OFFICIAL

P
oS

.\ SCOTTISH POLICE
AUTHORITY

UGHDARRAS POILIS NA H-ALBA

Agenda Item 5.1

Meeting SPA Resources Committee
Date 19 June 2024
Location Video Conference

Title of Paper

Estates Continuous Improvement
Initiatives Update and Next Steps

Presented By

Patrick Brown, Head of Finance

Recommendation to Members

Discussion

Appendix Attached

No

PURPOSE

The purpose of this report is to provide Members with an update on the
progress of the Estates Continuous Improvement initiatives.

Members are invited to discuss the contents of the report.
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1.1 This paper serves to provide an update on the progress made in
relation to the Estates Continuous Improvement Initiatives since
these were outlined to this committee in March 2024.

1.2 As a reminder, the purpose of the Estates Continuous Improvement
Initiatives is to support the ongoing development of the Police
Scotland Estates service focussing on six key themes including:

Initiative 1: Business Plan and Strategy
Initiative 2: Estate Masterplan
Initiative 3: Operating Model
Initiative 4: Compliance
Initiative 5: Asset Data and System
Initiative 6: Contractor and Supplier Management

The successful implementation of these initiatives, alongside the
day-to-day Facilities Management, Compliance and Capital Works
projects, will equip the Estates service to enable modern policing to
continue in the most effective and efficient manner possible, within
sustainable funding parameters.

2. PROGRESS TO DATE

2.1 As reported previously the key initial milestones are set out below,
each with a progress update along-side them.

Activity Forecast RAG Status
completion
date
Baseline Estate Masterplan End March Green | Complete and socialised with
produced (Stage 1) stakeholders
Compliance baseline assessment | March 2024 Green | Complete
complete
Initial resourcing requirements April 2024 Amber | Business critical vacancies

fulfilled

identified and where possible
(in line with organisational
rules in relation to
recruitment) recruited or in
progress of recruitment.
Medium term requirements
being coordinated in
conjunction with organisational
changes / requirements
associated with the outputs of
the VR/VER Programme and
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the Enabling Servies Review
(ESR) Programme.

Improvements to existing April 2024 Amber | On-going, initial activities

supplier / contract management
identified for implementation

overview.

FM Strategy review complete July 2024 Green | On track

Asset Management System goes | Autumn 2024 Amber | Asset Management System

live

business case with Change
Board for approval on
04/06/24. Deployment date
Est: Jan 2025 - see detailed
update in section 2.14 - 2.19

Estate Masterplan defines Annual | Summer 2024 | Green | On track

Implementation Programme

Refreshed Estates Strategy March 2025 Green | On track
launched
Future TOM defined and April 2025 Green | On track

implementation underway

2.2

2.3

2.4

Spotlight on priorities: The Estates Masterplan

The purpose of the Estates Masterplan is to assess every building
across the Police Scotland Estate and categorise each into a
strategic theme of “retain and invest”, “retain and maintain” or
“dispose” (in categories of: Less than 12 months, 2 - 5 years, and 6
- 10 years). Of course, any buildings identified for “Disposal” would
require all necessary consultations with employees and wider
stakeholder groups, such as staff associations, and public
consultation, to be undertaken in line with due process before they

were declared surplus and disposed.

The categorisation of all buildings across the Police Scotland Estate
will enable the organisation to establish a strategic understanding
for each building that encompasses both Policing operations and
estate management which will form the basis of the organisations’
future investment requirements to deliver a fit for purpose estate
that enables the needs of modern policing, in a safe and sustainable
manner.

A four-stage process outlined in Figure (i) below has been
developed to deliver the Estates Masterplan.
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Figure (i) Masterplan approach:

Master Plan High Level Approach

Stage 2 Estates Strategy & Optimisation

Voice of Customer

Review Estates View with
Operational Policing

Stage 1 Baseline Stage 3

Estates National Estates Board

Validate Capital Investment

> £900/m2 red penned as
Significant Investment or FM costs

Desk Top Assessment of Property to
determine indicative strategy

Estates & Policing agree |Initial
Master Planning Strategy
Input Operational Strategies and
Demand (Training, Fleet, Custody
efc)

More complex projects to be agreed

Alignment with compliance, separately

sustainability and quality Plan Updated Annually

SPA & other stakeholder input

Potential Strategy Scenarios from
Desktop Review

TIMELINE

Level 2 Estates

Level 3 Voice of Customer

First Iteration with Operations
over March with aim of getting

80% agreed

Funding
Discussion

with

Government
August 2024

Masterplan Status

agreed by NEB)

Implementation
Priority Projects
2024-6

Estates View and Baseline — 90%
cEmpEE More complex projects eg Jackton/Tulliallan, some of
the clusters, will take longer

2.5 Stage 1 of the Masterplan was completed in March 2024 and shared
with key Police Scotland and SPA stakeholders, including SPA
Resources Committee members.

2.6 Key findings from the outputs of Stage 1 of the Estates Masterplan
build included:

Total area Total area
Region No. of current (m2) LG R (m?2) | Clusters
buildings buildings
current future
Aberdeen
North 128 99.5k 108 61.8k Tayside / Dundee
Inverness
Falkirk
Edinburgh
West Lothian
East 81 152.2k 67 103.6k - o
Borders
Fife
Glasgow
West | 133 215k 107 185k Mull
K&L Division
Lanarkshire
Totals | 343 466.7k m2 282 350.44k m2 13 Clusters

2.7 Additionally, the following table sets out the summarised data at the
end of the first stage:
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Region
Strategy

North East West Total

Retain Retain site 69 31 40 140
Retain Retain Part-Disposal 0 1
Disposal Surplus & no relocation 9 18
Disposal Relocating to existing Estate 20 11 17 48

. Relocating to co-location

Disposal opportunity 11 8 19 38
Disposal Relocating to New Build 0 3 8 11
To be reviewed 17 25 32 74
Review 5-10 years 5 0 7 12

Total 128 81 133 342

2.8 Stage 2 of the Masterplan is underway and includes the “Voice of

the Customer” (VoC) phase with inputs from operational

stakeholders to develop our understanding of their requirements
and optimise our strategy. Initial meetings have been held with 9
stakeholder groups ranging from Custody, and Productions to Fleet
and Local Policing.

