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1.0 Purpose of Report

This report provides an update on the benefit realisation of the Body Worn Video (BWV) project. 

2.0	Introduction/Background 

The rollout of AXON Body Worn Video (BWV) devices was completed in November 2018 and at the time of writing 2,050 cameras are in circulation. The AXON devices replaced earlier BCAM BWV devices and were rolled out to all frontline officers as well as dedicated firearms officers. 
The benefits of BWV can be broadly categorised into three key areas:

· Operational benefits
· Organisational benefits
· Public and Partner benefits 

3.0	Current Work and Performance

In order to provide a baseline to capture the benefits a survey of officers who are now in possession of the new devices was carried out. Initial feedback was obtained with anticipated benefits being extrapolated using this survey. These benefits are referenced in the ‘BWV Rollout Implementation Plan v2’ (Appendix 1). 
The data required to contextualise the anticipated benefits needs to be generated. The timeline for this data gathering is 6 months from the initial baseline data capture. The formal PIR will therefore be undertaken in May 2019 focussing on a series of indicators and wherever possible, metrics, using the following data sources:

1) Overtime 
A paper has been written by Strategic Change Team to suggest that we start to capture an overtime code specifically for BWV to allow accurate capture of overtime which can be compared against the (under)reported use of overtime to upload video on the BCAM devices.

2) Interview Times
Using data from the CODES machines used in interview it is possible to compare the average length of time to conduct an interview against the same time in previous years. It is suggested that interview times will be reduced due to the presence of footage leading to early admissions. Furthermore, the use of BWV tablets in custody will give an indication of frequency of use as officers adopt the process of showing footage to suspects in interview. This is a new process and is the subject of LPA Command focus and drive. 

3) Timeliness of Complaints
The Professional Standards Department (PSD) capture data against the timeliness of complaints which is regularly reported on in compliance with the governance structure for PSD.
 
4) Officer Safety
Assaults against Officers is monitored through the Health and Safety Board. The figures are reported on quarterly to these boards and are therefore available to monitor any reductions. Other AXON BWV users report a reduction in assaults against officers when officers are deployed using BWV. 

5) Performance Data
Data in relation to the efficiency of the devices and usage by officers is available through the Networks Team within IT Services.  Management information is available at both a Force level and at an individual level.
 
6) Lessons Learned and Training Opportunities
Even at this early stage BWV footage has proved beneficial in providing opportunities for the capture of learning and material which can be used for the training of officers and staff. Through engagement with Essex Police College and the Lessons Learned Board examples of best practice in relation to learning could be captured. 

7) CD-ROMs
An audit of the ordering of CD-ROMs by the Digital Forensic Unit is underway. Whilst this may result in a reduction in spending in this area as a result of the digital upload to CPS, there may be additional unexpected costs emerging in this area, associated with an increased focus on digital policing.


8) Perceptions of Safety 
Perceptions of safety are difficult to accurately capture. A qualitative survey of officers who had not used BWV prior to the rollout would help to provide an understanding of their perceptions. This could be used as an indicator as to whether there has been a positive impact. 

9) Improvements to the wider Criminal Justice Directorate Processes
A detailed review is planned to scope through existing reporting mechanisms within the Criminal Justice Directorate the feasibility of capturing data such as early guilty pleas in interview which would give an indication of time savings on the front line (reduction in the number of full files to complete) and the associated impact on the CJ Directorate. 

Two BWV specific indicators have been added to ATHENA – BWV as a case category and BWV as exhibits in evidence/unused material. These are new processes which are being performance managed through SPOCs on the LPAs and in Custody.

Assessment of management information will allow for the tracking of BWV throughout the CJ process as well as assist in identifying the impact of BWV footage in the court process.  

10) Perceptions of Partner Agencies and the Public
Through discussion with partners, particularly in relation to the Crown Prosecution Service, opportunities are being examined to understand the benefits realised in the wider Criminal Justice arena. Understanding views from the public through social media sentiment analysis or through existing work with Public Engagement has been considered and will be completed following further consultation. 

4.0 Future Work/Development and Expected Outcome 

Governance of Benefits Capture

The governance of capturing benefits in relation to BWV will operate both at a strategic and tactical level. The work in relation to BWV will be monitored by the Force Specific Point of Contact (SPOC), T/Supt Baldwin and the Project Manager within the Strategic Change Team who will be supported by the wider Strategic Change Team. 

Strategic Oversight will be through the Strategic Change Coordination Board (SCCB) As the Body Worn Video Implementation Board has now closed. Fortnightly tactical meetings continue to monitor and support the use of BWV across the force and dynamically review the allocation profile. There will be a reconvention of the Body Worn Video Implementation Board in 6 months time to review lessons learned and prepared for the technical refresh to be implemented at the 2yr stage.
 
