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1.0 Purpose of Report

This paper provides an overview of the final grades for the 13th cycle of the Balanced Scorecard.  This paper will also provide the rationale for the Force-level grades, as determined in the Performance Board on Monday 15 April 2019.

2.0 Recommendations

There are no recommendations.  This report is for the board to note.

3.0 Executive Summary

There were three changes since cycle 12 of the Balanced Scorecard (BSC) process: one improvement; two deteriorations.
· Digital Crime improved to Good from Requires Improvement
· Serious and Organised Crime deteriorated to Requires Improvement from Good
· Innovation deteriorated to Good from Outstanding.

No areas are now at Outstanding (since Innovation was downgraded).
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Seven areas are currently graded at Good.  Eight areas are graded at Requires Improvement.

This was the last cycle of the BSC in its current iteration.  Essex Police will continue to use the BSC as its strategic performance management framework, but a new “Rebalanced Scorecard” will take effect in the next cycle.  More detail as to this “Rebalanced Scorecard” can be found at 9.0.

4.0	Introduction/Background 

Essex Police use the “Balanced Scorecard” (BSC) strategic performance management framework to self-assess its performance, and will continue to use this framework in the future.  Essex Police also use the grading names employed by Her Majesty's Inspectorate of Constabulary and Fire & Rescue Services (HMICFRS) in its assessments; the grades are ‘Outstanding’, ‘Good’, ‘Requires Improvement’, and ‘Inadequate’.  Where possible, Essex Police benchmark its performance against other forces in its Most Similar Group (MSG) of forces and national targets; this enables Essex Police to derive minimum standards (and consequently assess what is ‘Good’).

The BSC process is conducted on a quarterly basis.  Individual commands first grade themselves, and provide quantitative and qualitative evidence in support of their self-assessment.  These grades are then reviewed by the relevant Assistant Chief Constable/Director at Oversight Boards.  Force-level grades are agreed at the Performance Board, which is chaired by the Deputy Chief Constable.

5.0	Current Work and Performance

The below table details the final gradings at command and force-level:
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The “Tube Maps” showing the final force gradings can be found in the appendices of this report.

The rationale for these grades is provided in the following tables:
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6.0	Implications (Issues)

The Balanced Scorecard (BSC) is used to identify and address command and force-level performance issues; the focus is on the areas that are graded at “Requires Improvement”.  Many force-wide issues that are discussed at the Performance Board form the basis of “deep dives” at the subsequent Essex Synergy and Performance Meeting (Synergy).

6.1	Links to Police and Crime Plan Priorities

Both the former and “Rebalanced” BSC processes incorporate all of the seven priorities within the PFCC’s Police and Crime Plan.  The Force therefore takes into account these priorities as part of the Balanced Scorecard process.


6.2	Demand

The Balanced Scorecard ensures that demand is managed appropriately by identifying both good practice and areas of concern at a strategic level.

6.3	Risks/Mitigation

Risk is discussed as part of the Balanced Scorecard (BSC) process.  BSC meetings are also attended by staff from Continuous Improvement, who ensure that the Force Risk Register is updated with any new risks (or with the action that is being taken to mitigate existing risks).  

As part of the new “Rebalanced Scorecard” (see 9.0 below), risks with a score over 75 (namely those with a probable or almost certain likelihood, with a catastrophic impact) constitute Redline Measures at both Force and Command-level.

6.4	Equality and/or Human Rights Implications 

No equality or human rights implications were identified in the process of writing this report.

6.5	Health and Safety Implications 

No health and safety implications were identified in the process of writing this report.

7.0	Consultation/Engagement

All commands involved in the Balanced Scorecard process were consulted in the last cycle, particularly with the identification of “Redline Measures” and the data required to support the effective completion of the Balanced Scorecard returns.

The Performance Analysis Unit (PAU) are currently working with commands to identify evidence-based metrics for every command, and for every area within the new “Rebalanced Scorecard” (discussed at 9.0).

8.0	Actions for Improvement

The Balanced Scorecard identifies good practice, but also areas for improvement.  Areas graded at “Requires Improvement” or below become the focus for the Chief Constable’s Essex Synergy and Performance meeting.  With regards the future of the BSC process, see section 9.0 below.

