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	Executive Summary

	Describe the current position and what the business plan sets out to achieve

	
This business plan proposes the implementation of Robotic Process Automation (RPA) to support the triage of police prosecution files with the aim of improving efficiency, consistency and governance within the criminal justice process. The policing environment is characterised by rising demand, greater investigative complexity, and constrained financial and human resources, requiring police organisations to identify approaches to improve productivity and effectiveness (College of Policing, 2021). Administrative activities associated with reviewing, categorising and preparing case files consume significant officer and staff time, reducing capacity for operational policing. RPA can automate routine administrative processes allowing police personnel to redirect their expertise towards investigative work, safeguarding and victim service delivery (Lacity & Willcocks, 2018). 

RPA will automate elements of case file triage process, reviewing case records against predefined rules, legislation, policy standards and investigative requirements. The technology will support decision making by reducing manual administrative activity, improving processing times and increasing consistency across case management processes. Human oversight remains integral to RPA within criminal justice processes because decisions relating to proportionality, disclosure and evidential assessment require professional judgement and accountability. The implementation of automation should be designed to complement, rather than replace, professional judgement, with automated systems supporting routine processes while qualified practitioners retain responsibility for complex or ethically significant decisions. Technology should support rather than replace human decision makers through a human-in-the-loop approach (College of Policing, 2025). The proposal aligns wider policing objectives of improving service delivery, enhancing productivity and delivering greater value for money (Home Office, 2023). 

This business plan sets out to demonstrate the strategic, operational and financial case for investment in RPA. It evaluates the current challenges affecting police case file management, assesses the anticipated benefits and risks of automation, and identifies governance arrangements required to ensure lawful, ethical and accountable implementation. Expected benefits include reduced case processing times, improved data quality, enhanced compliance with criminal justice procedures, comprehensive audit trails and increased organisational resilience. The strategic recommendations align with contemporary public sector digital transformation policy and the Crown Prosecution Service (CPS) approach to ethical AI deployment (Crown Prosecution Service, 2025). Digital transformation within policing requires leaders to articulate a clear vision, rationale for change and engage stakeholders throughout implementation (Kotter, 1996). Leadership commitment is essential to overcoming resistance to technological change, developing staff capacity and embedding new ways of working. Organisational readiness, including employee commitment, adequate training and effective governance has also been identified as a critical determinant of successful implementation of organisational change (Weiner, 2009).

This business plan adopts a phased implementation approach, beginning with a pilot programme to evaluate system performance, identify process improvements and minimise operational risk before wider deployment. Strong governance arrangements, continuous monitoring and regular performance evaluation will ensure compliance with legal, ethical and information governance requirements. This incremental approach reflects recognised best practice for introducing automated technologies within public sector organisations (Mergel, Edelmann & Haug, 2019). The proposal demonstrates how technological innovation can contribute to organisational effectiveness without compromising professional accountability or public confidence. By reducing administrative burden and improving workflow efficiency, RPA has the potential to deliver measurable operational benefits while enabling police officers and staff to focus on their core policing duties. This business plan seeks to provide an evidence-based framework for implementing RPA in police case file triage that aligns technological innovation with strategic leadership, organisational performance and the long-term principles of contemporary policing.





	Current Challenges

	Describe the current position, background, problem, opportunity, and risk of not acting.

	
Police services across England and Wales are under significant operational pressure due to increasing demand, complex digital investigations, reduced workforce resilience, and rising expectations around digital disclosure and evidential quality (Attorney General’s Office, 2025). Simultaneously the Crown Prosecution Service (CPS) faces substantial backlogs and workload pressures driven by increasing case complexity, rising volumes of digital evidence, and growing demands on prosecutors and criminal justice partners (Crown Prosecution Service, 2024). The introduction of the Directors Guidance on Charging and enhanced disclosure requirements has improved evidential standards but also increased administrative burdens on front line officers and investigators (Crown Prosecution Service, 2020). Delays in processing files can slow investigations, increase victim attrition, reduce successful prosecution rates and negatively impact public confidence in policing (HM Inspectorate of Constabulary and Fire & Rescue Services, 2023). Missing documentation, incomplete evidence logs or administrative errors can delay legal proceedings or result in cases being returned for remedial work. Furthermore, the growing volume of digital evidence from mobile devices, CCTV and social media places additional pressure on investigators to manage material efficiently.

Case files are reviewed by a Supervisor, the Case Quality Assurance Team (often repeatedly), a CPS triage team, a legal triage team for Crown Court cases and will then arrive with a Prosecutor for a decision. Each of these stages potentially result in remedial work and Action Plans which negatively impacts upon investigative timelines and outcomes. North Wales Police (NWP) were awarded ‘Requires Improvement’ from HMICFRS (HM Inspectorate of Constabulary Fire & Rescue Services, 2024) in terms of standards of investigation, emphasising the need to improve the timeliness of investigations as well as achieving criminal justice outcomes for victims. Internal performance data demonstrates that approximately 97% of files submitted to the Case Quality Team are sent back to officers for rework (North Wales Police, 2026). The top rework categories include triage rejections, quality issues with statements and disclosure schedules, missing signatures, missing checklists, etc. The majority are repetitive administrative errors that aren’t identified by either the officers or their supervisors prior to submission.

Case File Quality Overview:
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Case file quality – Rework rates North Wales Police Power BI




Case File Quality – Rework details:

[image: ]

Case file quality – Rework details North Wales Police Power BI


Case File Quality – Top issues by Department:
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Case file quality – Top Issues by Department North Wales Police Power BI






National File Standards or DGA Compliance:
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DGA compliance (National File Standards) North Wales Police Power BI report

Case files are notoriously difficult for police officers to complete because they require a mixture of accuracy, detail, legal compliance and time that is hard to balance in a fast-paced environment. Every case file must meet National Case File Standards for Court and small mistakes, such as missing signatures, wrong dates or missing entry fields can cause delays or even for cases to be dismissed from Court. Many reports are written after a long shift when officers are tired and rushed meaning critical details can be forgotten or mis-recorded. Officers juggle responding to calls, being visible and proactive alongside completing case files and the deadlines for submission can be short leading to rushed or incomplete submissions and stress and anxiety for officers. Forces also have high volumes of inexperienced front-line officers who aren’t aware of what is expected on case files and there is often little experience on rota to draw from as well as inexperienced supervisors reviewing the files for accuracy. 

