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Report to: Police Authority

Agenda: 1
Date: 12 June 2012

Subject: Report from the Strategy Group on the

Strategic Plan and Presentation of the

Medium Term Financial Plan

Sponsor: Chief Executive

For:

Discussion and Decision

d

1.

Purpose of paper

1.1 The purpose of this paper is to seek approval for:

a) The revised Strategic Plan 12/13

BTPA

British Transport Police
Authority

The Forum

5th Floor North
74-80 Camden Street
London NW1OEG

T: 020 7383 0259

F: 020 7383 2655

E: general.enquiries
@btpa.police.uk

www.btpa.police.uk

b) The development of a new Strategic Plan 13/14 with a

longer horizon

c) The Medium Term Financial Plan (MTFP)

1.2 This paper refers to the minutes of the Strategy Group which

are available to members and BTP and which will be published

on the Authority website when formally approved by the

Strategy Group.

. The Revised Strategic Plan 12/13

2.1 The revised Strategic Plan 12/13 is at Annex A

a) The plan has been revised with respect to the simplifying

the language and spelling out the actions BTP will

undertake to deliver the strategic objectives. Chief

Superintendent Brogden and Mr Furness will brief the

Authority on the metrics the Force will use to show

progress with respect to the strategic objectives.
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3. The Development of a New Strategic Plan for 13/14 with a

longer horizon

3.1

3.2

3.3

3.4

It was noted that there were significant challenges for the Force
over the life of the proposed strategic plan, including the
exponential growth of the railways, the increasing fragility of
safety and security and the economic climate. The status quo
was untenable if these factors were to be addressed. A more

fundamental review of BTP’s approach is therefore required.

The strategy group were of the view that a future strategic plan
should clearly address where BTP wanted to be at the end of
the period and how it intended to get there. Metrics were
important in demonstrating progress in achieving objectives but

aspiration was the key and this would drive the process.

To deliver the above it was important that there was clarity and
understanding of the key priorities for BTP over the course of
the plan, including how these could be reached and quantified.
The plan needed to be ambitious and demonstrate courage to
make a step change in the priority areas to address the
economic and policing issues. To achieve this it was suggested
that a small joint workshop be arranged with Members and
practitioners from BTPA and BTP. The workshop should focus
on how BTP could fundamentally change the parameters of its
business to be in the best position to meet the challenges,
whilst delivering value for money and service excellence. The
rationale of using unit cost reduction to drive the strategic plan
was suggested for discussion at the workshop as this would

mean having to work differently.

BTP were supportive of the workshop suggestion and accepted
the comments with respect to the plan. This broader rework of
the strategic plan and workshop was seen as an opportunity to

engage the workforce and do things differently. The intention

Not protectively marked
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3.6
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was to position BTP so that the industry would choose them as
their supplier/partner if there was not a statutory remit. This
would be achieved by the providing value for money and

quality service.

In providing the new plan the Authority and the Force should
aim to generate confidence in Stakeholders with respect to the
depth of thought and focus that was being applied to the
output. They should also ensure coherence between the
strategic plan, the MTFP and the policing plan through a

narrative that links these three plans.

The Authority should review the new strategic plan at the

September meeting.

4. The Medium Term Financial Plan

4.1

4.2

The Railways and Transport Safety Act 2003 schedule 4 Part 3
Money and Property, at section 20 requires the Authority to
make an estimate of the likely ratio of customers contributions

in accordance with section 33(4)(b)

a) before and in relation to each consecutive period of five

financial years, and

b) at such other times and in relation to such other periods

as the Authority things appropriate.

Through the new format PSA the Authority is able to allocate
charges to Network Rail and Train Operating Companies on a
common basis. It is therefore possible to meet the above
requirement with appropriate caveats. Network Rail and Train
Operating companies have been provided with the information
that allows them to project the proportion of the PSA Charge to
which they might be liable. To project the amount that their
proportion of the charge might be, requires the Authority to
forecast what the PSA charge might be, hence the MTFP.
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Since last being presented to the Authority, the MTFP has been
revised by the Strategy Group in the light of advice from the
head of Finance BTP, who has confirmed that the Force could
manage within the profile presented. Two scenarios were
presented and the judgement of the group was that the
requirement would fall within the range banded by the
scenarios. The upper band was with police and police staff pay
being held at 1% increase and non staff expenditure being
uplifted by the increase in RPI for years 13/14 and 14/15. Pay
and non staff costs would be contained within an increase
based on RPI for 15/16. The MTFP was therefore.

