undertaken by the new teams. Feedback has been provided 
to improve general administrative functions and to reduce duplication of effort across other 
areas of business. Work is now taking place to understand the processes in detail to identify 
WKH�DUHDV�RI�FKDQJH�WKDW�ZLOO�EULQJ�WKH�JUHDWHVW�LPSURYHPHQW�DQG�HI¿FLHQF\��SDUWLFXODUO\�LQ�
relation to the management of demand.

This phase will be centrally managed across both forces. This is in recognition that changes 
will need to be considered against both organisations to make sure that one area of the 
business does not create problems for another. 

7KH�IRUFH�LGHQWL¿HG�WKDW�WKH�PDLQ�HOHPHQWV�RI�LWV�FKDQJH�SURJUDPPH�GXULQJ�WKH�VSHQGLQJ�
UHYLHZ�ZHUH��LPSURYLQJ�WKH�ZD\�RSHUDWLRQDO�VXSSRUW�LV�XQGHUWDNHQ��

�� a strategic alliance which is much broader than collaboration;

�� FKDQJLQJ�WKH�ZD\�EXVLQHVV�VXSSRUW��VXFK�DV�KXPDQ�UHVRXUFHV�DQG�¿QDQFH��LV�SURYLGHG�

�� improving the way operational support is provided; 

�� changes to the way local policing is provided; and

�� improving arrangements with other forces for specialist policing services.

7KH�IRUFH�LGHQWL¿HG�WKDW�WKH�PDLQ�HOHPHQWV�RI�LWV�FKDQJH�SURJUDPPH�DV�LW�UHVSRQGV�WR�
¿QDQFLDO�SUHVVXUHV�LQ�WKH�IXWXUH�ZLOO�LQFOXGH��

�� better alignment of resources to demand;

�� streamlining processes and reducing bureaucracy; 

�� collaborating with another part of the public sector;

�� improved use of IT; and

�� improvements to call management.
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How is the force supporting its workforce to manage change and effective 
service provision? 
The force has recognised that the alliance presented a major change for staff to the way 
WKH\�ZHUH�XVHG�WR�ZRUNLQJ��)RU�WKH�IXOO�EHQH¿WV�RI�OLQNLQJ�WKH�WZR�IRUFHV�WRJHWKHU�WR�EH�
realised, it was necessary for staff at all levels and in all areas of work to embrace the 
change and be willing to work in different ways. 

West Mercia Police recognises that there are different working practices across the two 
forces. Work has started to identify best practice to improve consistency, for example the 
alliance is considering how best to align organisational values and objectives, and the 
associated performance review system.

Considerable effort has been expended into keeping staff informed as the alliance process 
has rolled out. HMIC found that staff clearly understood that, although the two forces have 
distinct identities, the alliance operates as one force. This is a key strength and one that 
can be developed further by increasing the levels of interaction with the workforce in the 
next programme phase. The majority of issues concerning staff welfare and support are 
associated with the change programme. These include increased travel time and some 
tasks take longer to complete. These and other issues are being addressed through a 
phased implementation approach to change. The next phase will complete an in-depth 
SURFHVV�UHYLHZ�GHVLJQHG�WR�UHVROYH�VWDI¿QJ�LVVXHV�

The management of sickness absence was different in the two forces and a new attendance 
management policy has been launched to provide a consistent approach. This has resulted 
in managers becoming more involved at an earlier stage of sickness, and involves writing 
directly to GPs, advising them of the adjustments that can be made in the workplace to 
HQFRXUDJH�SHRSOH�WR�UHWXUQ�WR�ZRUN��2FFXSDWLRQDO�KHDOWK�ZDV�LGHQWL¿HG�DV�DQ�DUHD�ZKHUH�
the time required to access support has increased. This is due, in part, to capacity issues 
FDXVHG�E\�DQ�LQFUHDVH�LQ�LOO�KHDOWK�UHWLUHPHQWV�DV�D�UHVXOW�RI�RI¿FHUV�EHLQJ�PRYHG�EDFN�LQWR�
frontline posts. 