The fortnightly ‘Business As Usual’ Meetings chaired by the Force SPOC, T/Supt Baldwin will engage with representatives of the Implementation Team, Strategic Change Team and Criminal Justice Command Team. 

A detailed review of the benefits realised and captured as a result of the AXON BWV devices will be conducted through the a formal ‘Post Implementation Review’ which will commence in May 2019, six months after the rollout of BWV devices. This is likely to be completed by early July 2019. It is suggested that the PIR is carried out by a member of the Strategic Change team who is independent of the project implementation team. 

The OPFCC Performance and Resources Scrutiny Programme Board will be kept updated on development. A further report will be submitted to the board in March 2019 which provides a detailed overview of the proposed benefits framework.



Figure 1) Timeline of BWV Benefits Capture


5.0 Decisions Required by the Police, Fire and Crime Commissioner

No decisions are required, this paper is for information only.

6.0 Appendix

           1) BWV Roll-out Implementation Plan 




Strategic Oversight


4th March - Strategic Change Coordination Board 


Tactical Oversight


Fortnightly - 'Business As Usual' BWV Meeting


Data Capture


Monthly - Criminal Justice Reporting Packs 


During the PIR - Interogation of CODES data, performance data, qualitative survey data


May 2019 - July 2019 - BWV Post Implemenation Review


TBC - Strategic Body Worn Video Board 


Monthly - Professional Standards Data Packs


Weekly - Overtime Reporting for Police Officers
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Executive Summary 



Essex Police and Kent Police have committed to purchase AXON Body Worn Video (BWV) devices.



In Essex, 2200 cameras will be made available for use across the force on either a personal issue or pool basis. Firearms officers have already been issued with BWV devices.



BWV cameras will be allocated to individual officers and PCCOs in LPT and CPT, whilst pool cameras will be installed for use by Special Constables and Investigative staff. The number of BWV docks at each location will be determined by the SAP/OVA staffing profile.



Phase 1 of BWV roll out will involve the installation of approx. 200 charging banks for LPT/CPT staff with the cabling and a small proportion of the 170 pool banks being installed simultaneously. Each bank is capable of charging 6 cameras.  The planned completion date for phase 1 (LPT/CPT roll out) is 30th September 2018, with a one month contingency for unforeseen issues.



Phase 1 roll out is defined by four stages:



i) Early July: 		Location confirmation, site surveys, design brief, risk assessments,     

method statements, BWV hardware delivery, 



ii) Mid July/Aug:	Contracts and procurement, site works, desk mounted installation



iii) Aug/Sept: 		Site works and sequenced installation at all remaining sites



iv) Sept:		Allocation of devices to staff (personal issue) 

Installation of pool devices



Phase 2 will cover the installation of the remaining pool banks and at others at non-networked partnership sites and specialist policing locations. The planned completion date for phase 2 (Investigations and specialist teams) is 31st October 2018, with a one month contingency for unforeseen issues.



The proposed plan will require up to three contracted teams working simultaneously at different sites.  



Phase 1 is sequenced to facilitate simultaneous installation of BWV at some of the smallest sites and those with the largest LPT/CPT teams, combining desk based and wall mounted install options. 



Phase 2 (Oct onwards) will sequence the installation of the remainder of the BWV pool docks for investigative (CID/PP/SCD) and specialist (OPC) functions.



The allocation of BWV devices relies on the completion of two key components of the plan



i) Creation and training for CPS footage interface with evidence.com 

ii) Information security business assurance in relation to data ownership



Work is ongoing with other forces to replicate best practice in terms of CPS engagement protocols (MOUs, IT support) to facilitate the earliest introduction of evidence.com into the CPS environment. It is anticipated that this work could take up to 4 weeks to complete, including IT installation. 



Environmental scanning is being undertaken by the Essex Implementation Team with Staffordshire, West Mercia, West Midlands, Greater Manchester Police and the Met in order to establish protocols that satisfy Information Security in terms of business assurance.



Following the BWV Joint Delivery Board (17/7/18) the following decisions were been taken by ACC Prophet:



i) Installation of power, data and docking infrastructure is to commence with immediate effect as per the below timelines

ii) Allocation of BWV devices to staff will commence once the two key components of the evidence.com process map have been completed, and no later than 1st September 2018. 



Once devices are allocated, go-live is anticipated to be immediate, with a training package being made generally available by L&D to SCT, mobile first ambassadors and Communications Dept. in advance of installation. Training will be delivered on a rolling sits-by-site basis, through a combination of digital communications, briefings, intranet articles and links to various user guides, videos and an NCALT. BWV devices will only be issued to staff upon completion of the training and an auditable knowledge check.



