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The increasing complexity of vulnerability demand presents a challenge for policing, particularly in how organisations use existing information to understand risk and support earlier intervention. This strategic business plan considers how Humberside Police can improve safeguarding intelligence by developing existing data capability rather than introducing additional standalone processes. Moore (1995) argues that public sector strategy should focus on creating public value and improving outcomes for communities. This is relevant within safeguarding, where success cannot be measured through efficiency alone but must consider whether organisational change improves the ability to identify and respond to risk.
The proposal required consideration of how strategic change develops within an operational policing environment. Porter (1996) suggests that effective strategy requires organisations to make clear decisions about where value can be created. However, Mintzberg (1994) recognises that strategy is often not a fixed process and develops as organisations learn and respond to changing circumstances. This was reflected during development of the safeguarding intelligence model, where the original requirement evolved following engagement with technical specialists and assessment of existing organisational processes.
Improving vulnerability oversight was not solely a technology issue. Although digital systems can improve access to information, they do not automatically create better decision-making. Senge (1990) identifies the importance of understanding organisations as systems, where different functions and processes influence each other. Similarly, Heifetz (1994) highlights that complex challenges require people to adapt behaviours rather than relying only on technical solutions. The proposal therefore considered data quality, existing working practices and stakeholder involvement as essential elements of sustainable change.
National safeguarding learning continues to identify the importance of agencies recognising cumulative risk. The Child Safeguarding Practice Review following the death of Sara Sharif highlighted challenges around information sharing and maintaining visibility of children at risk (Surrey Safeguarding Children Partnership, 2025). The development of an improved Vulnerability Tracker provides opportunities to identify emerging vulnerability noting that access to increased information must complement professional judgement rather than replace it. The multi-agency nature of safeguarding means that successful implementation depends on effective relationships across organisational boundaries. Freeman (1984) emphasises the importance of considering stakeholder interests when developing strategy. Bryson (2004) further identifies that public sector change can be challenging because stakeholders often operate within different structures and priorities. This demonstrates the importance of balancing operational requirements, digital innovation and governance responsibilities.
Implementing the proposal requires ongoing leadership beyond the design stage. Kotter (1996) highlights the importance of creating commitment and embedding change, whereas Lewin (1951) describes change as a process involving preparation, movement and stabilisation. Although these models provide useful structure, policing environments require continued flexibility due to changing demand, emerging risk and operational pressures. The success of this strategy will be measured against whether it delivers the improvements identified during the review, including reduced demand, increased efficiency and improved safeguarding oversight. Kaplan and Norton (1992) argue that performance measurement should extend beyond financial indicators alone. While reducing administrative demand provides a measurable benefit, the wider value of this proposal is the ability to provide accurate information that supports earlier identification of risk and more informed decision-making. Long-term success will depend not only on the technology implemented, but on continued leadership, partnership engagement and effective governance. 
Executive Summary
Safeguarding demand continues to evolve in complexity, requiring policing organisations to develop more effective methods of understanding vulnerability, identifying risk and supporting partnership decision-making. The increasing volume of information available across policing systems creates opportunities to improve safeguarding outcomes but this requires the ability to transform data into meaningful intelligence. This strategic business plan proposes the development of a data-led safeguarding intelligence capability within Humberside Police through the redesign of the existing Vulnerability Tracker. The original concept provided an opportunity to improve organisational understanding of vulnerability; however, review identified that existing processes were not sufficiently effective or sustainable to meet future requirements.
Analysis identified challenges relating to fragmented information, manual processes, data quality, performance oversight and the ability to identify cumulative vulnerability across individuals, locations and safeguarding themes. Current arrangements relied on separate processes and manual recording, creating duplication and limiting the ability to use existing information effectively. The recommended proposal introduces a phased approach to development. The first phase focuses on improving the quality of source data through enhanced Niche reporting across key safeguarding functions. This will provide the foundation for an interim Business Intelligence (BI) reporting approach, enabling improved performance oversight and analysis while future Tableau functionality is developed.
The longer-term ambition is to create an interactive vulnerability intelligence model within Tableau that enables safeguarding information to be understood across people, places and emerging themes. This will support operational teams, strategic leaders and safeguarding partners to identify vulnerability patterns and opportunities for earlier intervention. The proposal has been developed through engagement with key stakeholders including Digital Innovation, Information Governance, Information Security and system specialists to ensure the approach balances innovation, operational requirements and organisational risk.
The recommended approach maximises existing technology, reduces duplication, improves data reliability and provides a scalable solution capable of supporting future partnership requirements. Implementation will be supported through governance arrangements, stakeholder engagement, risk management and evaluation against agreed performance measures. This proposal demonstrates how existing organisational information can be transformed into intelligence that improves safeguarding oversight, supports evidence-based decision-making and enhances the ability of policing and partners to respond effectively to vulnerability.
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Modern policing organisations hold significant volumes of information but the ability to convert that information into meaningful intelligence remains a strategic challenge. Within safeguarding, understanding vulnerability requires more than recording individual incidents, as risk often develops through patterns, relationships and cumulative factors that may not be immediately visible when information is viewed in isolation. The Vulnerability Hub within Humberside Police manages a range of statutory and non-statutory safeguarding processes, including Strategy Discussions, disclosure schemes, domestic abuse risk assessment and partnership intervention pathways. Each process generates valuable information but existing systems were primarily designed as recording mechanisms rather than tools to identify emerging themes, geographical risk or interconnected vulnerability.
National safeguarding legislation and guidance reinforce the importance of agencies developing a shared understanding of risk. The Children Act 1989 provides the legislative basis for safeguarding children, with Working Together to Safeguard Children highlighting the importance of agencies working together, sharing information appropriately and identifying risk at the earliest opportunity. In practice, this remains challenging for policing. Vulnerability information is held across a range of systems, occurrences and safeguarding processes, making it difficult to build a complete picture without significant manual review. While individual records may identify specific concerns, recognising repeated incidents, emerging patterns or increasing vulnerability can require considerable time and specialist knowledge. This creates a risk that opportunities to understand wider vulnerability trends are delayed or reliant on individual interpretation.
The challenge identified was therefore not the absence of information, but the ability to transform existing information into actionable intelligence. Improving how data is captured, analysed and presented provides an opportunity to support earlier intervention, strengthen partnership problem solving and improve organisational understanding of vulnerability demand. This business plan evaluates the development of a data-led safeguarding intelligence system designed to improve how vulnerability information is used across policing and partnership environments. 