Recent national transformation initiatives have attempted to improve digital integration between policing and prosecution services. The Police Digital Service identified Digital Case File programme as a central mechanism for modernising criminal justice workflows (Police Digital Service, 2023). The CPS has similarly committed to increased digital capability and ethical AI implementation to support prosecution efficiency (Crown Prosecution Service, 2025). Robotic Process Automation (RPA) offers a practical solution to many of these challenges. The proposed strategy aims to establish a digital triage model capable of supporting evidential assessment, compliance checking, workflow prioritisation, and case progression while preserving legal safeguards and professional accountability. This reduces administrative workloads whilst improving speed and accuracy. Automation supports better resource allocation and enhances organisational efficiency by reducing processing times and operational costs. Despite these benefits, successful implementation requires careful governance, information compliance staff training and ongoing monitoring to ensure automated processes remain accurate and legally compliant. Consequently, this automation strategy must incorporate robust governance, transparency and accountability mechanisms.





	Purpose and Scope

	What does the business case aim to implement? Where applicable please quote force risks, AFIs, strategic objectives, and legislation.

	
The Criminal Justice environment in England and Wales has experienced substantial transformation over the last decade. Budget constraints, technological disruption, increasing cybercrime, and heightened public scrutiny have altered operational priorities across policing and prosecution services. Simultaneously, digital evidence has become central to investigations, creating unprecedented challenges relating to disclosure, data management and evidential review. Operational inefficiencies remain significant. Police officers frequently report duplication of administrative processes, repeated file rejections and inconsistent CPS requirements. Delays caused by incomplete documentation, disclosure issues and evidential inconstancies negatively affect victims, witnesses, defendants, and wider public confidence. 

An RPA robotics triage solution would provide an automated front-end screening layer that reviews incoming case files, checks mandatory fields, validates attachments, compares records across systems, and routes files to the correct workflow. Its purpose is not to replace professional judgement but to prioritise work, reduce backlog and improve the quality of files before they reach charging or court stages. 
The scope of the solution should include a review of case files for completeness and accuracy, checks against National File and CPS standards, duplicate detection, deadline alerts, and audit logging. It should also flag exceptions such as missing witness statements, incomplete evidence logs, safeguarding concerns or disclosure issues that require human review. Strategic objectives include getting it right first time, reducing turnaround times, strengthening compliance with disclosure and data-handling rules and freeing officers from repetitive administrative tasks to they can focus on visibility and victim support.

Key risks include poor data quality, over-reliance on automated outputs, cyber security vulnerabilities and unlawful processing of personal data. There is also a risk of automation bias where staff accept the bot-generated decisions without proper review. These risks can be reduced through role-based access controls, testing, exception handling, audit trails, and clear human-in-the-loop governance (Lacity & Willcocks, 2018). Training is also essential for staff to understand what the triage tool can and cannot do. A well-designed solution should provide management information on bottlenecks, reducing errors and compliance gaps to support continuous improvement. The solution must operate within the Data Protection Act 2018 and UK GDPR when processing personal data, the Criminal Procedure and Investigations Act 1996 for disclosure obligations and the Police and Criminal Evidence Act 1984 for lawful evidence handling. Used properly, RPA triage can improve efficiency, accountability and compliance while supporting safer and faster justice outcomes. 

PESTLE analysis: A PESTLE analysis provides a structured framework for examining the political, economic, social, technological, legal and environmental factors that influence an organisations external environment (Johnson et al., 2008)

Political factors significantly affect policing and CPS transformation. Government efforts to reduce delays across the criminal justice system and improve outcomes for victims have increased the emphasis on digital modernisation and the adoption of technology to enhance efficiency, case progression and service delivery (HM Inspectorate of Constabulary and Fire & Rescue Services, 2023). High profile case collapses resulting from disclosure failings have increased public and institutional scrutiny of the criminal justice system, reinforcing the need for improved evidential management processes, stronger governance arrangements and enhanced accountability mechanisms (Attorney General’s Office, 2025). 

Economic pressures are also highly significant. Police services and the CPS operate under substantial budgetary constraints while demand continues to rise. Automation offers potential efficiency savings by reducing administrative duplication, overtime expenditure, and delayed case progression. However, initial implementation costs may be substantial due to procurement, training, cybersecurity investment and systems integration.

Social factors include public expectations for justice, transparency, and accountability. Victims increasingly expect faster charging decisions and improved communication. Workforce wellbeing is also relevant because excessive administrative burdens contribute to stress, burnout and reduced morale among investigators and prosecutors.

Technological factors are central to this strategy. Advances in AI, robotic processes automation, natural language processing and workflow analysis create opportunities for intelligent case management. Integrated evidence sharing systems and cloud-based platforms support interoperability between police and CPS systems. However, technological dependency also increases cybersecurity risks and ethical concerns.

Legal factors are particularly important within criminal justice settings. Disclosure obligations under Criminal Procedure and Investigations Act 1996 require careful evidential management. Data Protection obligations under UK GDPR and the Data Protection Act 2018 require secure processing and retention of sensitive data. Automation systems must also comply with procedural fairness and evidential integrity requirements.

Environmental considerations are comparatively limited but are still relevant. Digital workflows may reduce paper consumption, physical storage requirements, and travel associated with file handling. Sustainable digital infrastructure can support broader public sector environmental objectives.

SWOT analysis: SWOT analysis is a strategic framework used to evaluate an organisations internal strengths and weaknesses alongside external opportunities and threats (Johnson, et al., 2008)

Strengths – The primary strength of automation is operational efficiency. Robotic process automation can complete repetitive administrative tasks significantly faster than manual workflows. Automated compliance checking can improve file quality and reduce rejected submissions. AI supported systems can assist investigators by identifying missing documents, disclosure gaps, and evidential inconsistencies. Automated workflows reduce variability in file preparation and support national consistency. Automation also supports workforce productivity. Officers can spend more time conducting investigations and engaging with victims rather than completing repetitive forms. Prosecutors benefit from improved evidential organisation and prioritised triage systems.