BWV cameras will be issued to officers on a pre-determined date by local inspectors and overseen by SCT project team members. Each member of staff to receive a personal issue device will receive an email detailing the training requirement. Each member of staff previously issued with a BCAM device will be required to produce it in exchange for an AXON device.



The aspirational sequence and timelines attached detail how Essex Police intend to complete Phase 1 of the roll out.






1. Indicative hardware installation sequence – Essex*



The below table 1 illustrates the anticipated sequence and time required for physical installation of docking stations at 17 of the LPT/CPT sites (phase 1) across Essex. The aspirational operational go-live sequence is described in the timeline at Appendix B.



		Rank by size

		Install order 

		Building

		Total banks for install + 10%

		Building work req’d

		Projected start of works

		Projected completion of works

		Est. duration of install (days)



		1

		1

		Southend on Sea 

		33

		N

		19-Jul

		24-Jul

		4



		12

		2

		Stansted Airport 

		2

		N

		26-Jul

		27-Jul

		1



		14

		3

		Maldon D/Council 

		7

		N

		19-Jul

		20-Jul

		1



		15

		4

		Canvey Island

		6

		N

		20-Jul

		23-Jul

		1



		19

		5

		Castle Point

		5

		N

		23-Jul

		24-Jul

		1



		16

		6

		Harwich

		5

		N

		24-Jul

		25-Jul

		1



		18

		7

		Lakeside 

		2

		N

		25-Jul

		26-Jul

		1



		4

		8

		Grays 

		25

		N

		30-Jul

		13-Aug

		10



		5

		9

		Chelmsford 

		24

		N

		30-Jul

		06-Aug

		5



		6

		10

		Clacton

		21

		N

		30-Jul

		06-Aug

		5



		2

		11

		Colchester 

		31

		Y

		06-Aug

		27-Aug

		15



		7

		12

		Harlow 

		18

		N

		06-Aug

		20-Aug

		10



		9

		13

		Loughton

		13

		N

		06-Aug

		13-Aug

		7



		3

		14

		Basildon

		26

		Y

		13-Aug

		03-Sep

		15



		8

		15

		Braintree 

		16

		N

		13-Aug

		20-Aug

		5



		10

		16

		Rayleigh   

		6

		N

		20-Aug

		27-Aug

		5



		11

		17

		Brentwood B/Council 

		9

		N

		20-Aug

		27-Aug

		5



		13

		18

		Great Dunmow  

		TBD

		 

		 

		 

		0



		17

		19

		Pitsea 

		TBD

		 

		 

		 

		0



		 

		 

		 

		 

		 

		 

		 

		 







Table 1: High level installation data

*NB. Evolving timeline likely to change in response to installation processes



The timings illustrated in the above table rely upon the following:



i) Timely delivery of docks and cameras (18/07/18)

ii) Absence of unforeseen asbestos / structural / power issues

iii) Availability of contracted staff over holiday period

iv) Sufficient data / network bandwidth availability for functionality 



The rationale for the above sequence is based upon the following:



i) The installation of docks at the biggest sites at the earliest opportunity affords the network team the greatest amount of time to realistically gauge the bandwidth requirement as each site commences streaming 

ii) The sequence allows time for extended time at sites which are anticipated to be more challenging, thus avoiding delays

iii) Wherever possible, selected contractors will carry out both structural and cabling works

iv) Sites with <6 docks will have table-top docks installed directly to existing power and data connections by IT Field Ops team members, thus avoiding delays

v) Wherever possible, power and data cables for pool camera docks will be installed at the same time as those for LPT/CPT docks. Pool docks may also be installed under phase 1 if possible but otherwise they will form part of phase 2 installation

vi) Pool cameras will not be distributed until completion of Phase 1

vii) Sites without EP data currently installed (community/ECFRS locations) will be considered in the second phase


The above sequence allows for phase 1 (LPT/CPT) completion ahead of the current target date.



Phase 2 will commence at the earliest opportunity after completion of phase 1. 



Roll out of device allocation will commence at the earliest opportunity and once business assurance has been given by information security and CPS have confirmed that they are ready to receive digital data from the AXON devices.



Device allocation will commence (at latest) 1st September and be complete by 30th September.



It is intended that phase 2 will be completed by 31st October with a one month contingency dependent on phase 1 completion.



Phase 2 sites, sequence and dock numbers will be established post completion of phase 1.