12/13

£000

13/14

£000

14/15

£000

15/16

£000

199,969

202,126

205,692

212,829

4.4 The above MTFP continues to deliver a real reduction in the

4.5

4.6

cost of policing the railways. The group favoured the cost per
passenger kilometre as the measure to demonstrate this
reduction as it was less volatile than the cost per £ of passenger
revenue. It was anticipated that a 30% reduction from 0.384p/
passenger kilometre to 0.278p / passenger kilometre could be

achieved.

Using the proposed MTFP the next stage would be to set it in
context of what has been achieved based on Annex B. The key
point was that the MTFP represented a projection based on a
number of assumptions which are subject to change. The
narrative supporting the MTFP based on Annex B would be

circulated out of Committee for comment.

It was not considered appropriate to project the financial plan

beyond 15/16 in the light of economic uncertainty.
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5. Recommendations
5.1 The Authority is asked to agree:
a) The revised strategic plan 12/13
b) The development of the strategic plan for 13/14

c) The MTFP with a narrative to be agreed out of

Committee.

Annexes
A. Strategic Plan

B. Context for MTFP
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‘ British Transport Police

Minutes Authority
Strategy GrOUp The Forum
5th Floor North
74-80 Camden Street
Date: Thursday 19 April 2012, 10.00am London NW1 0EG
Venue: The Forum, 74-80 Camden Street, London T: 020 7383 0259
F: 020 7383 2655
E: general.enquiries
Present: @btpa.police.uk
Millie Banerjee (Chairman) www.btpa.police.uk
Anton Valk
Apologies:

Patrick Butcher
Jeroen Weimar

In attendance:
Paul Crowther, Deputy Chief Constable
Paul Brogden, Chief Superintendent Command Support
Simon Hart, Head of Finance
Michael Furness, Acting Head of Strategic Development

Andrew Figgures, Chief Executive

Liz Pike, Authority Finance Director
Samantha Elvy, Performance Review Manager
Lucy Barrick, Business Manager & Minutes

Observing:
Len Jackson

08/2012 Welcome and Apologies

Agenda ltem 1

1. The Chairman welcomed Mr Jackson to the meeting in his capacity as
an observer. Mr Jackson would be joining the Authority as a Member
from 1 May 2012 and would sit on the Strategy Group. Mr Jackson
introduced himself to the Group and gave a précis of his background.

2. Apologies had been received from Mr Weimar and Mr Butcher.

09/2012 Minutes of Meeting 29 February 2012
Agenda ltems 2
3. The minutes were approved as an accurate record.

10/2012 Matters Arising

Agenda ltem 3

4. All actions had been discharged or were due for completion at a later
date.

PROTECT - COMMERCIAL
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11/2012 Strategic Plan 2012-15

Agenda ltem 4

5. It was noted that there were significant challenges for the Force over
the life of the Strategic Plan, including the exponential growth of the
railways, the increasing fragility of safety and security and the shortage of
money faced on a global scale. To address thee factors the status quo
was untenable and a more fundamental review of BTP’s approach
required.

6. The Members did not feel that the Plan clearly stated where BTP
wanted to be at the end of the period or how it intended to get there.
Metrics were important in demonstrating how any objectives within the
Plan were being achieved but it was the aspiration that would drive the
processes and was the most important factor.

7. To deliver the above it was important that there was clarity and
understanding of the key priorities for BTP over the course of the Plan,
including how these could be reached and quantified. The Plan needed
to be ambitious and demonstrate courage to make a step change in the
priority areas to address the economic and policing issues. To achieve
this it was suggested that a small joint workshop be arranged with
Members and practitioners from BTPA and BTP. The workshop should
focus on how BTP could fundamentally change the parameters of its
business to be in the best position to meet the challenges, whilst
delivering value for money and service excellence. The rationale of using
unit cost reduction to drive the Strategic Plan was suggested for
discussion at the workshop as this would mean having to work differently.

8. BTP were supportive of the workshop suggestion and accepted the
comments with respect to the Plan. This broader rework of the Strategic
Plan and workshop was seen as an opportunity to engage the workforce
and do things differently. The intention was to position BTP so that the
industry would choose them as their supplier/partner if there was not a
statutory remit. This would be achieved by providing value for money
and a quality service.