The alliance encourages staff to voice their views. There have been two staff surveys 
(developed by Warwick Business School) over the past 12 months and online forums 
have been available in which questions can be raised and answered. The cultural change 
SURJUDPPH�KDV�EHHQ�WKH�PDLQ�UHVXOW�RI�WKH�¿QGLQJV�IURP�WKH�VXUYH\V�DQG�ZRUNIRUFH�
feedback to date. 
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How is the force achieving the savings?
Because around 80 percent of a police budget (on average) is spent on staff costs, it is 
not surprising that forces across England and Wales, plan to achieve most of their savings 
E\�UHGXFLQJ�WKH�QXPEHU�RI�SROLFH�RI¿FHUV��SROLFH�FRPPXQLW\�VXSSRUW�RI¿FHUV��3&62V��DQG�
police staff employed.

However, we do expect forces also to bear down on their other costs (non-pay) such as the 
equipment they buy, the accommodation and vehicles they use and the contracts they enter 
for services such as cleaning. The force plans to make 10 percent of its savings from non-
pay; this is less than other forces

$OWKRXJK�VRPH�VDYLQJV�KDYH�EHHQ�PDGH�LQ�QRQ�SD\�DUHDV��WKH�IRFXV�LQ�WKH�¿UVW�SKDVH�
RI�ZRUN�ZDV�LQHYLWDEO\�RQ�FKDQJHV�WR�VWDI¿QJ�VWUXFWXUHV�DQG�UHGXFLQJ�WKH�ZRUNIRUFH�WR�
¿W�WKH�QHZ�WHDPV��0XFK�RI�WKH�VWUXFWXUDO�FKDQJH�KDV�EHHQ�DFKLHYHG��DQG�WKHUH�LV�QRZ�
opportunity to consider the totality of the remaining non-pay costs across both forces such 
DV�HVWDWHV�DQG�YHKLFOH�ÀHHW��,W�LV�OLNHO\�WKDW�IXUWKHU�VDYLQJV�FDQ�EH�PDGH�LQ�WKHVH�DUHDV�IURP�
rationalising and making better use of collective resources. 

The estates strategy aims to get the best use from the police buildings that both forces 
hold, enabling them to dispose of underused buildings and share facilities. The alliance is 
exploring the opportunity to develop a joint approach to the management and use of public 
sector building across both forces and other public sector organisations in the two force 
areas (known as a joint property vehicle). This is another ambitious and innovative plan; the 
IRUFHV�HVWLPDWH�LW�KDV�WKH�SRWHQWLDO�WR�UHOHDVH�XS�WR�����P�LQ�DVVHW�YDOXH�DFURVV�WKH�SXEOLF�
sector.

The alliance is planning to use some of its extra savings to invest in new technology that will 
OHDG�WR�HYHQ�JUHDWHU�HI¿FLHQFLHV��,W�ZLOO�UHSODFH�WKH�PDLQ�,7�V\VWHPV�XVHG�IRU�SROLFLQJ�DQG�
LQFUHDVH�WKH�DELOLW\�IRU�RI¿FHUV�WR�ZRUN�UHPRWHO\�WKURXJK�PRELOH�WHFKQRORJ\��7KHUH�DUH�DOVR�
SODQV�WR�¿W�SROLFH�YHKLFOHV�ZLWK�VRIWZDUH�WKDW�ZRXOG�SURYLGH�GDWD�DQG�LQWHOOLJHQFH�RQ�KRZ�WKH�
car was being used, and where it had travelled to. This would help to maximise the use of 
YHKLFOHV�DFURVV�WKH�DOOLDQFH��HQVXULQJ�WKDW�WKH\�ZHUH�XVHG�DV�HI¿FLHQWO\�DV�SRVVLEOH��

As with other forces most of the savings comes from reducing the workforce. The force 
SODQV�WR�PDNH����SHUFHQW�RI�LWV�VSHQGLQJ�UHYLHZ�VDYLQJV�UHTXLUHPHQW�IURP�LWV�SD\�EXGJHW��
7KLV�LV�FRQVLGHUDEO\�KLJKHU�WKDQ�WKH�¿JXUH�IRU�(QJODQG�DQG�:DOHV��

The following table shows the force’s planned changes to workforce numbers over the 
spending review period, and compares these to the change for England and Wales.
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3OHDVH�QRWH��WKHVH�¿JXUHV�DUH�URXQGHG�

31 March 
2010 
(baseline)

31 March 
2015

Change Force 
change %

Change for 
England 
and Wales 
%

Police 
RI¿FHUV

������ ������ -442 ���� ����

Police staff 1,715 1,474 -242 ���� ����

PCSOs ���� 246 ���� ���� ����

Total ������ ������ -717 ���� ����

Specials ���� 470 ���� ���� ���

The overall planned change in workforce numbers over this period is slightly higher as a 
proportion than other forces; the force is set to lose a much higher percentage of its police 
RI¿FHU�VWUHQJWK�WKDQ�HOVHZKHUH��7KH�ZRUNIRUFH�SODQV�IRU�WKH�DOOLDQFH�ZHUH�LQIRUPHG�E\�DQ�
initial assessment of risk (rather than demand) and allocated resources accordingly. 