2. Risk assessment



The following is a summary of the key risks held by the Essex delivery team in relation to Phase 1 delivery by 30/09/18.



a. Delivery of docks and cameras is not realised on time (after 18/07/18)

b. Asbestos is discovered on site, requiring remedial works pre-BWV installation. General risk for all sites (esp.Basildon) but excluding Southend

c. Unforeseen structural issues are discovered on site requiring structural work pre-BWV installation

d. Unforeseen power related issues are discovered on site requiring electrical supply work pre-BWV installation

e. Unforeseen network issues are discovered on site requiring cabling work pre-BWV installation

f. Network resilience is insufficient for effective operation of BWV on the network

g. The availability of contracted staff reduces over the holiday period thus introducing delays

h. Unforeseen issues with procurement/contractual processes emerge causing delays

i. Any other unforeseen delay which may have a detrimental impact on the delivery timeline





Additional device allocation risks added 10/07/18



j. Delay in implementation of CPS access to evidence.com

k. Delay in business assurance ratification of data/evidential transfer and ownership from EP to CPS to Defence

l. Delay in briefing product for circulation (videos/training package/user guides)



Mitigation has been employed to minimise the above risks as far as is reasonable. 










3.0 	Benefits realisation

A summary of anticipated benefits to be realised is shown in table 2 below. 

		Benefit type

		Description

		From date

		Projected 



		Cashable savings 

(£)

		Overtime (Officers)

CD ROM/packaging costs (DFU)

Civil claim payments

		Immediate

Immediate

Immediate

		£250-300k p/a

£1.2k p/a

Not known



		Efficiency savings 

(time – non cashable)

		Shift duty time (Officers)

Burn & handling time (DFU)

		Immediate

Immediate

		3000hrs p/a

£8k p/a



		Other benefits 

(process)

		Reduced interview time  (Officers) 

Early Guilty Pleas (CJU/Officers)

General CJ product improvement

		PIR - 3/6 months

PIR - 3/6 months

PIR – 3/6 months

		Not known

Not known

Not known



		Future cost avoidance

		PACE Code G Compliance (CJ/Officers)

		2019/20

		Significant (£m)







Table 2: Summary of anticipated benefits  

Please note that the above benefits summary is based upon a number of assumptions relating to a statistical representative sample of BCAM equipped officers and also following quantitative assessments carried out by EP staff. Following consultation with Chief Finance Officer, a future assessment will be required to determine whether the reduction in overtime is a cashable efficiency or a cost avoidance.  However, for the purposes of this paper it has been agreed that the use of a range illustrated above is acceptable and that the statistical and quantification processes used to create the estimated efficiency savings calculation, have been employed appropriately. 



3.1 	Cashable savings (£)

3.1.1 	Overtime

One of the most significant benefits of using AXON devices over the current BCAM model is the time saving associated with technological improvements. BCAM devices require officers to interact with them to conduct and save uploads. AXON device technology both automatically uploads and saves uploaded data to the cloud once the device is left docked, thus releasing the officer to either continue with other policing activities or complete their shift. This is particularly significant in relation to overtime incurred as 84% of officers asked, reported having stayed on duty on OT to complete the BCAM upload/save process.

A statistically representative sample (90% confidence level) of 61 officers were asked three questions:

1. Have you incurred OT as a result of staying on duty to carry out BCAM processes?

2. How many times do you estimate that have you had to stay on OT to complete BCAM processes? 

3. On average, how many hours OT did you incur (<1hr, 1-2hrs, 2-4hrs)




A summary of results is shown below. 

		Total BVW issued = 636

90% rep. sample = 61

		Site Sample

		OT Yes

		Frequency

		Saving @ £23.84/hr



		Basildon

		12

		12

		324

		7724.16



		Colchester

		24

		14

		126

		3003.84



		Chelmsford

		14

		14

		378

		9011.52



		Grays

		11

		11

		297

		7080.48



		 

		 

		 

		 

		



		Totals

		61

		51

		1125

		26820







Table 3: BCAM OT figures incurred and associated projected cost savings

In terms of the number of hours of OT incurred per event, the most frequent response was x1 hour. The resultant data has been adjusted to allow for rounding up of the 1hr OT segments (amount x 0.75), resulting in an estimated total of 1125hrs OT incurred by the sample over the past year. This figure was then extrapolated across the 636 BCAM devices currently in circulation to deliver an estimated annual overtime saving profile as shown in table 4 below.

  



		Total BCAM issued

		636



		Total OT incurred per officer sampled (est.)

		£439.67



		Extrapolated savings (est.)

		£279,631.48








Table 4 : Estimated annual OT saving profile once AXON processes are implemented



3.1.2 	Process disc and packaging costs

The Digital Forensics Unit (DFU) handles all requests for the burning of CD-ROM discs for officers for evidential purposes.

In the four months March –June 2018 (inc.) 874 requests were received for disc burns, equating to an extrapolated total of approximately 3500 discs per year.