9. It was noted that the work that had been done to the point of the
meeting remained relevant and would be used to help inform the final
document. Also, that the Plan should include some information with
respect to past achievements as well as areas of continuous improvement
and ambition.

10. To provide stakeholders with confidence in the process and outputs
the level of thought and focus that had gone into the planning process to
ensure a level of aggregation between the three key documents of

PROTECT - COMMERCIAL
Page 2 of 6





PROTECT - COMMERCIAL

Strategic Plan, Medium Term Financial Plan (MTFP) and Policing Plan
should be articulated to them.

1.

Agreed

11.1. A joint workshop to be arranged as soon as possible.

12/2012 Medium Term Financial Plan
Agenda Iltem 5

12. Since last being presented the MTFP had been reviewed with the
Head of Finance from BTP who had confirmed that whilst it
presented a significant challenge BTP could manage within the
numbers presented. The group was reminded that the MTFP was
required for a number of reasons including:

12.1.  To provide a financial planning assumption for BTP to
underpin strategic and operational planning over the period
2012/13 - 2015/16

12.2. To inform the rail industry of the projected cost of core
overground police services for the period

12.3. To demonstrate the contribution BTPA/BTP are making to
reduce the cost of running the railways.

12.4. To allow BTPA/BTP to provide data that is as accurate as
possible to the DfT data room to inform franchise bids

13. Two scenarios were presented to the Group. The scenarios differed

with respect to the non-staff costs inflator used; one scenario used
the mid-point RPI measure and the other a calculated inflator. The
calculated inflator approach was higher risk as it was more sensitive
to inaccuracies. The actual budget requirement was expected fall
within the range between the two scenarios which is demonstrated
on the below table:

12/13 13/14 14/15 15/16
£000 £000 £000 £000
BTP Budget Requirement -[199,969 | 202,126 |{205,692 | 212,829
RPI used as inflator for non
staff costs
BTP Budget Requirement -[199,969 |201,026 |203,792 (209,572
Calculated Inflator used for
non staff costs

14. Both scenarios continued to deliver a real terms reduction in the cost

of policing the railways.
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15.

16.

17.

18.

19.

20.

PROTECT - COMMERCIAL

The scenarios were presented as a reduction in cost per passenger
pound or cost per passenger kilometre (km) to reflect the McNulty
metrics. There was discussion as to which measure should be used
for presenting the MTFP to the stakeholders. The cost per passenger
kilometre was favoured as this was a less volatile measure. It was
anticipated that a 30% reduction from 0.384p in 2008/9 to 0.278p
by 2014/15 could be achieved but noted that this could be affected
by other factors such as an increase in passenger numbers. The use
of such a metric would also provide the industry with the opportunity
to do their own calculations. There was also vulnerability if the
industry decided to increase the 30% saving target, but there was no
indication of this happening at the time of the meeting.

The cost per passenger pound measure was more volatile and with
some fares unregulated there was a concern this could provide too
easy a target. There was the possibility that this could be used to
demonstrate that the cost of policing was decreasing compared to
the unit cost of the railways, but there remained concerns raised with
respect to correlation and causality.

It was noted that the MTFP must include a measure for freight
operators and appropriate narrative.

The next stage was to write the narrative that would be sent with the
MTFP. This would then need to go to the Authority ‘out of
committee’ for approval. The key point was that it must be clear the
MTFP represented a projection based on a number of assumptions
which were subject to change and as such the MTFP would be an
active document. Also, that the objective was to provide service
excellence whilst delivering value for money. To demonstrate this a
number of studies and accounts could be provided such as the:

18.1. TfL analysis of police numbers and reductions in crime

18.2. Increase in passenger numbers mapped to increase in
demand

18.3. Reduction in the cost of a police officer e.g. redirection of
resources to frontline

A strategy would also need to be considered in the event that the
30% reduction was not achieved.

It was important that the MTFP was published as soon as possible as
BTPA and BTP needed to provide figures for the DfT data room with
as a number of franchises were due to expire. In future it was agreed
that the MTFP and Strategy should be published together but it was
noted that this would be not be possible for the present Strategy and
MTFP.
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Agreed

21.1. The MTFP and the narrative to go to the Full Authority ‘out
of committee’ for approval as soon as possible.

21.2. The MTFP to include a measure for freight operators and
appropriate narrative.

21.3. The MTFP to include the range between the two scenarios.

21.4. The publication of the MTFP and Strategy to be
synchronised in the Annual Business cycle for 2012/13.

21.5. A paragraph on the Strategy work to be included in the
current MTFP to explain what is happening as the
documents cannot be published in partnership.