[bookmark: _Toc234579294]2. Main Findings
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The scope of this proposal is the development of a new Vulnerability Tracker through improved use of existing organisational systems. The proposal focuses on enhancing the current model by improving how safeguarding information is captured, analysed and presented to support operational and strategic decision-making. Following review of the existing process, the proposal focuses on three key areas: strengthening data quality through improved Niche reporting, developing BI capability and creating the foundation for future Tableau implementation.
The scope includes key Vulnerability Hub thematic areas including Child Sex Offender Disclosure Scheme (CSODS), Domestic Violence Disclosure Scheme (DVDS), Secondary Risk Assessments, Strategy Discussions and Partnership Integrated Triage meetings (PITstop). Future development will consider additional vulnerability indicators, such as risk Child Exploitation, to support a wider understanding of safeguarding across individuals, locations and communities.

The proposal will be measured against the following success indicators:
• Reduction in duplicated administrative processes
• Improved accuracy and consistency of safeguarding information
• Improved ability to identify vulnerability themes and emerging demand
• Increased capability to support appropriate multi-agency information sharing
• Improved strategic oversight of vulnerability and safeguarding activity
The proposal does not seek to replace professional judgement or safeguarding decision-making. Instead, the aim is to ensure practitioners, leaders and partners have access to contextual safeguarding information to support effective decision-making and earlier intervention.
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The strategic objective of this proposal is to develop a sustainable safeguarding intelligence infrastructure that improves how vulnerability information is captured, interpreted and used to support operational activity, partnership working and future demand management. The proposal aims to strengthen existing processes by creating a model that enables safeguarding information to be used more effectively. 

The strategic objectives are:
Objective 1 – Establish a trusted safeguarding information foundation
Improve the quality, consistency and accessibility of vulnerability information by ensuring data is captured in a structured and reliable way. Creating accurate information foundations will support future digital functionality and provide greater confidence in understanding safeguarding demand.

Objective 2 – Improve organisational understanding of vulnerability
Develop reporting processes that enables leaders and practitioners to identify patterns, trends and emerging safeguarding risks. This will support effective resource allocation and provide improved oversight of current and future vulnerability demand.

Objective 3 – Support earlier intervention and partnership problem solving
Create the ability to recognise emerging concerns and areas where preventative activity may be required. This will support safeguarding partners and operational teams to develop more targeted responses based on a clearer understanding of risk.

Objective 4 – Strengthen multi-agency information sharing capability
Develop a secure and controlled approach to sharing relevant safeguarding information with appropriate partners. This will improve collective understanding while ensuring information is managed in line with legal, ethical and governance requirements.

Objective 5 – Develop a sustainable digital solution
Deliver improvement through a phased approach that maximises the use of existing organisational systems. This includes strengthening Niche data foundations, developing interim BI reporting and preparing for future Tableau functionality.