,W�LV�LPSRUWDQW�WKDW�DV�IRUFHV�UHFRQ¿JXUH�WKHLU�VWUXFWXUHV�DQG�UHGXFH�ZRUNIRUFH�QXPEHUV��
they focus on maintaining (or if possible increasing) the proportion of people in frontline 
FULPH�¿JKWLQJ�UROHV�

+0,&�GH¿QHV�WKH�SHRSOH�ZKR�ZRUN�RQ�WKH�SROLFH�IURQW�OLQH�DV�WKRVH�ZKR�DUH�LQ�HYHU\GD\�
contact with the public and who directly intervene to keep people safe and enforce the law.
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7KH�IROORZLQJ�FKDUW�VKRZV�WKH�SODQQHG�FKDQJH�LQ�WKH�ZRUNIRUFH�IURQWOLQH�SUR¿OH�LQ�:HVW�
Mercia Police. 
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Note: England and Wales reports an increase in the proportion of workforce on the front line from 74 
percent in March 2010 to 78 percent in March 2015.

7KH�QXPEHU�RI�RI¿FHUV��3&62V�DQG�VWDII��L�H��RI�WKH�FRQVWDEXODU\¶V�WRWDO�ZRUNIRUFH��ZRUNLQJ�
on West Mercia’s front line is projected to reduce by 460 between March 2010 and March 
������IURP�������WR���������

Over the same period, the proportion of West Mercia’s total workforce allocated to frontline 
UROHV�LV�SURMHFWHG�WR�VOLJKWO\�LQFUHDVH�IURP����SHUFHQW�WR����SHUFHQW��7KLV�FRPSDUHV�ZLWK�DQ�
overall increase across England and Wales from 74 percent to 78 percent.

7KH�QXPEHU�RI�:HVW�0HUFLD¶V�SROLFH�RI¿FHUV�LQ�IURQWOLQH�UROHV�LV�SODQQHG�WR�GHFUHDVH�E\�
����IURP�������LQ�0DUFK������WR�������E\�0DUFK�������DV�WKH�IROORZLQJ�FKDUW�VKRZV��7KH�
SURSRUWLRQ�RI�WKRVH�UHPDLQLQJ�RQ�WKH�IURQW�OLQH�LV�SURMHFWHG�WR�LQFUHDVH�IURP����SHUFHQW�WR����
SHUFHQW��7KLV�FRPSDUHV�WR�DQ�RYHUDOO�LQFUHDVH�DFURVV�(QJODQG�DQG�:DOHV�IURP����SHUFHQW�WR�
���SHUFHQW�DQG�VKRZV�:HVW�0HUFLD�SROLFH�LV�VXFFHVVIXOO\�SURWHFWLQJ�IURQWOLQH�FULPH�¿JKWLQJ�
roles as it makes these cuts.
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7KH�IROORZLQJ�FKDUW�VKRZV�WKH�SODQQHG�FKDQJH�LQ�WKH�IURQWOLQH�SUR¿OH�RI�SROLFH�RI¿FHUV��
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1RWH��(QJODQG�DQG�:DOHV�UHSRUWV�DQ�LQFUHDVH�LQ�WKH�SURSRUWLRQ�RI�SROLFH�RI¿FHUV�RQ�WKH�IURQW�OLQH�IURP�
89 percent in March 2010 to 92 percent in March 2015.
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Summary
�� Collaboration is a key strength, demonstrated by the alliance. It is providing the force 

ZLWK�VLJQL¿FDQW�RSSRUWXQLWLHV�IRU�FRVW�VDYLQJV�DQG�LPSRUWDQWO\�LV�SURYLGLQJ�WKH�SHRSOH�RI�
the West Mercia area with a better equipped and more effective police service.

�� The force has made good progress with developing and implementing the alliance; the 
phased approach to managing the change has been effective and well led.