12/2012 TOC Crime Report Template
Non-Agenda

22.

23.

24.

25.

26.

The Group had been sent a copy of the template for the new ‘TOC
Crime Reports’ which had been developed as part of the report
rationalisation project. This provided a standard report which used
one data set and would be sent to all PSA holders every four weeks.
Network Rail Route Managers would also receive copies for their
areas. The document was provided BTP with a single information
source for stakeholder meetings and prevented the need to produce
a high number of bespoke reports.

In addition to the new reports a ‘Performance Portal’ would be
opening through which PSA holders would be able to see and
analyse data relating to their company.

The Group were encouraged by this approach, noting that it was
important to provide continuity in the information provided to allow
for trend analysis. It was suggested that the template be delivered
as a draft for the first few months to ensure that it provided the right
information and avoid any continuity issue from changing the
document. It was requested that the BTPA Performance Review
Team receive the data.

It was important to understand how the data in the reports related to
the data that fed into the charging model.

Agreed

26.1. The BTPA Performance Team to receive copies of the
reports.
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26.2. The Chief Executive to ensure that the correlation of the
report data with the charging model data was fully
understood.
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Annex A
Report from strategy group
Dated 12 June 2012

STRATEGIC PLAN 12/13

Our vision

To deliver a first class, specialist policing service for the railway and to be
recognised by our customers as providing excellent value for money.

Our mission

Our mission is to protect and serve the railway environment and its
community, keeping levels of disruption, crime and the fear of crime as low as
possible.

We will achieve this by:

Being responsive, flexible and creative in the way we work and in our
anticipation of the changing needs of our railway community

Reassuring passengers and staff by providing a highly visible, polite,
professional and helpful presence

Working with our partners to improve perceptions of safety and security

Developing professionalism among officers and staff giving them the
capability to deliver an effective and innovative policing service with a unity of
purpose

Stripping out bureaucracy to develop ways of working that are simple and ‘it
for purpose’

Working in closer partnership with our stakeholders to deliver value for money
and continuous improvement in productivity and performance

Our values:

Our activities and decisions will be based on, and guided by, these values:

Always doing what we say we will and striving for excellence and quality in
everything we do

Taking ownership of our customers’ needs and being accountable for
delivering an efficient and effective policing service

Acting with integrity at all times, to provide a quality service

Being a learning organisation, sharing knowledge, committed to continuous
professional development of our people

Annex - 1 -





e Treating one another with respect and taking pride in the significant
contributions that come from the diversity of individuals and ideas

e We will continue to ensure that good quality data is available to allow us to
evaluate progress against our Plan.

Objective 1 Protect passengers and staff from crime and anti-social behaviour

e Vigorously deal with violence and anti social behaviour on the railway network

e Protect the railway network from criminal gangs who commit serious and
violent offences

e Stamp out racist and other hate crime on the railway network

e Protect vulnerable people and focus on repeat victimisation

We will achieve this by:

¢ Clamping down on alcohol related disorder and violence
Focusing on identifying and arresting football supporters who are
aggressive and cause distress to passengers or staff

e Protecting vulnerable people on the railway and focussing on reducing
repeat victimisation

e Exploiting social media to gain intelligence, investigate crime and
communicate with passengers and staff

Objective 2 Reduce delay on the railway network

e Counter the terrorist threat to the railway
e Drive down delay to the railway network caused by crime
e Reduce delays associated with fatalities

e Work with partners to increase safety and reduce risk at level crossings

We will achieve this by:

e Conducting a root and branch review of bomb threat processes and
procedures

o Exploiting experiences from bomb threat analysis to improve our risk
management approach

Carrying out a fundamental review of fatality management procedures
Building on an expert evidence base to support effective decision making
Reducing metal theft and leading the national task force