Each disc costs 34p and with other associated costs, the annual saving delivered by a transition from BCAM to AXON digital storage is estimated to be approx. £1200.



3.1.3 	Civil claim payments

Data covering the last 3 years provided by Essex Legal Department references 14 paid claims for unlawful arrest @ total of £108,000 and average of £36,000 p/a. 

Data covering the last 3 years provided by Essex Legal Department references 7 paid claims for assault @ total of £54,338 and average of £18,113 p/a.

Whilst there is an anticipated reduction in the number of successful claims for unlawful arrest and assault, the anticipated resultant savings are relatively small in value.

Total financial efficiency benefit assuming a reduction in claims of 10% due to body worn video is equivalent to £5,400 p/a. 



3.2 	Efficiency savings (time)

3.2.1 	Shift duty time

In the past 12 months Essex police uploaded 12,620 evidential BCAM data files. Each file took an average of 1 hour to process. 

It is anticipated that the AXON process will result in a saving of 27 minutes per hour compared to BCAM. The resultant productivity saving for the officers would be 5,679 hours per annum. 

Whilst it is possible to estimate the discrete OT element as detailed above, it has not been possible to differentiate between normal working time and overtime in the summary total of hours invested in the uploading of BCAM footage.

However, as a total, the time saving would equate to £193k per annum and using professional judgement, an assumption has been made that >50% of these hours were accumulated in normal working hours. 

Thus, estimated efficiency savings of 3,000hrs in normal shift time can be expected from the deployment of AXON devices.  



3.2.2	DFU burn and handling time

The CD-ROM burn process is carried out simultaneously with other tasks by staff by in the DFU. Each burn process takes approx. 90 seconds. The associated tasks (Athena, Database update, data search, labelling) are estimated to take a further 4.5 minutes per request. Total 6.5 minutes are estimated to be saved per job.

Based upon an estimated annual turnover of 3,496 discs/jobs, a total time impact of 379hrs p/a can be assumed using current procedures.

		

		Quarter1

		Quarter2

		Quarter3

		Quarter4

		Total FY



		No of Jobs

		874

		874

		874

		874

		3,496



		Minutes saved per job

		6.5

		6.5

		6.5

		6.5

		6.5



		Total minutes saved

		5,681

		5,681

		5,681

		5,681

		22,724



		Total hours saved

		95

		95

		95

		95

		379



		Cost per Hour @Scale 6

		£22

		£22

		£22

		£22

		£22



		Total Savings £

		£2,083

		£2,083

		£2,083

		£2,083

		£8,332







Table 5 : Calculation of projected efficiency savings in DFU  

The indication from the data provided is that whilst there will be a time saving of 379hrs p/a for staff in DFU as a result of the transition from BCAM to AXON, this relatively small total is not equivalent to a post holder saving, contrary to initial expectations therefore not suggested to be a cashable saving. 

3.3 	Other benefits 

3.3.1	Criminal Justice Unit (CJU) and file processing

CJU is not involved in the processing of BWV in anyway. The production of disks and delivery to CPS is completed outside of CJU.

The benefits to the criminal justice process is primarily expected to be an increase in convictions secured which will only be quantifiable once the new processes are introduced. The reasons for this assumption are:

i) The more widespread deployment and use of body worn devices will capture a greater volume of irrefutable evidence which will form part of evidential submissions to court, resulting in less time spent securing and facilitating witness participation

ii) The more immediate availability of AXON footage at interview compared to BCAM footage is expected to result in shorter interview times for officers and a reduction in time requirement for custody procedures  

iii) The more widespread availability of AXON footage at interview is expected to result in an increase in early guilty pleas, thus reducing the process and time commitments required of staff and officers in preparation of not guilty files

iv) With an increase in guilty pleas, it is expected that there will be a reduction in the number of hours officers spend at magistrates court

v) An increase in guilty pleas will result in more time for CJ to complete disclosure on behalf of JUNO and CID officers that is not routinely the case at present



The indication from the information provided is that whilst there are anticipated process and time savings for officers and CJU staff as a result of the transition from BCAM to AXON, this relatively small total is not currently expected to be equivalent to a post holder saving, contrary to initial expectations. 






3.3.2	Impacts on officer abstraction for CJ&OM processing and court attendance

The efficiency benefits to officers, staff in CJU and general file process time can only be accurately quantified once data is available as part of a post implementation review , to be carried out 3-6 months after AXON go-live. However, indications provided from other forces such as MetPol and West Midlands Police point to benefits being realised in terms of reductions in officer abstraction, from the front line, for the purposes of Magistrates court preparation and attendance.