Weaknesses- A major weakness is reliance on technological infrastructure. Legacy systems within policing environments often lack interoperability and may limit implementation effectiveness. Initial implementation costs may also be significant. Another weakness concerns organisational resistance. Policing culture may be sceptical of automation, particularly where staff fear reduced professional autonomy or job displacement. Insufficient digital literacy among staff may also reduce adoption rates. Automation systems may also struggle with legal interpretation and cannot identify issues around quality issues. Contextual evidential assessment often requires professional judgement that cannot be fully replicated by AI systems. 

Opportunities – There are significant opportunities for strategic transformation. Automation can improve public confidence by reducing delays and improving evidential quality. Integrated digital systems create opportunities for national criminal justice interoperability. AI assisted analytics may support strategic intelligence, workforce forecasting and resource allocation. There is also opportunity for long-term financial savings through reduced duplication and improved case progression.

Threats – Cybersecurity threats represent a major strategic risk because criminal justice systems contain highly sensitive information. Data breaches could undermine public trust and create legal liabilities. Another threat concerns ethical and legal accountability. Inappropriate reliance on algorithmic systems could create bias, procedural unfairness or evidential errors. Public concern regarding automated decision making may also undermine legitimacy. Finally, failure to implement change effectively could exacerbate operational fragmentation rather than improving efficiency.



                                                                    

Initial Process Assessments (IPA) - Moore (2026) Lancashire Police



	Expected Timescale

	Implementation Roadmap:



Project Plan – Williams (2026) North Wales Police


	Governance:

Senior Responsible Owner (SRO)
Subject Matter Expert (SME)
Digital Policing Transformation lead
Operational Policing lead
Information Assurance Lead
Senior Business Analyst
RPA developer


	
Strategic objectives:

Faster case progression and improved outcomes for victims
Fewer rejected files and reduced rework/Action Plans
Increased officer availability to support visibility, crime prevention and quality of service
Better victim experience – less investigation delays and victim attrition
Enhanced public confidence by ensuring we get it right first time, every time


	 Implementation plan – Implementation should occur through a phased transition programme.

Phase 1 – Strategic planning and pilot design – this phase involves stakeholder engagement, procurement planning, governance development and pilot testing. Baseline data should be collected to support evaluation.

Phase 2 – Pilot implementation – Selected departments to implement limited automation pilots focusing on file validation and workflow triage. Independent evaluation should assess operational effectiveness, workforce perceptions and legal compliance. 

Phase 3 – Integration and expansion – Successful pilot models should be integrated expanded Force wide. Training programmes and organisational support mechanisms are critical during this phase. Strategic business analyst to support performance benchmarking and policy development. 



Process Design Document (PDD) – Moore (2026)



	Expected Benefits 

	Consider improvements in service delivery, reduced risk, timescales, cost, capability, and capacity.

	
The implementation of RPA for case file triage within police prosecution processes offers significant opportunities to improve organisational performance and service delivery. RPA uses software robots to automate repetitive, rule-based administrative tasks, enabling organisations to process information more quickly, accurately and consistently while allowing staff to focus on higher-value activities (Lacity & Willcocks, 2016). 

A primary benefit of RPA is improved service delivery through faster and more consistent processing of prosecution files. Delays in case file preparation can result in postponed changing decisions, adjournments and reduced public confidence in the criminal justice system. Automating routine validation checks reduces manual processing times and minimises human error, enabling investigators and case builders to focus on evidential quality and investigation decision-making. This aligns with public sector digital transformation literature, which argues that automation improves both efficiency and outcomes when integrated into organisational processes (OECD, 2020). 

From a risk management perspective, RPA can improve compliance by checking that every prosecution file is checked against pre-defined business rules and legislative requirements. Unlike manual processes, software robots perform tasks consistently, creating comprehensive audit trails that enhance transparency and accountability. This reduces the likelihood of missing documentation, incomplete disclosure or procedural errors that may compromise prosecutions. However, automation introduces new risks including algorithmic error and cybersecurity vulnerabilities. Consequently, effective governance, regular monitoring and human oversight remain essential to ensure that automated decisions support rather than replace professional judgement (Willcocks, Lacity & Craig, 2017). 

The expected reduction in processing times represents another significant organisational benefit. RPA can operate continuously without interruption, processing high volumes of prosecution files considerably faster than manual administrative processes. Shorter turn-around times enable earlier identification of incomplete case files, reducing delays before submission to the CPS and supporting swifter justice outcomes. Such efficiencies contribute to improved performance against organisational targets while enhancing victim and witness experiences by reducing unnecessary delays. In an era of increasing public scrutiny and financial constraints, effective performance management is essential to demonstrate value for money, accountability and the successful realisation of benefits from digital transformation (Marr, 2012).

Financial benefits are also anticipated although these may be realised over the medium to long term rather than immediately. Faster case progression may also reduce custody costs, court delays and overtime expenditure.  Operational benefits also include reduced file rejection rates, faster CPS charging decisions, improved disclosure compliance, enhanced evidential quality, increased officer productivity, improved victim experience and better communication. Initial implementation requires investment in software, system integration, governance and staff training. However, automation reduces repetitive administrative effort, lowers rework caused by processing errors and enables existing resources to be deployed to higher value core policing activities. Lacity and Willcocks (2016) argue that RPA delivers substantial return on investment through increased productivity, improved quality and reduced operating costs across transactional processes.

Finally, RPA has the potential to enhance both organisational capability and capacity. Capability is strengthened through standardised, data-driven workflows that improve consistency, reporting and operational oversight. Capacity increase as administrative workloads are reduced, allowing police officers and staff to dedicate more time to complex investigations, safeguarding responsibilities and decision-making activities requiring professional expertise. Rather than replacing staff, RPA should be viewed as augmenting workforce capability by automating repetitive tasks while preserving human judgement requiring discretion and ethical consideration.

Overall, the introduction of RPA for robotic triage of case files has the potential to transform prosecution file management by improving service delivery, reducing operational risk, shortening processing times, generating efficiencies and increasing organisational capacity and capability. Nevertheless, these benefits will only be fully realised when automation is supported by effective governance, robust change management and continued human oversight to ensure that technological efficiency complements the principles of procedural justice and public accountability. 