9.0	Future Work/Development and Expected Outcome

It was recognised that the Balanced Scorecard (BSC) process, as it had been conducted in Essex Police until this cycle, had too many priorities.  It was also skewed toward operational priorities, did not give a holistic view of the business, and relied too heavily on qualitative information.  Chief Officers consequently agreed to continue to use the BSC as the Force’s strategic performance management framework, but in a rebalanced format.  This “Rebalanced Scorecard” comprises four areas:
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This new Rebalanced Scorecard will be:
· Broader, in order to provide a more holistic view of Essex Police’s performance
· Shorter than the current BSC process (four areas rather than the current 15) 
· Supported by more streamlined data, including new Redline Measures, and evidence-based Key Performance Indicators (KPIs)
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Appendix 1: Force-Level Balanced Scorecard Gradings “Tube Map”

[image: ]

Appendix 2: Force Additional Priorities Balanced Scorecard Gradings “Tube Map”
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Area Cycle 12 

Grading

Cycle 13 

Grading

Redline Measure

(Feb 2019 Data)

Rationale

Keeping People Safe RI RI RI No improvement has been made, and there has been some deterioration, since the last 

cycle of the BSC process.  None of the three Redline Measures are currently being met.  As 

such, a grade of Good could not be justified, in spite of the fact that every command graded 

themselves as Good.



High Harm Offence volumes per 1,000 population remain above the MSG average, due to 

levels of Burglary Dwelling offences (in spite of the fact that there was a reduction in 

Burglary Dwelling in all three LPAs).  While it was acknowledged that Essex is better than the 

MSG average for the volume of VWI and Other Sexual Offences per 1,000 population, and is 

the same as the MSG average for Rape, the trend for all High Harm offence categories is 

rising (with the exception of Burglary Dwelling).



High Harm Solved also remains below the MSG average, with the exception of Robbery of 

Personal Property (although the solved rate trend for this offence category is slightly 

deteriorating).  Both Rape and Other Sexual Offences are additionally moving further away 

(deteriorating) compared to the MSG average.



Emergency Response Times remain below the 80% target; current performance is at 73.6% 

(6.4% points below the target), and has been continually deteriorating since July 2018, 

when this Redline Measure was introduced.  In July 2018, Essex were 1.0% point lower 

compared to their performance the previous year; Essex is now (as of February 2019) 3.8% 

points lower compared to their performance the previous year.

Child Abuse & Sexual 

Exploitation

RI RI - The rationale for the grading of RI in Cycle 12 was given due to the fact that the Force does 

not have a dedicated CSE resource.  This remains the case, so the grading of RI was agreed 

for this cycle also.  It was pointed out that the resourcing issue for CSE has also worsened 

since the last Cycle; SCD remarked that there are furthermore capacity issues with regards 

supporting digital forensic work.  The LPA gradings of Good were based on their outreach 

work, and their activity with regards vulnerable groups; their Good gradings are therefore 

justified, even though the Force remains at RI.

Domestic Abuse RI RI - There are no Redline Measures for this priority area, and the increase in crime will partly be 

a result of better Crime Data Accuracy (CDA) and changes in the Home Office Counting Rules 

(HOCR) for Stalking & Harassment.



It was acknowledged that the number of solved has risen overall (and in every risk category 

other than Medium), that the means by which we manage our victim appointments has 

improved, and that the use of body-worn video has increased.  However, these 

improvements have not yet had a consistent impact on the repeat victim or repeat 

perpetrator rate.   It was also acknowledged that the volume of DA investigations within 

Essex Police is also a massive challenge.  Whilst there are positive signs, therefore, these do 

not justify a grading of Good; all three LPAs graded themselves as RI.  RI was therefore 

agreed until the repeat victim and repeat offender rate has fallen, and there has been an 

increase in the arrest rate.
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Area Cycle 12 

Grading

Cycle 13 

Grading

Redline Measure

(Feb 2019 Data)

Rationale

Gangs RI RI - All three LPAs graded themselves as Good due to the levels of activity that they are 

undertaking.  SCD, however, who are the Force lead, graded themselves as RI due to the fact 

that they are still developing the coordination for activity against Gangs through the various 

boards; analytical work is still being undertaken on the gangs identified; there are 

furthermore intelligence gaps in terms of people exiting gangs.  Although the LPA gradings of 

Good stand, SCD's view was given primacy and RI was agreed at Force level.