		Business area

		Current 

		Future assuming +/- 10% decrease

		Description



		Guilty plea rate for mags court 

		78.3%

		TBD

		There is a reasonable expectation that this figure will increase and therefore reduce the number of files requiring officer time to complete



		% of overall Not Guilty mags cases requiring disclosure (SDC) completed by CJ

		63.5%

		TBD

		There is a reasonable expectation that this figure will decrease and therefore reduce the number of files requiring officer time to complete and CJ to assist in completing disclosure



		Officers required to give evidence monthly average

		RMU

		TBD

		With a reduction in court hours required, it is expected that less time will be given to abstraction as a result of widespread BWV evidence being made available from the outset 



		Monthly amount of evidence led prosecutions

		12

		TBD

		Expectation for this figure to increase



		% successful evidence led prosecutions

		75%

		TBD

		Expectation for this figure to increase as a result of BWV footage/evidence available







Table 6: Anticipated reduction in officer abstractions to complete court related processes

Further detail will be established re: #fewer court days; #Processing hours in CJ; #Prep time for files




3.4	Future cost avoidance

Recent legislative changes to PACE places an obligation on all Police Forces to record every interview conducted by officers, irrespective of location. The timescales for implementation are as yet not defined, but HO guidance states:

“Work is also continuing with a view to enable portable audio recording equipment such as body worn video, to be issued to and used by individual officers to conduct and record interviews. However, further considerable work remains in order to prescribe the specific safeguards and specifications around propriety, confidentiality and access to information that are needed before it can be used to record formal interviews, in particular, those that take place outside a police station”



It is anticipated that the investment in AXON devices will meet the technical and legislative criteria required by the Home Office to conduct audio and visual interviews with suspects in accordance with the most recent amendments to PACE. However, there are technical storage and retrieval issues to resolve in advance of this technology achieving the appropriate ratification for such purposes.



The introduction of AXON devices supports the likelihood of significant cost avoidance in relation to audio/visual recording of interviews conducted outside of custody suites. 



It is not possible to quantify the scale of any savings at this point as the legislative direction and timescales for the adoption of approved devices for video-recording of interviews have not yet been aligned.



3.5 	Qualitative benefits

The introduction of 2200 AXON BWV units across the force area is expected to deliver a number of qualitative benefits to both Organisation and the wider public. These can be broadly summarised as follows:

· Benefits to victims : in situations where BWV footage assists in prosecution of offences

· Officer safety : in situations where potential offenders are dissuaded from engaging in violent behaviour towards officers due to the likelihood of evidential capture

· Engagement and Legitimacy : where evidence can be shared with partnership agencies in demonstrating of both positive and negative police engagements with the public

· Community confidence and transparency : in evidencing that Essex Police Officers behave appropriately in the execution of their roles, whilst having their actions recorded on body worn devices

· Training and insight : to assist officer development through the reviewing of incidents and identification of best practice and training needs 

· Empowering officers : in facilitating the distribution of evidence gathering equipment that serves to record them doing the right thing for the right reasons, providing irrefutable evidence against malicious complaints or questions surrounding their execution of their duties 

· Restorative justice and offender management : early disclosure of BWV footage resulting in compliance and early recognition of guilt, which could reduce custody time and potentially reduced custodial implications. 








4.0 	Role of EP Estates Department 

4.1	Core implementation functions

The EP Estates department will coordinate both power and data cable installation via external contractors. 



The EP Estates department will undertake surveys in conjunction with key stakeholders from IT and Strategic Change to confirm BWV installation location at each site.



The EP Estates department will generate method statements in support of the procurement and contracting processes.



The EP Estates department, in conjunction with key stakeholders from IT and Strategic Change will undertake risk assessments at each site and engage specialist advisors in order to progress installation as appropriate.



The EP Estates department will oversee all site works and contracted activity in support of project delivery.



The EP Head of Estates will oversee the estates element of this plan. In addition, the department has committed the following resources to support phase 1 implementation: 1x Head of Estate Technical Services (estates lead); 2x permanent project managers (thematic leads); 1x temporary project manager. 





4.2        Core activity (25/06/18 to date)



i) Initial site visits have already been carried out with key stakeholders to agree most suitable locations for docking stations. A second full survey visit is planned for each location to survey specific power requirements and obtain sufficient information to generate technical drawings which then form part of the client specification. This work commenced on 02/07/18 and will be completed on a rolling basis for all phase 1 sites by 27/07/18.

 

ii) Asbestos surveys will required at all locations. RSK asbestos contractors have been engaged to o take samples, test and write a report for each site. This process will take a minimum of 2 weeks in total. If any asbestos is found, remedial works will need to be carried out on a site by site basis. This element could take up to 4 weeks for one site.



iii) The generation of technical drawings will commence as soon as each site has been surveyed on a rolling basis and in order for works to commence 18/07/18. 