�� 6R�IDU�PRVW�RI�WKH�VDYLQJV�KDYH�EHHQ�PDGH�IURP�UHGXFLQJ�VWDI¿QJ�QXPEHUV��$V�WKH�QHZ�
staff structures are now in place, the alliance is set to increase the savings in non-pay 
areas.

�� 7KH�IRUFH�KDV�SURMHFWHG�D�JUHDWHU�UHGXFWLRQ�LQ�SROLFH�RI¿FHU�VWUHQJWK�WKDQ�RWKHU�IRUFHV�
EXW�KDV�SURWHFWHG�IURQWOLQH�SROLFLQJ�IURP�FXWV��WKH�SURSRUWLRQ�RI�RI¿FHUV�RQ�WKH�IURQWOLQH�E\�
�����ZLOO�EH�KLJKHU�WKDQ�WKH�¿JXUH�IRU�(QJODQG�DQG�:DOHV�DW����SHUFHQW�

Good
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7R�ZKDW�H[WHQW�LV�WKH�IRUFH�HI¿FLHQW"

HMIC looks at how the force understands the demands that it faces and how it allocates 
ERWK�¿QDQFLDO�UHVRXUFHV�DQG�VWDII�WR�PHHW�WKHVH�GHPDQGV��:H�ORRN�DW�KRZ�WKHVH�GHFLVLRQV�
are leading to effective results for the public; in particular, that police are visible and that 
WKH\�DWWHQG�SURPSWO\�ZKHQ�FDOOHG��WKDW�WKH\�DUH�¿JKWLQJ�FULPH�DQG�NHHSLQJ�FRPPXQLWLHV�
VDIH��DQG�WKDW�YLFWLPV�DUH�VDWLV¿HG�ZLWK�WKH�VHUYLFH�WKH\�UHFHLYH��

How well does the force understand and manage demand? 
The analysis of the demand on both forces to inform the proposed structure of the alliance 
was completed using a nationally developed risk assessment tool for police forces . This 
involved a review of historic data on calls for police assistance, recorded crime, levels of 
deprivation within communities and professional opinion to inform decisions as to levels 
of threat and risk. As a result, this provided a starting point for most of the frontline roles 
SURYLGLQJ����VDIHU�QHLJKERXUKRRG�WHDPV�LQ�:HVW�0HUFLD�DQG�SDWURO��UHVSRQVH��RI¿FHUV�
EDVHG�IURP�D�QXPEHU�RI�VSHFL¿F�ORFDWLRQV��KXEV��WR�UHVSRQG�WR�HPHUJHQF\�DQG�SULRULW\�
incidents.

,Q�WHUPV�RI�PDQDJLQJ�WKH�GHPDQG�LQ�RUGHU�WR�PDNH�WKH�EHVW�XVH�RI�SROLFH�WLPH��WKH�¿UVW�
phase of the alliance took policies from across both forces and came up with agreed 
standards such as when and how to deploy police resources. To help the forces begin to 
PRYH�DFURVV�ERXQGDULHV�±�VR�WKDW�WKH�QHDUHVW�RI¿FHU�FDQ�DWWHQG�DQ�LQFLGHQW�HYHQ�LI�LW�LV�
in the other force area – IT solutions are being provided, such as mobile computers with 
DFFHVV�WR�DOO�DOOLDQFH�V\VWHPV�DQG�YHKLFOH�WHFKQRORJ\�WR�LPSURYH�UHVSRQVH�WLPHV�DQG�RI¿FHU�
availability.

It has now been recognised by the force that a more in-depth and up-to-date assessment 
of current demand is required to better inform the decisions as to how resources need to be 
allocated. This includes the growing demand on the police as a result of reductions made in 
other organisations such as mental health services and the ambulance service. 

+RZ�HI¿FLHQWO\�GRHV�WKH�IRUFH�DOORFDWH�LWV�UHVRXUFHV"
The force is developing performance measures that focus on the quality of service rather 
than traditional performance targets to better support the agreed vision of “Protecting 
People from Harm”. This approach assesses the threat, harm and risk to the public and 
force on a daily basis and then moves resources from across the alliance to the areas of 
greatest need, including specialist police services for regional and national requirements. 
7KH�FKLHI�RI¿FHUV�DQG�3&&V�PHHW�UHJXODUO\�DFURVV�WKH�UHJLRQ�WR�LGHQWLI\�HPHUJLQJ�UHJLRQDO�
and national issues and review their commitment in managing these threats. 