	Supporting Strategic Priorities (check appropriately)

	Chief Constable’s

	Being visible to and engaging with communities.
	☒
	Focusing on the basics of fighting, preventing and reducing crime.
	☒
	Providing an excellent service.
	☒
	Police Crime Commissioner’s

	Tackle and prevent rural and wildlife crime
	☐
	Improve the efficiency and effectiveness of police officers and police staff
	☒
	Improve Road safety
	☐
	Tackle and prevent domestic abuse and sexual violence
	☐
	Safeguard vulnerable people including children
	☐
	Tackle and prevent cybercrime
	☐
	Establish a victims panel
	☐
	Tackle and prevent Hate Crime
	☐
	Introduce a North Wales Female Offender Strategy
	☐
	Increase the use of Restorative Justice
	☐
	Support and protect children and young people and divert them away from the Criminal Justice System
	☐
	Address the root causes of offending and support the rehabilitation of people who have offended
	☐


	Key Stakeholders

	Departments and partners involved.

	
1. Justice Services/Operational Support Services
2. Local Policing Services
3. Crown Prosecution Service
4. HM Courts & Tribunals Services (HMCTS)




	Risks

	Risks to successful implementation.

	
While RPA can improve efficiency, reduce processing times and standardise workflows, it also introduces significant operational, ethical and legal risks. Ethical considerations are central to automation; the proposed RPA solution must support rather than undermine procedural justice. The primary ethical concern involves algorithmic bias; AI systems trained on historical criminal justice data may replicate existing inequalities or discriminatory practices. Governance frameworks must therefore ensure fairness, transparency and regular auditing. Professional accountability is equally important. Police officers and prosecutors remain legally responsible for evidential decisions and disclosure obligations. Automation systems must therefore operate as decision support tools rather than autonomous decision-makers. Data protection and cybersecurity are also critical. Criminal justice systems process highly sensitive personal information, including victim data, intelligence material, and evidential records. Strong encryption, access controls and auditing mechanisms are essential. Professional culture also requires consideration. Investigators and prosecutors may distrust automation systems if implementation is perceived as cost driven or insufficiently accountable. Engagement with professional stakeholders is therefore essential to maintaining legitimacy and operational confidence. 

Data quality presents another significant risk. RPA systems operate according to pre-defined rules and are highly dependent on the accuracy and completeness of input data. Inconsistent, incomplete or erroneous case information can lead to incorrect triage decisions. Furthermore, where RPA is integrated with artificial intelligence or machine learning, concerns emerge regarding algorithmic bias, transparency and accountability. Historical policing data may contain embedded societal biases which automated systems can perpetuate if not carefully monitored. Information security and privacy can also represent critical challenges. Police case files contain sensitive personal and criminal justice information, making automated systems attractive targets for cyber-attacks or unauthorised access. Compliance with data protection legislation, including the UK General Data Protection Regulation (UK GDPR) requires robust governance, audit trails and human oversight. 

Finally, excessive reliance on automation may reduce organisational resilience. Technical failures, software errors, or poorly designed business rules can disrupt case management processes and create significant operational risks. Consequently, RPA should be implemented as a decision-support tool rather than a replacement for professional discretion. Effective governance frameworks, continuous monitoring, regular auditing and human-in-the-loop decision making remain essential to ensure fairness, accountability and public trust in automated policing systems.

Strategic risks include system failure, data breaches, evidential errors, workforce resistance and reputational damage. Mitigation includes phased implementation, robust testing, independent auditing and contingency planning. Equality impact assessments and independent oversight mechanisms are therefore critical components of implementation.
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How the CPS will use Artificial Intelligence, Crown Prosecution Service (2025)




	Conclusion

	
The implementation of RPA to triage police prosecution files presents a compelling opportunity for improving efficiency, consistency and service delivery. North Wales Police process large volumes of prosecution files, many of which require repetitive administration checks before being submitted to the Crown Prosecution Service. RPA can automate rule-based tasks such as validating documentation, identifying missing evidence, checking compliance with file standards and routing cases according to pre-defined criteria. This reduces administrative burden, shortens processing times, minimises human error and enables officers and staff to focus on investigative and decision-making elements that require professional judgement. 

From a financial perspective, RPA offers opportunities to reduce operational costs, increase productivity, and improve resource utilisation without increasing staffing levels. Standardised processing also improves file quality and consistency, reducing delays caused by incomplete submissions and supporting more effective collaboration across the criminal justice system. The technology can operate continuously, providing additional resilience during periods of high demand. The analysis demonstrates that robotic process automation can improve file quality, reduce delays, support disclosure compliance and increase workforce productivity. Long-term benefits include improved operational efficiency, enhanced victim experience, reduced administrative burden and strengthened criminal justice performance.

However, successful implementation requires more that technological investment. Strategic management theories provide a framework for implementation. They help ensure that the proposal aligns with organisational objectives, creates operational value and supports long-term public sector transformation. Implementing RPA requires leadership commitment, stakeholder engagement, employee training and continuous communication to overcome resistance. This business plan will therefore be accompanied by a communication and engagement plan alongside financial and technical planning. Kotter’s (1996) Eight Step Change Model provides a useful framework by emphasising the creation of urgency, stakeholder engagement and the embedding of new working practices to achieve sustainable transformation. In parallel, transformational leadership theory (Bass, 1985) highlights the importance of leaders articulating clear vision, motivating employees, fostering innovation and addressing concerns surrounding automation. By encouraging collaboration, trust and continuous learning, transformational leaders can reduce resistance to change and promote successful technology adoption.

Overall, the business case for RPA extends beyond efficiency gains to include improved service quality, enhanced organisational resilience and better allocation of police resources. When supported by strong governance, human oversight, and effective leadership, RPA can contribute to faster, more accurate prosecution file preparation while maintaining accountability, legal compliance and public confidence in policing. If implemented effectively, automation can contribute significantly to a more efficient, transparent and resilient criminal justice system. 