Objective 6 – Improve efficiency and reduce duplication
Reduce reliance on separate recording processes by creating a more consistent approach to information management. This will improve accuracy, reduce avoidable administrative demand and allow resources to focus on activity that provides greater safeguarding value. 

Achievement of these objectives will create a scalable model capable of supporting current operational requirements while allowing future development in response to changing safeguarding demand.
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Development of this proposal followed a review of how vulnerability information was captured, managed and used to support operational and strategic requirements. The review identified that Humberside Police held significant safeguarding information and opportunities existed to improve how this information was structured, analysed and applied. The challenge identified was not simply a technology issue. The original Vulnerability Tracker demonstrated a clear organisational ambition to improve understanding of vulnerability, but further analysis identified limitations relating to manual processes, data consistency and long-term sustainability. The concept remained valid, but the method of delivery required development to achieve the intended strategic benefits. The review also identified the importance of maintaining confidence and trust with safeguarding partners. 
Engagement with senior representatives across the four Local Authority areas identified continued support for the Vulnerability Tracker concept and an expectation that improved information sharing would support multi-agency safeguarding activity. Maintaining the existing identity of the Vulnerability Tracker provided continuity for partners while allowing significant development of the underlying approach. This recognised that effective change management requires consideration of stakeholder perception, organisational reputation and confidence, as well as technical delivery. The longer-term ambition is to create a scalable model that can support appropriate information sharing with wider statutory safeguarding partners including education, health, probation and other relevant agencies.
To address these challenges, engagement was undertaken with key internal stakeholders. This ensured the proposal considered operational requirements, technical capability and the legal requirements associated with managing sensitive safeguarding information. Initial development focused on improving the quality and reliability of source data before progressing towards enhanced reporting. Successful implementation relied upon achieving departmental engagement, changing existing recording practices and ensuring users understood the importance of accurate information capture. Thematic leads within the Vulnerability Hub conducted quality assurance activity, reviewing compliance and providing assurance that information was being recorded consistently before transitioning away from existing manual processes.
This staged approach enabled successful progression to Niche-based reporting. Establishing confidence in the accuracy of the information was essential before progressing towards BI reporting, which will provide the foundation for the final design of the Tracker. This approach recognised that future digital development is dependent upon the quality of information available. Developing dashboards without addressing underlying recording practices risked transferring existing issues into a new system rather than achieving sustainable organisational improvement.
The phased implementation approach was identified due to wider organisational technology development. As Tableau is not immediately available, BI reporting provides an interim solution that enables improved performance oversight while creating the foundations required for future Tableau development. The longer-term ambition is to support a more preventative safeguarding approach by improving the ability to recognise patterns of vulnerability and emerging risk. This provides opportunities for safeguarding partners and Neighbourhood Policing Teams to better understand demand and consider earlier intervention activity. The strategic analysis therefore demonstrated that sustainable improvement required more than replacing an existing process. The proposed approach focuses on strengthening information quality, improving organisational capability and creating a model that can continue to develop alongside future safeguarding demand.
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Development of the new Vulnerability Tracker required evaluation of different options to ensure the recommended approach provided the greatest strategic benefit, while remaining achievable within organisational constraints. The options considered were assessed against efficiency, cost, sustainability, information governance requirements and ability to support future partnership working (Appendix B).

Option 1 – Maintain Existing Vulnerability Tracker Arrangements
The first option considered was to continue with the existing Vulnerability Tracker and associated manual processes. The benefit of this approach was that it required minimal organisational change. Existing processes were already established and users were familiar with current ways of working. This option would therefore avoid the immediate requirement for additional development, training or changes to existing practice. However, analysis identified that this approach would not address the underlying strategic challenges. Continued reliance on manual recording created risks relating to data accuracy, consistency and duplication. The use of separate processes across thematic safeguarding areas also limited the ability to develop a single understanding of vulnerability demand. Maintaining the existing approach would provide short-term stability but would not support the longer-term requirement to improve data quality, identify emerging risk or develop partnership capability. For this reason, this option was not recommended.

Option 2 – Await Full Tableau Implementation
The second option considered was delaying development until Tableau capability became available across the organisation. This approach offered potential benefits, as Tableau provides advanced visualisation functionality and supports the long-term ambition of developing interactive safeguarding intelligence. Waiting for full implementation would reduce the need for interim solutions and allow development to begin directly within the future system. However, this option presented significant limitations. Delaying implementation would maintain existing inefficiencies and prevent immediate improvements to data quality and performance oversight. It also assumed that technology alone would resolve current challenges, without addressing the quality and structure of the information that would ultimately feed into Tableau. This option was therefore rejected because effective digital transformation required the development of accurate data foundations before future visualisation capability could provide meaningful benefit.