Reducing trespass and damage

Changing driver behaviour at level crossings

Preventing suicides recognising vulnerable locations and people
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Objective 3 Provide customers with excellent value and operational delivery

e Be recognised as the best in the eyes of our customers, employees and

stakeholders

e Be recognised by our customers as providing excellent value for money

o Deliver system-wide solutions

o Drive down cost, reduce bureaucracy and improve performance

o Deliver cutting edge support functions to operational policing

¢ Recruit, empower and retain the best people at every level of the organisation

We will achieve this by:

Driving down cost and improving performance

Communicating effectively with stakeholders at every level

Maximising our frontline resource

Mapping resources and drivers of activity

Providing operator specific data to demonstrate the optimal use of
resources and effort to achieve outcomes

Constantly looking for opportunities to support the operation of the railway
Continuously improving through the delivery of the Futures Programme
Implementing a comprehensive corporate services transformation
programme

Developing a comprehensive people strategy

Transforming IT into an enabling, customer focused support function
Implementing a learning and development strategy to recruit and retain
the best people

Conducting end to end reviews of BTP’s criminal justice
processes and implementing opportunities for improvement
Empowering decision makers

Promoting a ‘right first time’ culture

Objective 4 Ensure passengers and staff feel safe when using the railway

e Ensure the railway network is safe and feels safe

e Optimise the deployment and visibility of uniformed staff

e Support our partners to provide safe, secure and reliable transport services to

those attending large scale public, sporting and cultural events

e Maximise the use of technology to deter and detect criminals

We will achieve this by:

Responding to incidents quickly and establishing early grip and control
Providing leadership and coordination to resolve incidents rapidly and
support the railway

Driving down crime across the rail network

Vigorously tackling violent, aggressive and racist behaviour

Making better use of social media to investigate crime, detect offenders
and communicate with passengers
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Maximising and marketing the use of CCTV

Managing safety on the network through effective contingency planning
Ensuring our people are deployed more in late evenings

Increasing train and station patrols

Promoting the safety of the system to passengers and other stakeholders
Working with partners to ensure that our operational policing plans
support their operations to provide safe, secure and reliable transport
services to those attending large scale events
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Annex B
Report from strategy group
Dated 12 June 2012

CONTEXT FOR MTFP 12/13

KEY POINT
The UK railways have become increasingly safer year on year.

FACTS:

Crime has reduced on the railways year on year for the last 6 years
Crime overall is down 26% since 2005-2006 and in the case of
robberies — is down 72%

There are 18,915 fewer crimes now than in 2005

Staff assaults are down by 19% across the UK network since 2005-06
(594 fewer victims)

The number of crimes per one million passenger journeys has reduced
from 25.2 in 2009-10 to 23.4 in 2011-12

Passenger perceptions of personal safety (on-train) highest level ever
risen from 72% in 2008 to 77% in 2011

KEY POINT
BTP have significantly reduced costs and are on track to deliver real term
savings in line with McNulty 30% reduction targets

FACTS

PSA charges to TOCs were reduced by 2.5% in 2011/12

2012/13 budget is a standstill with all inflationary pressures and other
cost increases absorbed by the Force.

Salaries have been frozen for 2011/12 and 12/13. Projected pay
increases for the following years are capped at 1%

Management costs have been significantly reduced with 20% of senior
officers posts removed along with 25% of executive positions.

£8,2 million in cashable savings have been in 2011-12 (delivering a
3.3% budget reduction and 2.5% reduction is PSA)

Pension deficit costs have been absorbed in existing budgets

On current projections, BTP are on track to deliver a real term
reduction in costs per passenger kilometre of 27% by 2015 — in line
with McNulty recommendation for the Industry as a whole.

Rail freight has grown by 50% in the last decade

Rail freight policing costs have dropped from 0.9% of the budget to
0.27% in the last five years.
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KEY POINT
BTP are focused on the priorities of the industry and keeping the railways
running

FACTS:

Live cable thefts in 2011/12 were reduced by 25% over the previous
year

Delay minutes associated with cable theft/vandalism that cause
disruption were reduced by 20,845 (from 365,430 in 2010-11 to
344,585 in 2011-12)

Non-suspicious fatalities are cleared in an average of 81 minutes
Delay minutes associated with unexplained fatalities were reduced by
50% in the first 5 months of 2012

BTP typically manages incidents involving mentally ill, vulnerable or
suicidal people on 311 occasions each month

170 bomb threats were categorised and risk managed by BTP in the
last 12 months (and over 10,000 in the last 20 years). None of the
them led to recommended closure of the railway
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