	Abstract:

	
The Policing Productivity Review recommends greater focus on improving quality and timeliness of case files to the CPS given that poor submissions contribute to delays, increased rework and reduced efficiency (Home Office, 2023).  The increasing volume and complexity of police prosecution files, coupled with sustained resource constraints across policing and criminal justice agencies, have intensified the need for innovative digital solutions that improve efficiency whilst maintaining evidential integrity and public confidence (College of Policing & National Police Chief’s Council, 2021). This business proposal for Robotic Process Automation (RPA) supported case file triage, directly supports these priorities by improving compliance with National File Standard requirements outlined in the Director’s Guidance on Charging (Crown Prosecution Service, 2020). It is anticipated that improving case quality at the point of submission, strengthening collaboration and streamlining processes would reduce delays and improve case outcomes (Home office, 2025).

RPA has significant potential to improve efficiency by automating repetitive, rule-based administrative tasks (Asquith & Horsman, 2019). Within policing and criminal justice sectors, these efficiencies have the potential to contribute to faster charging decisions, reduce case backlogs, and improve collaboration between police forces and the CPS (Lacity & Willcocks, 2016). Moreover, RPA generates comprehensive audit trails that strengthen governance, accountability and compliance with criminal justice procedures, supporting transparency and quality assurance (Mergel, Edelmann & Haug, 2019). Despite the potential benefits, digital innovation within policing has generated significant concerns as scholars argue that algorithmic systems may perpetuate existing biases embedded within historical crime data, resulting in discriminatory outcomes (Lum & Isaac, 2016). Researchers also highlight the risk of over-reliance on automated technologies at the expense of professional judgement and discretion (Ferguson, 2017). The effective use of data analytics in policing therefore requires robust governance and ethical oversight to ensure public trust and operational effectiveness (Barbuta & Oswald, 2020).

Organisational change management represents a further critical success factor. Pilot projects have demonstrated that RPA can deliver significant efficiency gains when accompanied by effective leadership and change management practices (Lacity & Willcocks, 2016). Research suggests that digital transformation initiatives are more likely to succeed when leaders articulate a clear vision, secure organisational commitment, engage stakeholders throughout the change process, and cultivate a culture that is receptive to innovation (Kotter, 1996). Effective stakeholder engagement is equally important, as involving employees and other key stakeholders in the change process helps build trust, reduce resistance, and increase acceptance of new ways of working, thereby improving implementation outcomes (Bryson, 2004). Successful implementation of RPA in case management, therefore, depends on effective strategic leadership, stakeholder engagement, adequate training as well as organisational readiness for change (Weiner, 2009). 

In conclusion, the implementation of RPA for the triage of police prosecution files offers a strategically significant opportunity to enhance operational efficiency, improve consistency, strengthen governance and support wider criminal justice transformation (College of Policing & National Police Chief’s Council, 2021). While technological, organisational and ethical challenges remain, these can be mitigated through careful process design, effective governance and incremental implementation. A phased deployment supported by continuous evaluation will maximise the likelihood of sustainable benefits and contribute to a more responsive, efficient and digitally enabled police service (Home Office, 2023). Benefits realisation will be monitored through key performance indicators measuring processing time, error rates, staff productivity, case quality and user satisfaction to ensure anticipated efficiencies are achieved.




I acknowledge the use of ChatGBT on the 20th June 2026 to support my research using the following prompts:
Please provide me with key academic literature on the use of RPA Robotics on police case files
I confirm that I have not presented any AI generated materials as my own work. I have copies of my drafts, notes, and other resources I used before and after the use of AI tools which I may be asked to provide in evidence.

I acknowledge the use of Copilot on the 14th July 2026 to check my references using the prompts:
Please check against UWTSD Harvard Referencing style
I confirm that I have not presented any AI generated text as my own work. I confirm I have copies of my drafts, notes, and other resources I used before and after the use of AI tools which I may be asked to provide in evidence.
	Page 2 of 2
OFFICIAL
image1.png
4 HEDDLU
[‘. @ GOGLEDD CYMRU

z

our communities

ND
<A
& Ty
o <

«\‘s"\ %}m\

CODE OF
ETHICS
gy
S8
<Q
&

Respect




image2.png
e Quality: Overview

? Refreshed:
Current Month:  Jun 2026 ® 13072026 09:1534.

Proportion of Case File Reviews Requiring Rework Reworks by Patrol Patrol Patrol RCU  CID
) Department  Central  Eastem  Westem
o o

Breach 2 3 4 1 1 0

“ CPS Triage 278 310 214 0 14 68
Disclosure 538 552 459 79 132 7
E Evidential 532 540 439 14 132 79
MG5 114 116 100 16 4 1
Victim Witness 358 363 302 2 120 s

Reworks by Categor

CPS Triage

H

Evidential

100

Number of Re.

Victim Witness

“Illll il





image3.png
© Case File Quality: Rework Details

CPS Triage
B
P wow 5t
o2 — s Bl
] = e o b0 1
210 : =
: "HHYHHHH"HH"
o
i Aug Sep Ot Nov Dec dan Feb Mar Aw May dnm

2025 2025 2035 2025 2025 2025 2026 2025 2025 2026 2025 3025

Evidential

Eawo g 431 a2

g 366 s 353

i

: B:iziggl

= 85

] |l | =

P I=ElE=REEEEE
P ——
A% A5 5B S5 M B % S M A 2 A,

Breach

H

2 2 2

i,

e !

2

S | | K >

)
b o s o e e o
LB SNBSS D

olaQ

@Quaity ssues CMo1
@DA Checkist Not Compicted
@DADASH Risk Assessment N
@5t Opening Paragraph Includ.
Not Al PNC Prins Added orfo.
Qualy Issues with Supervisor

@ Victim Reracted, MGSDA For.

‘@Exhibits Do Not Prove Offence
@Key Exibs NotInciuded on C.
@Key Foresic Evidence ot Pr.
‘@Key Witness Statements Not |
sl Evdence Not Provided
MIGD Tt Not leary Labelied

o o
Ma Apr May  dun
2025 2025 200 2025

Disclosure
L R—
- .
B e BT e 06
£ g 27 2
: ENEEEEEEEEEE
P —

2025 2025 2035 2025 2025 2025 2025 202 202

2025 2025 3025

Victim Witness

Refreshed:
30772026 0:15:34.