4.3	BWV implementation impacts (estates)



The following Estate work streams will be subject of a maximum delay of 16 weeks:



i) Detailed design & client brief for Chelmsford police station



ii) Modular data centre (commit date 01/09) with pre-works about to commence - linked heavily to FIM (fast track infrastructure modernisation) project and multiple associated strands



iii) PAC remediation project - continued security risks to PAC failures 



iv) HQ feasibility impact due to staff re-focus in support of Judy Owens



v) Sandon / Burnham / Laindon RPU / feasibility studies linked to disposals



vi) Laindon CEL phase 2 planning 



vii) Stansted Border Force Custody area – minor impact on operations



viii) Capitalised maintenance (back log) programme





4.4	On-going estate department delivery



The following Estates work streams remain unaffected by BWV roll out:



i) HQ Car Park pre-works

ii) Custody & Ligature

iii) HQ roof replacement L, J, K

iv) Works at Stevenage (multiple)

v) Grays & Southend lift replacements

vi) FCR air chiller replacement

vii) On-going asbestos removal work


5.0 	Role of EP IT Department 



5.1  	Core implementation functions 



The EP IT department will coordinate the delivery, configuration and issue of all BWV kit to key stakeholders as necessary

The EP IT department (Field Operations) will coordinate initial IT installation requirements 

The EP IT department will liaise with BT in order to secure network capacity uplift in advance of go-live 



The EP IT department will work with uploaded data on a post implementation basis to create a data profile to assist in informing the up-scaling of bandwidth requirements, so as to ensure that the network has sufficient capacity to create a dedicated BWV link 



The EP Head of IT will oversee the IT element of this plan. In addition, the department has committed the following resources to support phase 1 implementation: 1x Deputy Head of IT (Networks Lead); Network Manager; Network Technical Architect; Field Operations (x6); 1 x Infrastructure Project Manager; Network Security Designer;



The EP IT department will deploy sufficient staff to configure docks and cameras pre-issue/install and coordinate asset management of the equipment once configured. IT Field Ops, supported by SCT Project Team will coordinate the allocation of devices to staff.



5.2  	Core activity (25/06/18 to date)



i) Initial site visits have already been carried out with key stakeholders to agree most suitable locations for docking stations. A second full survey visit is planned for each location to survey specific power requirements and obtain sufficient information to support estates technical drawings which then form part of the client specification. This work commenced on 02/07/18 and will be completed on a rolling basis for all phase 1 sites by 27/07/18.



ii) Strategic engagement with BT has already commenced re: network capacity and uplift with procurement engagement process underway 10/07/18



iii) Strategic engagement with firewall supplier to occur on 12/07/18 to resolve capacity issues. Specifications will be confirmed 16/07/18.



iv) Network Architecture has been designed 








5.3 	BWV implementation impacts (IT)	

The following IT work streams will be subject to a maximum of 12 weeks delay:



i) Modular data centre (commit date 01/09) with pre-works about to commence - linked heavily to FIM (Fast track Infrastructure Modernisation) project and multiple associated strands 



ii) ECFRS : network implications for enhanced collaboration



iii) Any element of the wider IT programme that requires specialised network input



iv) Windows 10 roll out programme



v) Desktop and laptop replacement programme








6.0 	Other departments involved in this plan



6.1	Role of Procurement



The Procurement department has agreed to support the process of un-vetted contractors (subject to chaperones being provided) 



The Procurement department has agreed to support the project team in facilitating the necessary procurement of works required to deliver phase 1 by 30/09/18



The Procurement team has already engaged with Estates team in order to define the most appropriate ways in which both existing and new contractors may be employed to deliver the agreed works according to the determined schedule. 





6.2 	Role of Strategic Change Team 



SCT will provide a qualified project manager to coordinate the installation plan and report on progress to the BWV Board



SCT will provide up to 2 project managers to support the implementation plan as required



SCT will provide an additional 2 members of staff to generate accurate staffing/ booking off profiles in support of docking station installation and network requirement assumptions. 



SCT staff will be made available to perform the role of chaperone for un-vetted staff. Availability will be guaranteed until the satisfactory delivery of the roll out plan.



SCT staff will support the allocation processes associated with the roll-out of personal issue BWV devices to staff. 



SCT staff will coordinate and assist Mobile First Ambassadors in floor walking, trouble shooting and support to officers in the immediate days post go-live at sites on a rolling basis.




7.0 	Communication



1. Communications will be owned by the Communications Department. The Essex Implementation team will assist the Communications Department with information and details in support of the articles to be published articles. 