Dwelling Burglary Good Good RI The Force grade for Burglary was subject to a great deal of discussion.  It was acknowledged 

that while there have been reductions in the volumes of offences in all three LPAs, Essex is 

above the MSG average for offences per 1,000 population.  The solved rate, which is below 

the MSG average, has also been slightly declining month-on-month since December 2018, 

both in its overall rate and in comparison to the MSG average.  This would consequently 

suggest an RI grading was appropriate.



With regards the solved rate, it was acknowledged that there had been fewer conspiracies 

investigations and large-scale operations that would ultimately lead to larger volumes of 

solved offences in the past 12 months; this has been due to the pressures that have been 

put on CID, and the fact that there is no infrastructure or capacity for prison visits to yield 

TICs.  It was also noted that at the last Performance Board it was stated that the Force would 

move to RI if the solved rate did not improve.



However, compared to the last Performance Board, Essex has moved from an 8.7% year-on-

year decrease in offences (December 2018 data) to 11.3% (February 2019 data).  

Furthermore, the difference in terms of offence volumes between Essex and our MSG is 

reducing.  While the opposite is true of the solved rate, Essex moved from 273 fewer solved 

year-on-year in the last Performance Board (December 2018 data) to 200 fewer in this Board 

(February 2019 data); this would indicate that the numbers of solved in the 12 months to 

December 2017 and February 2018 were artificially high due to a large number of conspiracy 

investigations and TICs gained during this period.  This makes comparisons difficult.  Due to 

these two reasons, therefore, a Force grade of Good was agreed.

Repeat High Harm ASB Good Good - Every LPA (who are the only commands to grade themselves in this area) graded themselves 

as Good.  The LPAs cited continual decreases in the volume of incidents in their returns, as 

well as a great deal of qualitative action they had undertaken.  Better Crime Data Accuracy 

(CDA), which ensures crimes are being properly recorded (and is therefore also likely to be a 

contributory factor in reducing the number of ASB incidents), was discussed, as was the fact 

that Essex are confident that ASB is still being reported to the police.  A grading of Good was 

therefore considered to be justified.

Violence With Injury RI RI RI The three LPAs graded themselves as RI; OPC and SCD graded themselves as Good.  While 

Essex is below (and better than) the MSG for offences per 1,000 population, it is moving 

closer (deteriorating) toward this average.  There were furthermore 8.0% (246) fewer solved 

for the 12 months to February 2019 compared to the 12 months to February 2018.  The 

solved rate is now 0.8% points below the MSG average (it has been deteriorating/moving 

away from the MSG average since October 2018).



It was acknowledged that there are some pockets of movement in the solved numbers 

(especially for DA).  However, it was also recognised that our grip of knife crime is not 

established; neither is our control over the rate of the increase in VWI offences.  Therefore a 

grading of RI was agreed.

Counter Terrorism and 

Domestic Extremism

Good Good - All LPAs graded themselves as Good; OPC graded themselves as Outstanding due to the 

proactive work they are doing, the efforts they are making at Stansted, and the fact that 

Essex procedures have been cited as national best practice.



In spite of the fact that there are no quantitative measures for this area on the Balanced 

Scorecard, the work being conducted by the LPAs with Independent Advisory Groups, 

schools and vulnerable communities was cited.  A grading of Good was consequently 

considered to be justified at force-level.

Serious and Organised 

Crime

Good RI - SCD are the only command to grade themselves in this area; their grade was RI.  This RI 

grade was given due to the fact the volumes of OCG disruptions being conducted by the 

Force are still lower than expected.  Although Essex are waiting for Q4 performance figures 

for disruptions compared to the region, the volume is known to be lower than planned 

against mapped and scored OCGs.  It was also acknowledged by SCD that cash seizures are 

not at the volumes they would like, and that our proactive capacity has been stretched.  

SCD stated that when their three OCG Coordinators (one in each LPA) are in post and the 

disruption work is in place, a grading of Good may then be justified.  Until then, a grading of 

RI was agreed at Force-level.
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Grading

Cycle 13 
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Redline Measure

(Feb 2019 Data)

Rationale

Modern Day Slavery and 

Human Trafficking

RI RI - SCD are the only command to grade themselves in this area; their grade was RI.  Following 

the SCD review, it was acknowledged that a Modern Slavery Investigation Team was 

required; this team has now been established, but the posts have not yet been filled.  This 

team will take Essex in the right direction, but a grading of Good cannot be justified until 

they are established.