Yo

‘@Copies of Rebuttable Presump.
@ Covies ofUnused Materil Na.
@ Coriesof Unused Materia Not
‘@Quality Issues with MG6 IMD
Guaity ssues it Scheduies
Rebutablc Presumpton Mater

@Scheduies of Unused Materil

@162 Special Measures Fomn

. . e
H 218 @ Cuaity Issues with MG2 Speci.
P o 2 1
£ . BEILY Dot
§ @ Victim Declined, No MG2 Reas.
s Victim Dechined, No VPS Reas.
f = BB
nlm!!!ﬂl- [ 1. | - [————
P —————
425 5% 28t B i b M g g
MGS
2 60 )
] P
g% A ES 38
.
: .
. | | | :
, -
e s o e o rm uw e
B




image4.png
6 Case File Quality: Top Issues by Department

CurrentMonth:  Jun 2026

Top 3 Fie Counl ‘Rowork Requied

‘Qualiy Issues wilh Schedules 5%
Qualy Issues with Statements
VPS 1 Business Impact Statement Not Complted

LPS Parol Easiem "Top3 - Fie Counl Rework Requied “Tota Fles Rework Rate
‘Qualiy Issues wilh Schedules a7 705 74 94.9%
Qualy Issues with Statements 21

VPS 1 Business Impact Statement Not Complted 20

LPS Parol Wesiem "Top3 - Fie Counl Rework Requied “Tota Fles Rework Rate
‘Qualiy Issues wilh Schedules 375 615 569 91.9%
Qualy Issues with Statements 254

VPS 1 Business Impact Statement Not Complted 29

RCU "Top3 - Fie Counl Rework Requied “Tota Fles Rework Rate
‘Qualiy Issues wilh Schedules 55 137 205 56.5%
Qualy Issues with Statements P

Qualiy Issues with MGS IMD %

oD "Top3 - Fie Counl Rework Requied “Tota Fles Rework Rate
‘Qualty Issues wilh Schedules 128 17 3 91.9%
VPS / Business Impact Statement Not Compited 103

Qualy Issues with Statements %

PVPU "Top3 - Fie Counl Rework Requied “Tota Fles Rework Rate
‘Qualiy Issues wilh Schedules 61 101 107 94.4%
Qualty Issues CMO1 E

Qualty Issues with Statements )

VPS 1 Business Impact Statement Not Compited %

3 "Top 3- File Count. Rework Required “Total Files ‘Rework Rate
‘Qualy Issues wilh Schedules 1541 2508 2773 90.4%
Qualy Issues with Statements 1089

VPS / Business Impact Statement Not Completed 909




image5.png
R
© DGA Compliance: Overview (Includes Pre-Charge, Upgrade Files and Police-Charged NGAP Cases)

e
Mont Current Month: ADF 2026 Total DG Assessments Completed: 127 V0  saanmtmosssao
T

NGAP Review Pre-Charge Review NGAP Post-Charge Review Domestic Abuse RASSO

‘ 70.9% ‘ 68.1% 78.8% ‘ 73.9% ﬁt 4%
[~ -]
90 37 64 30 26

7 34 12 4 5

NGAP Compliance Domestic Abuse Compliance RASSO Compliance

% Complance

>
)3
4

PreCharge Pre.Charge % | Post.Charge Completed
Compliant

Al Forces 6,605 an 2204 65.3% 1,892 1342 550





image6.emf
IPA - CJ Prosecution  Hubs - File Submission Triage (PreCharge) - IPA - 1.1.pptx


IPA - CJ Prosecution Hubs - File Submission Triage (PreCharge) - IPA - 1.1.pptx
CJ Prosecution Hub  – File Submission Triage (Pre-Charge)

Automatable









Completed manually





Business & Resource Benefits for Automation



Summary of Process – 

A Casefile is created under the Casefile section on the Occurrence and the Officer creates and adds all relevant details and documents to the file. The Officer sends the file to their Sgt via a workflow from within the Casefile and a Sergeant checks the file and workflows it to the Case Team. The Case Team allocate to a Case QA Assessor who will then check and assemble the file to send to the CPS. The Case QA Assessor will send it back to the Officer if more work is required. The department receives new NICHE Pre-Charge 'tasks’ every day. Each new file requires an initial triage by a Case QA Assessor which looks for key errors such as witnesses not properly attached, missing witness statements, missing exhibits, etc. If the file is not sufficient then it is returned to the OIC for re-work. 



Plan on a Page Benefits



		Staff Process Metrics		

		Process Owner
Lisa Jones
		Staff
9 QA Assessors (Grade 6)

		2109 p/a
Cases
(60 Backlog)		40 Mins
Average Time To Process

		Issues
Repetition and duplication of QA
Systems -
Niche
Thin or Thick Client?
Thick		1460
HRS





Our Vision and Strategy







		90%
Automation Potential
		High
Automation Complexity






To identify triage errors & reduce unnecessary rework.


Achieve swifter & more consistent criminal justice outcomes.

Improve case file accuracy with real-time feedback for individuals & supervisors.



Enhance operational efficiency between Police & CPS to avoid Action Plans.









Focus on the basics of fighting, preventing & detecting crime



Being visible & engaging with our communities



Providing an excellent service to victims







Challenges to Automation

Potential Changes to the Process







Hours per Week

Hours to Clear Backlog

Potential Benefits

High Level Overview







Potential Benefits



Improved data quality within Storm :-



Reduces the possibilities of missing critical information such as markers on vehicles. (eg pursuits and danger to life)



Reduces the possibilities of wrongful arrests on offenders. (financial cost and reputation of the Constab)



Reduces the possibilities of protecting vulnerable people or missing risk at addresses.  (danger to life and protecting the vulnerable)





Compliance with HMICFRS in relation to data quality (reputation and organisational status)



Increase capacity of staff to use their skill in value work 

1



CJ Prosecution Hub  – File Submission Triage– Ongoing Costs

Below are the pure costing figures, they do not consider Breaks, slowing down of the staff worker etc.