The force uses technology to monitor demand that comes into the force, the resources to 
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manage that demand, and the ability to attend incidents in the required time. The alliance 
force control room applies a borderless service directing the best available resource to 
respond where necessary. Operational staff interviewed during the inspection fully accepted 
that they may be required to attend varying locations, though they were rarely sent away 
from their assigned geographic areas. 

2I¿FHUV�DQG�3&62V�XVH�PRELOH�WHFKQRORJ\��FDUU\LQJ�RXW�WKH�PDMRULW\�RI�WKHLU�ZRUN�ZKLOH�RXW�
RQ�SDWURO�ZLWKRXW�WKH�QHHG�WR�FRQWLQXDOO\�UHWXUQ�WR�D�VWDWLRQ�WR�FRPSOHWH�IRUPV�RU�¿OH�UHSRUWV��
7KH�SDWURO�DFWLYLWLHV�DUH�LGHQWL¿HG�LQ�ORFDO�EULH¿QJV��GLUHFWLQJ�VWDII�WR�FULPH�RU�DQWL�VRFLDO�
EHKDYLRXU�KRWVSRWV�DQG�WR�FKHFN�RQ�SUROL¿F�SHUSHWUDWRUV�DQG�YLVLW�YXOQHUDEOH�YLFWLPV��7KHUH�
are also two harm assessment units that review incidents and risks concerning vulnerable 
people. The information is then shared with appropriate agencies to provide support and 
protect them from harm.

How does the force respond and keep its communities safe?
The challenge for forces is not just to save money and reduce their workforce numbers, but 
also to ensure the choices they make do not have a negative impact on the service they 
provide to their communities. HMIC looked for evidence that keeping the communities safe 
is at the heart of the force’s decision.

The alliance has teams in place to support preventative policing. A crime bureau is in 
place to deal with low-level crime and investigations over the telephone, often without 
GHSOR\LQJ�DQ�RI¿FHU��7KLV�DOORZV�IURQWOLQH�RI¿FHUV�DQG�3&62V�WR�EH�PRUH�DFFHVVLEOH�WR�
WKH�ORFDO�FRPPXQLW\��0HDQZKLOH��SDWURO�RI¿FHUV�ZRUN�LQ�SDWURO�]RQHV�VXSSRUWLQJ�WKH�VDIHU�
neighbourhood teams. 

The alliance has provided greater resilience for West Mercia in specialist roles, particularly 
WR�FRPEDW�¿UHDUPV��VHULRXV��RUJDQLVHG�DQG�PDMRU�FULPHV��6WDII�DOVR�KDYH�DFFHVV�WR�DQ�
improved intelligence database and electronic crime management system. 

Calls for service

HMIC examined whether West Mercia Police was taking longer to respond to calls for 
help, as a result of its workforce reductions and other changes designed to save money. 
Forces are not required to set response times or targets and are free to determine their 
own arrangements for monitoring attendance to calls, so information between forces is not 
comparable.

We found that over the four years since 2010, West Mercia had maintained the same target 
response times of 20 minutes for calls classed as ‘emergency’ (also known as Grade 1). 
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Over the same period, calls classed as a ‘priority’ (also known as Grade 2) had a target 
response time of within 60 minutes.

7KH�IROORZLQJ�WDEOH�FRPSDUHV�WKH�IRUFHV�SHUIRUPDQFH�LQ���������WR����������

Calls for service 2010/11 2013/14
Percentage of emergency calls on target ���� ����

Percentage of priority calls on target 77.0 76.7

Over the spending review period, attendance for emergency calls in target has improved 
and for priority calls has broadly stayed the same.

Visibility

7KH�ZRUN�GRQH�E\�SROLFH�RI¿FHUV�DQG�VWDII�LQ�YLVLEOH�UROHV��VXFK�DV�RI¿FHUV�ZKR�UHVSRQG�WR�
����FDOOV��GHDO�ZLWK�VHULRXV�URDG�WUDI¿F�FROOLVLRQV�RU�SDWURO�LQ�QHLJKERXUKRRGV��UHSUHVHQWV�
only a part of the policing picture. Chief constables need to allocate resources to many other 
functions in order to protect the public, such as counter-terrorism, serious and organised 
crime, and child protection (to name just three).