2. An Essex intranet article will be published in advance of commencement of installation to notify officers and staff of the programme of works being undertaken in stations across the county. This article will contain high level timelines as to the programme’s BWV installation sequence by site. 

 

The article will contain links to training and policy documents in relation to BWV in advance of initial go-live. Proposed date w/c 23rd July 2018.



3. Communications department will coordinate the creation and management of a website from which briefing documents, user guides, training and technical assistance can be provided.



4. Other communications as necessary according to timeline and subject to board approval. 








8.0	BWV User Policy Amendments 



The following changes will be applied to the proposed BWV usage policy (Essex) following key stakeholder consultation:

· Cameras will be configured with a 30-second video pre-event recording 

· It is a mandatory requirement for officers to activate their BWV cameras in the case of pre-planned operations;

· It is a mandatory requirement for officers to activate their BWV cameras when exercising a policing power in dynamic situations, whenever operationally practicable and safe to do so;

· Officer are required to record any event or encounter that may be of evidential value or provide transparency to policing activity, provided it is lawful, appropriate, operationally practicable and safe to do so in the circumstances:



· For example, officers will activate their BWV when:

· exercising any policing power

· in any use of force situations

· when conducting stop and search / account

· when making an arrest

· when attending domestic incidents;



· If an officer is unable to activate record mode in any of the above encounters, or it is not deemed  appropriate in the circumstances, the rationale for such must be documented in a pocket notebook or other record of the incident;



· Supervisors will review the frequency of BWV use for officers as appropriate and necessary and their compliance. In the event of repeated failures to activate BWV without justification, development and appropriate supervisory action will be taken and PDR entries may be considered.



· The retention of BWV footage will apply to the evidential storage requirements as detailed under the following MOPI categories



· Evidential – 7 years

· MOPI Major Crime – 100 years

· Pending Review – For a corrupt file



BWV footage not captured by the requirements of the above MOPI categories will be automatically deleted;









It is proposed that the following are considered for agreement in principle and a form of words for entry in the policy to be provided in advance of the next board:

· LPT/CPT Officers will be personally issued with an AXON BWV device. 

· Any officer using a BWV device will be responsible for the safety and security of their device whilst it is in their possession, whether personally issued or a pool device.

· Any loss of a device whilst on duty shall be reported in a manner similar to the loss of a warrant card, mobile phone or other piece of policing equipment in accordance with Policy **

· Devices must be left in the docking station at the end of duty for charging and upload purposes. Officers will be responsible for ensuring that the device is installed at the designated docking station at the completion of each tour of duty

· Handling guidance for officers will be presented in a CPD training package, Intranet PowerPoint presentation and summary document (aid memoir)  

· Officers should not use personal mobile phones for video recording of policing activity. (Bluetooth policy W1020 and P01 Personal asset policy)

· Information around retention of the audit trail for deleted footage including metadata for the footage



Work is at an advanced stage to address the relevant amendments to policies covering the use of BWV in firearms incidents and others requiring Post Incident Procedures. The new policies will cover:



· PIP/PIM processes will be defined (post Incident Procedure/Post Incident Manager). 

· The use of ‘hot docks’ to be situated in all custody suites to facilitate urgent uploads of BWV footage for both firearms and standard issue cameras (x1 each)  



The above recommendations are made in order to address the need for full business reassurance from Information Security, with the understanding that pending approval, the implementation of BWV at sites across Essex in line with Phase 1 can continue as per the attached timelines and sequence. By default and as necessary, Policy A900 applies until replaced with an updated policy. 




Appendix A	Key Stakeholders & Consultees

Patrick Duffy		Head of Estates

Lydia Purser		Estates

Dan Segeth 		Estates

Dan Hudson		Estates



Jules Donald		Head of IT (Essex & Kent)

Brian Jaggs		Deputy Head IT

Terry Warby 		IT Field Ops

Lloyd Goddard 		IT Networks

Ryan Gillard		IT Networks



Glen Caton		Head of CJU

Katie Severn		CJU



ACC N Downing		SCD

Andy Marbrow		DFU



Cheryl Gilbert 		Information Security



Jo Vasiliou		Strategic Change Team

John Curtin		Strategic Change Team

Insp Pete Chivers 	Strategic Change Team

DC Nikki Osborne	Strategic Change Team



PS Steve Taylor		Chair of Essex Police Federation

ACC Prophet			Operational Policing Lead

C/Supt A Mariner	Operational Policing	



Insp James Ellis		MetPol AXON BWV lead



	

	

Appendix B	Indicative timeline (est.) for cabling and hardware by site
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Appendix C	Indicative timeline (est.) for project support milestones to BWV implementation
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