		Staff Process Metrics		

		Costs of Grade 6
PA – £44727
Month - £3727
Hour - £23.18
		9 QA Assessors (Grade 6)

		Ongoing Saving​

£33842

		

		Robot Metrics		

		Robot
Running
£1445
		1X Robot Worker
Working 24/7
168 hours a week

Costs
PA - £8,160
Month - £680
Hour - £0.93







				RPA000 CJU File Submission Triage - PreCharge		Calculations

						

		Backlog number		50		

		Average time to process in minutes		40		

		Human rate per hour		£23.18		

						

		Human backlog time mins		2000		No in backlog * process time

		Human backlog time hours		33.33		Backlog time mins / 60

		Human backlog cost 'as is'		£772.67		Human hourly rate * backlog hours

						

		Robot worker cost per hour		0.99		

		Robot mins to clear backlog		2000		assuming takes same time as human

		Robot hours to clear backlog		33.33		Backlog time mins / 60

		Robot cost to clear backlog		£33.00		Robot hourly rate * backlog hours

		Saving if robot clears backlog		£739.67		Human backlog cost - Robot backlog cost

						

		Ongoing daily volume		6		

		Average time to process in minutes		40		

		Human rate per hour		£23.18		

						

		Human ongoing daily time mins		240		Daily volume * process time

		Human ongoing daily time hours		4.00		Daily volume time mins / 60

		Human ongoing annual time hours		1460		Daily time *365

		Human ongoing daily cost 'as is'		£92.72		Human hourly rate * daily volume hours

		Annual human saving		£33,842.80		Human Daily Cost *365

		Robot worker cost per hour		£0.99		

		Robot ongoing daily time mins		240		Daily volume * process time

		Robot ongoing daily time hours		4.0		Daily volume time mins / 60

		Robot ongoing daily cost 'as is'		£3.96		Robot hourly rate * daily volume hours

		Daily saving to automate		£88.76		Human daily cost - Robot daily cost

		Annual saving to automate		£32,397.40		Human Daily Cost - Robot Daily * 365









Potential Benefits



Improved data quality within Storm :-



Reduces the possibilities of missing critical information such as markers on vehicles. (eg pursuits and danger to life)



Reduces the possibilities of wrongful arrests on offenders. (financial cost and reputation of the Constab)



Reduces the possibilities of protecting vulnerable people or missing risk at addresses.  (danger to life and protecting the vulnerable)





Compliance with HMICFRS in relation to data quality (reputation and organisational status)



Increase capacity of staff to use their skill in value work 

2



High Level Diagram

3

Automatable





Completed Manually





S

Start Process

E

End Process

S

Build Case File on the Niche Occurence

Officer creates and adds details and documents

Officer sends the file to their Sgt via a workflow from within the

Casefile

Sergeant Checks the file

Prosecution Caseworker checks the file

Caseworker Approves/Rejects the file









E









Workflow the casefile





Thin Client applications – A thin-client application is an application hosted on a remote server commonly accessed via applications such as Citrix or VMWare, This must be identified during the IPA Process



Think Client: e.g. 

Storm

CONNECT

EDGE

LIME

NICE

DMA – Crown Configuration

NFLMS
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IPA - CJ Prosecution Hubs - File Submission Triage (PoliceCharge) - IPA 1.1.pptx
CJ Prosecution Hub  – File Submission Triage (Police Charge)

Automatable









Completed manually





Business & Resource Benefits for Automation



Summary of Process – 

A Casefile is created under the Casefile section on the Occurrence and the Officer creates and adds all relevant details and documents to the file. The Officer sends the file to their Sgt via a workflow from within the Casefile and a Sergeant checks the file and workflows it to the Case Team. The Case Team allocate to a Case QA Assessor who will then check and assemble the file to send to the CPS. The Case QA Assessor will send it back to the Officer if more work is required. The department receives new NICHE Police Charge 'tasks’ every day. Each new file requires an initial triage by a Case QA Assessor which looks for key errors such as witnesses not properly attached, missing witness statements, missing exhibits, etc. If the file is not sufficient then it is returned to the OIC for re-work. 



Plan on a Page Benefits



		Staff Process Metrics		

		Process Owner
Lisa Jones
SME
Chloe Mancini
		Staff
9 QA Assessors (Grade 6)

		3545 p/a
Cases
(TBC Backlog)		40 Mins
Average Time To Process

		Issues
Repetition and duplication of QA
Systems -
Niche
Thin or Thick Client?
Thick		2433
HRS p/a





Our Vision and Strategy







		90%
Automation Potential
		High
Automation Complexity






To identify triage errors & reduce unnecessary rework.


Achieve swifter & more consistent criminal justice outcomes.

Improve case file accuracy with real-time feedback for individuals & supervisors.



Enhance operational efficiency between Police & CPS to avoid Action Plans.











Focus on the basics of fighting, preventing & detecting crime



Being visible & engaging with our communities



Providing an excellent service to victims







Challenges to Automation

Potential Changes to the Process







Hours per Week

Hours to Clear Backlog

Potential Benefits

High Level Overview







Potential Benefits



Improved data quality within Storm :-



Reduces the possibilities of missing critical information such as markers on vehicles. (eg pursuits and danger to life)



Reduces the possibilities of wrongful arrests on offenders. (financial cost and reputation of the Constab)



Reduces the possibilities of protecting vulnerable people or missing risk at addresses.  (danger to life and protecting the vulnerable)





Compliance with HMICFRS in relation to data quality (reputation and organisational status)



Increase capacity of staff to use their skill in value work 

1



CJ Prosecution Hub  – File Submission Triage– Ongoing Costs

Below are the pure costing figures, they do not consider Breaks, slowing down of the staff worker etc.