7KDW�EHLQJ�VDLG��UHVHDUFK�VKRZV�WKDW�WKH�SXEOLF�YDOXH�VHHLQJ�YLVLEOH�SROLFH�RI¿FHUV�RQ�SDWURO�
in the streets, and that those who see police in uniform at least once a week are more likely 
WR�KDYH�FRQ¿GHQFH�LQ�WKHLU�ORFDO�IRUFH��+0,&�WKHUHIRUH�H[DPLQHG�KRZ�IDU�WKH�FKDQJHV�EHLQJ�
implemented by the force had affected the visibility of the police in the West Mercia area.

,Q�������:HVW�0HUFLD�3ROLFH�DOORFDWHG����SHUFHQW�RI�LWV�SROLFH�RI¿FHUV�WR�YLVLEOH�UROHV��7KLV�
LV�����SHUFHQWDJH�SRLQWV�ORZHU�WKDQ�WKH�QXPEHU�DOORFDWHG�LQ�������EXW�KLJKHU�WKDQ�WKH�¿JXUH�
for most other forces (which was 56 percent across England and Wales).

Police visibility is further enhanced by PCSOs, who principally support community policing. 
/RRNLQJ�DW�WKH�SURSRUWLRQ�RI�SROLFH�RI¿FHUV�DQG�3&62V��:HVW�0HUFLD�SROLFH�DOORFDWHG����
SHUFHQW�WR�YLVLEOH�UROHV��7KLV�LV�����SHUFHQWDJH�SRLQWV�ORZHU�WKDQ�LW�DOORFDWHG�LQ����������
SHUFHQW���EXW�DJDLQ�KLJKHU�WKDQ�WKH����SHUFHQW�¿JXUH�IRU�(QJODQG�DQG�:DOHV�DV�DW����0DUFK�
2014. 

HMIC conducted a survey1 of the public across England and Wales to assess whether the 
public had noticed any difference in the way their area is being policed. Of those people 
VXUYH\HG�LQ�:HVW�0HUFLD����SHUFHQW�VDLG�WKDW�WKH\�KDYH�VHHQ�D�SROLFH�RI¿FHU�PRUH�RIWHQ�WKDQ�
they had 12 months ago; this compares to 12 percent of respondents in England and Wales.

�� 6DPSOH�VL]HV�IRU�HDFK�IRUFH�ZHUH�FKRVHQ�WR�SURGXFH�D�FRQ¿GHQFH�LQWHUYDO�RI�QR�PRUH�WKDQ�����SHUFHQW�
DQG�IRU�(QJODQG�DQG�:DOHV��QR�PRUH�WKDQ�����SHUFHQW��)RUFHV¶�GLIIHUHQFHV�WR�WKH�(QJODQG�DQG�:DOHV�YDOXH�
PD\�QRW�EH�VWDWLVWLFDOO\�VLJQL¿FDQW�



7R�ZKDW�H[WHQW�LV�WKH�IRUFH�HI¿FLHQW"

23

)XUWKHUPRUH�����SHUFHQW�RI�UHVSRQGHQWV�LQ�:HVW�0HUFLD�VDLG�WKH\�IHOW�VDIH�IURP�FULPH�
where they lived, compared to 84 percent of respondents in England and Wales. Finally, 5 
SHUFHQW�VDLG�WKH\�IHOW�VDIHU�IURP�FULPH�WKDQ�WKH\�GLG�WZR�\HDUV�DJR��FRPSDUHG�WR���SHUFHQW�
of respondents in England and Wales.

Crime

In 2010, the Home Secretary set a clear priority for the police service to reduce crime. 
%HWZHHQ���������DQG����������ZKLFK�LQFOXGHV�WKH�¿UVW�WKUHH�\HDUV�RI�WKH�VSHQGLQJ�UHYLHZ���
West Mercia force reduced recorded crime (excluding fraud) by 18 percent, compared with 
14 percent in England and Wales. Over this period, victim-based crime (that is, crimes 
ZKHUH�WKHUH�LV�D�GLUHFW�YLFWLP�±�DQ�LQGLYLGXDO��D�JURXS��RU�DQ�RUJDQLVDWLRQ��UHGXFHG�E\����
percent, compared with 14 percent in England and Wales.

Looking just at the last 12 months, recorded crime (excluding fraud) fell by three percent, 
which is higher than the reduction of one percent in England and Wales. 

By looking at how many crimes were recorded per head of population, we can get an 
indication of how safe it is for the public in that police area. The table below shows recorded 
crime and anti-social behaviour rates in West Mercia (per head of population) compared 
with the rest of England and Wales.