2.9

MP2 Approach:

Figure (ii): MP2 Approach
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Baseline
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Profiles

The approach to this stage is outlined in more detail at Figure (ii)
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The feedback so far has been positive and informative in helping to
identify the requirements for the future operations / requirements
for these stakeholder groups and as the approach outlined above is
followed, a draft report and recommendations will be available circa
August 2024 for socialisation with stakeholders.

Following feedback from the draft, a final version of the Stage 2
outputs will be completed and shared circa October 2024.

The output of the Stage 2 process will be key in supporting the
development of the funding “ask” to stakeholders and Scottish
Government in Autumn 2024, as the organisation seeks to
demonstrate a longer term financially sustainable position and
clearly articulates the capital requirements to ensure that its estate
is fit for purpose to enable modern policing to support our
communities across Scotland.

The final stage of the Estates Master planning process will include
setting the Annual Implementation Plan for the Estate, determining
capital programmes of work and where funding will be directed into
the Estate to support our objectives.

Spotlight on priorities: The Estates Asset Management
System:

Functional and non-functional technical requirements have been
gathered to define what is required from an Estates Asset
Management (EAM) system, from a business and technical systems
perspective. Given that the system will be cloud hosted outside
Police Scotland, this emphasises the importance of the Digital and
Information Management aspects and these are being actively
worked through and finalised. The security classification of
information to be hosted on the system will strongly influence both
the procurement route selected and the level of security and
controls that are required to be applied by the selected system and
vendor. In turn, this may also impact the deployment timescale i.e.
inclusion of sensitive information would necessitate a fundamentally
different, and more complex, procurement route.

Market research and early engagement has identified several viable
procurement routes, including standard service offerings available
for purchase under the Crown Commercial Services G-Cloud
platform. This was further refined, and two suppliers were
approached to provide demonstrations to inform stakeholders’
knowledge of what was available in the market and feed into the
procurement strategy. This engagement provided further assurance
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2.17

2.18

2.19
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that the standard service offerings could meet functional
requirements. One of the potential vendors already provides a
similar service to another Public Sector Organisation and we have
also seen a detailed demonstration of how they use their EAM
system, which has been a valuable experience.

Police Scotland/SPA governance procedure and Change Process
guidance has been followed, to develop a Potential Project
Assessment (PPA) and, after gaining approval, subsequently
drafting a Business Justification Case (BJC) which had been
presented at two governance forums, culminating in the approval
granted from Police Scotland’s Change Board on 4 June. This then
allows the recognition as a formal project, allocates a defined
budget and now allows us to formally complete the work on the
sourcing strategy. This will include finalising any definitions to
ensure that the proposed procurement solutions meet all of Police
Scotland’s technical requirements, including information
security/assurance requirements.

Following the established governance, the approved BIC timeline
anticipates the following milestones:

e Gate 3 - Business Case/Design Complete: June 2024
e Gate 4 - Solution Build Complete: mid - December 2024
e Gate 5 - Go/No Go System Deployment: mid-January 2025

It is important that data are cleansed and assured before populating
the new Estates Asset Management system. To this end, resource
has been invested in not only assuring the accuracy and
completeness of the data but also in establishing clear governance
around aspects such as ownership, change control, ongoing
maintenance, and review protocols. Prior to approving the data for
upload to the new EAM, the following actions are being undertaken:

e a review of the data records that are appropriate for inclusion.

e assignment of data guardians with responsibility for reviewing
the completeness and accuracy of the data.

e a second-tier review of data, using techniques such as sampling
and triangulation to provide assurance.

e documentation of the assurance processes and findings prior to
data owners’ sign off for upload.

Following assurance of existing data, procedural guidance will be
developed around how data quality will be maintained in BAU. This
will set out responsibilities, change control protocols, retention of
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evidence / documentation, analytical review, sampling for
verification and evidencing of same.

Assumptions:

2.20 As part of this detailed planning process, further consideration will
need to be given to resourcing and budget requirements to support
the delivery of this work, as well as the timing of any associated
governance processes.

Governance and Reporting:

2.21 Progress on the delivery of the work packages outlined for each of
the CI initiatives will be monitored through existing governance
arrangements as outlined in the Estates Governance structure.

2.22 Key items, or items requiring further discussion or decision will be
shared with the National Estates Board and other Police Scotland
and SPA governance forums as relevant.

3. FINANCIAL IMPLICATIONS

3.1 There are no financial implications in this report. However, any
consequential financial implications associated with the Estates
Continuous Improvement initiatives programme will be set out with
the appropriate governance forums as relevant.

4. PERSONNEL IMPLICATIONS

4.1 There are no personnel implications in this report.

5. LEGAL IMPLICATIONS

5.1 There are no legal implications in this report.

6. REPUTATIONAL IMPLICATIONS

6.1 There are no reputational implications in this report.

7. SOCIAL IMPLICATIONS

7.1 There are no social implications in this report.

8. COMMUNITY IMPACT

8.1 There are no community implications in this report.
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9. EQUALITIES IMPLICATIONS
9.1 There are no equality implications in this report.
10. ENVIRONMENT IMPLICATIONS

10.1 There are no environmental implications in this report.

RECOMMENDATIONS

Members are invited to discuss the progress of the Estates Continuous
Improvement initiatives.
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