		Staff Process Metrics		

		Costs of Grade 6
PA – £44727
Month - £3727
Hour - £23.18
		9 QA Assessors (Grade 6)

		Ongoing Saving​

£56404

		

		Robot Metrics		

		Robot
Running
£2409
		1X Robot Worker
Working 24/7
168 hours a week

Costs
PA - £8,160
Month - £680
Hour - £0.93







				RPA000 CJU File Submission Triage - Police Charge		Calculations

						

		Backlog number		0		

		Average time to process in minutes		40		

		Human rate per hour		£23.18		

						

		Human backlog time mins		0		No in backlog * process time

		Human backlog time hours		0.00		Backlog time mins / 60

		Human backlog cost 'as is'		£0.00		Human hourly rate * backlog hours

						

		Robot worker cost per hour		0.99		

		Robot mins to clear backlog		0		assuming takes same time as human

		Robot hours to clear backlog		0.00		Backlog time mins / 60

		Robot cost to clear backlog		£0.00		Robot hourly rate * backlog hours

		Saving if robot clears backlog		£0.00		Human backlog cost - Robot backlog cost

						

		Ongoing daily volume		10		

		Average time to process in minutes		40		

		Human rate per hour		£23.18		

						

		Human ongoing daily time mins		400		Daily volume * process time

		Human ongoing daily time hours		6.67		Daily volume time mins / 60

		Human ongoing annual time hours		2433		Daily time *365

		Human ongoing daily cost 'as is'		£154.53		Human hourly rate * daily volume hours

		Annual human saving		£56,404.67		Human Daily Cost *365

		Robot worker cost per hour		£0.99		

		Robot ongoing daily time mins		400		Daily volume * process time

		Robot ongoing daily time hours		6.7		Daily volume time mins / 60

		Robot ongoing daily cost 'as is'		£6.60		Robot hourly rate * daily volume hours

		Daily saving to automate		£147.93		Human daily cost - Robot daily cost

		Annual saving to automate		£53,995.67		Human Daily Cost - Robot Daily * 365









Potential Benefits



Improved data quality within Storm :-



Reduces the possibilities of missing critical information such as markers on vehicles. (eg pursuits and danger to life)



Reduces the possibilities of wrongful arrests on offenders. (financial cost and reputation of the Constab)



Reduces the possibilities of protecting vulnerable people or missing risk at addresses.  (danger to life and protecting the vulnerable)





Compliance with HMICFRS in relation to data quality (reputation and organisational status)



Increase capacity of staff to use their skill in value work 

2



High Level Diagram

3

Automatable





Completed Manually





S

Start Process

E

End Process

S

Build Case File on the Niche Occurence

Officer creates and adds details and documents

Officer sends the file to their Sgt via a workflow from within the

Casefile

Sergeant Checks the file

Prosecution Caseworker checks the file

Caseworker Approves/Rejects the file









E









Workflow the casefile





Thin Client applications – A thin-client application is an application hosted on a remote server commonly accessed via applications such as Citrix or VMWare, This must be identified during the IPA Process



Think Client: e.g. 

Storm

CONNECT

EDGE

LIME

NICE

DMA – Crown Configuration

NFLMS
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CJU File Submission - Police Charge and Pre Charge Plan at 03.06.26.xlsx
CJU File Submission at 03.06.26

		Task Name		Duration		% Complete		Start		Finish		Resource Names

		CJU File Submission - Precharge and Police Charge		68 days		3%		Thu 28/05/26		Mon 31/08/26		Mark

		   IPA		1 day		100%		Thu 28/05/26		Thu 28/05/26		Jim

		   PDD		5 days		50%		Mon 01/06/26		Fri 05/06/26		Jim,SME

		   PDD Walkthrough 		1 day		0%		Mon 08/06/26		Mon 08/06/26		Jim,SME

		   PDD Sign Off		1 day		0%		Tue 09/06/26		Tue 09/06/26		Jim,SME

		   DPIA Screener		5 days		0%		Mon 08/06/26		Fri 12/06/26		Jim

		   Creation of Test Data for Dev		15 days		0%		Mon 08/06/26		Fri 26/06/26		SME

		   Test Plan		10 days		0%		Mon 15/06/26		Fri 26/06/26		Jim,SME

		   Test Data Creation for UAT		5 days		0%		Mon 29/06/26		Fri 03/07/26		SME

		   Test Plan Sign Off		2 days		0%		Mon 29/06/26		Tue 30/06/26		Jim,SME

		   Mark Hoggins Starts Today		0 days		0%		Wed 01/07/26		Wed 01/07/26		Mark

		   SDD		5 days		0%		Wed 01/07/26		Tue 07/07/26		Mark

		   SDD Review and Sign Off		5 days		0%		Wed 08/07/26		Tue 14/07/26		Mark,SME

		   Dev Pt 1		6 days		0%		Wed 08/07/26		Wed 15/07/26		Mark

		   Mark Holiday		7 days		0%		Thu 16/07/26		Fri 24/07/26		Mark

		   Dev Pt 2		14 days		0%		Mon 27/07/26		Thu 13/08/26		Mark

		   UAT		5 days		0%		Fri 14/08/26		Thu 20/08/26		Mark

		   Submit CAB for Pre Prod (WCC)		1 day		0%		Wed 05/08/26		Wed 05/08/26		Sophie

		   CAB Approved for Pre Prod (WCC)		0 days		0%		Mon 10/08/26		Mon 10/08/26		Sophie

		   Submit CAB for Prod (WCC)		1 day		0%		Tue 11/08/26		Tue 11/08/26		Sophie

		   CAB Approved (WCC)		1 day		0%		Mon 17/08/26		Mon 17/08/26		Sophie

		   Submit CAB Pre Prod (CGI)		1 day		0%		Mon 03/08/26		Mon 03/08/26		Sophie

		   CAB Approved (CGI)		1 day		0%		Fri 07/08/26		Fri 07/08/26		Sophie

		   Submit CAB Prod (CGI)		1 day		0%		Mon 10/08/26		Mon 10/08/26		Sophie

		   CAB Approved (CGI)		1 day		0%		Fri 14/08/26		Fri 14/08/26		Sophie

		   Go Live Prep		1 day		0%		Fri 21/08/26		Fri 21/08/26		Mark

		   Go Live		1 day		0%		Mon 24/08/26		Mon 24/08/26		Mark,SME

		   Hypercare Log and Handover 		5 days		0%		Tue 25/08/26		Mon 31/08/26		Mark,SME
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Key approaches for the use of Al in the CPS

1. Al will be overseen by humans

2. We will promote transparency within our use of Al

3. We will continuously evaluate and improve our use of Al

4. We will work with Criminal Justice System partners and wider government and
collaborate on our approaches to Al

5. We will deploy Al with clear purpose and impact

6. We will focus on using Al securely and responsibly
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