12 months to March 2014 Rate per 1,000 population England and Wales rate 
per 1,000 population

Crimes (excluding fraud) 47.2 61.1

Victim-based crime ���� ����

Sexual offences 1.0 1.1

Burglary 6.1 7.8

Violence against the person 8.8 11.1

ASB incidents 40.0 ����

It is important that crimes are investigated effectively and the perpetrator brought to justice. 
:KHQ�VXI¿FLHQW�HYLGHQFH�LV�DYDLODEOH�WR�LGHQWLI\�ZKR�KDV�FRPPLWWHG�D�FULPH��LW�FDQ�EH�
described as detected. West Mercia’s detection rate (for recorded crimes excluding fraud) 
for the 12 months to March 2014 was 25 percent. This is broadly in line with the detection 
rate of 26 percent in England and Wales.

We have chosen these types of crime to give an indication of offending levels in the 
West Mercia force area. For information on the frequency of other kinds of crimes in your 
area, go to www.hmic.gov.uk/crime-and-policing-comparator.
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Victim satisfaction surveys

An important measure of the impact of changes to service provision for the public is how 
VDWLV¿HG�YLFWLPV�DUH�ZLWK�WKH�RYHUDOO�VHUYLFH�WKH\�UHFHLYH�ZKHQ�WKH\�VHHN�SROLFH�DVVLVWDQFH�

,Q�WKH����PRQWKV�WR�0DUFK������������SHUFHQW��������SHUFHQW��RI�YLFWLPV�ZHUH�VDWLV¿HG�
with the overall service provided by the West Mercia Police. This is broadly in line with the 
(QJODQG�DQG�:DOHV�¿JXUH�RI������SHUFHQW��������SHUFHQW��

Changes to how the public can access services

The force is developing a public engagement strategy to identify how access by the 
community needs to evolve. It has already introduced community ambassadors in the safer 
neighbourhood teams who attend various public meetings to represent the police and listen 
to public concerns, which are fed back to the force.

The force is exploring other less traditional ways for the public to access the police; using a 
range of channels to engage with the public. A social media strategy has been developed 
that recently led to a Facebook campaign to reduce sexual offences. This resulted in over 
70,000 hits and an increase in reporting of offences. The force recognises that increasing 
social media campaigning may also increase demand. This will be factored into the next 
phase of the change programme as demand is explored in more detail.

The force has not provided HMIC with data on planned changes to the number of police 
stations, front counters or the use of shared access points. 



7R�ZKDW�H[WHQW�LV�WKH�IRUFH�HI¿FLHQW"

25

Summary
�� The force carried out an analysis of demand and risks when devising structures and set 

up teams equipped to manage risks and needs. Now the structures are in place and 
operating, it is planning to carry out a further comprehensive analysis to ensure that it 
reduces unnecessary demand and continues to align resources to need.

�� The crime bureau is able to deal with much of the force’s low-level crime, resolving a high 
SURSRUWLRQ�DW�WKH�¿UVW�SRLQW�RI�FRQWDFW�ZLWKRXW�QHHGLQJ�D�SROLFH�RI¿FHU�WR�DWWHQG��7KLV�LV�
freeing up police time to deal with more serious issues, and allowing the neighbourhood 
teams to be more available within local areas.

�� The shared resources of both West Mercia and Warwickshire forces can be deployed in a 
‘borderless’ way to ensure that the most appropriate response is provided to emergency 
and priority calls regardless of which force they belong to.

�� Recorded crime has continued to fall in West Mercia over the spending review period 
at a faster rate than in the rest of England and Wales, despite the force introducing 
organisational change of unprecedented scale.

Good
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Our judgments

HMIC uses four categories for making judgments, two are positive and two are negative. 
7KH�FDWHJRULHV�DUH�

�� outstanding;

�� good;

�� requires improvement; and

�� inadequate.

Judgment is made against how well the force achieves value for money, it is not an 
assessment of the overall effectiveness of policing. In applying the categories HMIC 
FRQVLGHUV�ZKHWKHU�

�� the way the force is achieving value for money is good, or exceeds this standard 
VXI¿FLHQWO\�WR�EH�MXGJHG�DV�RXWVWDQGLQJ�

�� the force requires improvement in the way it achieves value for money, and/or there are 
some weaknesses; or

�� the force’s provision of value for money is inadequate because it is considerably lower 
than is expected. 