Digital Crime RI Good - SCD are the only command to grade themselves in this area; their grade was Good.  This 

increase in grading to Good is due the fact that SCD now have capability (other than DFU 

backlogs) due to having new people in post; they also now have the ability to look at 

Comms Datasets.  Compared therefore to their position a year ago, and to other forces, a 

grading of Good can now be justified.  This grading was consequently also agreed at force-

level.

Innovation Outstanding Good - Prior to the Performance Board, four commands had graded themselves as Good; four 

commands had graded themselves as Outstanding.  However, by virtue of the fact that that 

the Balanced Scorecard return content provided by SCD detailed the same evidence as it did 

for Digital, SCD changed their grade during the meeting from Outstanding to Good.



The breadth of the work being conducted by all commands was discussed.  Reference was 

made to North LPA and their engagement with the barracks in Colchester, as well as their 

marginal gains work and the pilot whereby Detective Sergeants have been given linking 

rights on Athena.  CJ was also discussed, specifically initiatives such as the digitalisation of 

remand work, the Race Disparity Audit, and the upgrading of Detention Officers in order 

that they can be both detention and transport officers.  Although there were a number of 

examples of Good work, the majority of commands had graded themselves as Good rather 

than Outstanding, so the consensus was that the Force should also be graded at Good; this 

is a deterioration compared to the previous three cycles, where Innovation was graded at 

Outstanding.

Efficient  Good Good - As all commands had graded themselves as Good in this area, that there was evidence of 

them identifying non-cashable savings, and the fact that the Force over-delivered last year, 

a grading of Good was agreed at force-level.

Community Focused RI RI RI Essex is not currently meeting its Redline Measure of being above the MSG average for 

confidence in local policing (Crime Survey of England and Wales); Essex is eighth in its MSG 

and 9.5% points below the MSG average.  It was acknowledged that Force performance has 

been consistent with regards the results of its own survey, but there has not been a 

consistent improvement.  



In spite of the quality and levels of work being evidenced by the LPAs (who all graded 

themselves as Good), the Force could not justify a grading of Good, and RI was agreed; this 

grade does not reflect a lack of effort on the part of the commands.  In order to get to Good, 

the Force would need to evidence a consistent improvement in its survey results; this is to 

be achieved via a more coordinated approach (it was also acknowledged that OPC could 

further promote confidence through the LPAs).

Our People Good Good - All commands graded themselves at Good or above (West LPA and OPC graded themselves 

as being Outstanding).  SSD noted that PDR completion rates were improving, and that the 

Force was recruiting more.   Attention was also drawn to the range of activity being 

conducted by West LPA.  The consensus, therefore, was that the Force should be graded at 

Good.
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13th Cycle

North LPA South LPA West LPA PPU CJ OPC SSD SCD

Performance 

Board

Final Grades

Force Redline 

(Recommended 

Grade) February 

2019

Keeping People Safe Good Good Good Good Good Good Good Good RI RI

Our Priorities Child Abuse & Sexual Exploitation Good Good Good RI N/A N/A N/A RI RI N/A

Domestic Abuse RI RI RI Good N/A N/A N/A N/A RI N/A

Gangs Good Good Good N/A N/A N/A N/A RI RI N/A

Dwelling Burglary Good RI Good N/A N/A N/A N/A N/A Good RI

Repeat High Harm ASB Good Good Good N/A N/A N/A N/A N/A Good N/A

Violence With Injury RI RI RI N/A N/A Good N/A Good RI RI

Counter Terrorism and Domestic Extremism Good Good Good N/A N/A Outstanding N/A N/A Good N/A

Serious and Organised Crime N/A N/A N/A N/A N/A N/A N/A RI RI N/A

Modern Day Slavery and Human Trafficking N/A N/A N/A N/A N/A N/A N/A RI RI N/A

Digital Crime N/A N/A N/A N/A N/A N/A N/A Good Good N/A

Innovation Outstanding Good Good Good Outstanding Outstanding Good Good Good N/A

Efficient  Good Good Good Good Good Good Good Good Good N/A

Community Focused Good Good Good RI Good Outstanding Good Good RI RI

Our People Good Good Outstanding Good Good Outstanding Good Good Good N/A