Option 3 – Procure an Alternative External Solution
A further option considered was whether an external system could provide the required safeguarding intelligence functionality. The potential advantage of this approach was that an existing product may provide specialist capability without requiring internal development. However, this option introduced additional considerations relating to cost, procurement requirements, integration with existing systems and long-term sustainability. Introducing another system also risked increasing complexity by creating an additional information source rather than maximising the value of data already held within existing organisational systems. Given the requirement to deliver an efficient and sustainable solution, this option was not considered the most appropriate approach.

Option 4 – Phased Development through Niche, Business Intelligence and Tableau (Recommended Option)
The recommended option is a phased approach that develops safeguarding information through existing organisational systems. This approach recognises that successful transformation requires more than implementation of a reporting tool. The first stage focuses on improving the quality and consistency of information captured within Niche, creating a reliable foundation for future development. BI reporting provides an interim solution that allows immediate improvements in performance oversight and analysis while Tableau is developed.  Although this option requires coordination across multiple departments and effective change management, it provides the greatest strategic benefit. The phased approach was therefore selected as it balances innovation, affordability, risk management and long-term sustainability.
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The development of the new model required consideration of financial sustainability, resource allocation and the effective use of existing organisational assets. The recommended approach was selected to ensure improvements could be delivered while balancing affordability, operational benefit and long-term value. The existing process created both visible and hidden organisational costs. While financial expenditure associated with existing arrangements was a consideration, the wider impact related to the organisational capacity required to maintain manual processes. Analysis identified that approximately 154 hours per month were associated with maintaining the existing Vulnerability Tracker arrangements. Although this did not represent a direct staffing reduction opportunity, it identified an opportunity to redirect skilled resources towards activity that provides greater safeguarding value.
The review identified that improving efficiency was not solely about reducing time spent on administration. Accurate safeguarding information supports improved understanding of demand, enabling leaders to make more informed decisions about resources, risk and future requirements. The financial strategy focused on maximising value from existing organisational investment. Using established systems reduces the requirement for additional expenditure while supporting a solution that can be maintained and developed internally. This approach also reduces the risk of introducing additional systems that require ongoing financial commitment, training and support.
The recommended approach reflects a value-based financial strategy rather than a cost-reduction exercise. Delivering sustainable improvement requires consideration of both financial efficiency and wider public value, including improved service quality, partnership confidence and organisational capability. Benefits will therefore be evaluated through a combination of efficiency, quality and outcome measures rather than financial savings alone. This includes reduction in duplicated processes, improved information accuracy, increased analytical capability and strengthened partnership working (Appendix G). This proposal provides a financially sustainable model by improving use of existing resources, reducing avoidable demand and creating a function that can continue to adapt in response to future safeguarding requirements.

[bookmark: _Toc234579300]2.6 Proposed Implementation of the Strategic Proposal
Successful implementation of the redesigned Vulnerability Tracker requires more than the introduction of a technical solution. The proposal represents organisational change involving people, processes, technology and partnership relationships. A structured implementation approach is required to ensure the intended benefits are achieved and that changes are embedded effectively. Implementation will be delivered through a phased approach, supported by clear governance arrangements, stakeholder engagement and ongoing evaluation. Key milestones, timescales and dependencies are outlined within the project plan (Appendix A – Gantt Chart).

Phase One – Review and Design
The first phase involved understanding the limitations of the existing Vulnerability Tracker and identifying the requirements of a future solution. Engagement was undertaken with key internal stakeholders to ensure operational requirements, technical capability and organisational risks were considered before progressing to development. The review identified that the existing tracker had a strong strategic purpose, but the process did not support long-term sustainability. Key considerations included:
· Accuracy and consistency of available data
· Reduction of manual processes
· Information security requirements
· Partner accessibility
· Future scalability
This ensured the proposed solution addressed the underlying causes of the identified issues rather than simply replacing an existing process.

Phase Two – BI Reporting Development
The second phase involves the development of BI reporting. This provides an interim solution while establishing the foundations of the reporting functionality required, making the future transition to Tableau a more efficient process. The BI development phase enables testing of data extraction from Niche and provides assurance that vulnerability information can be accurately presented through automated reporting. This stage is essential because the effectiveness of the Vulnerability Tracker is dependent upon the quality and consistency of information recorded at source. This phase also provides the opportunity to identify and manage risks relating to data quality, system development and implementation before wider deployment. Identified risks, mitigation activity and ownership are recorded within the risk register (Appendix B – Risk Register).

Phase Three – Implementation and Communication
Following successful testing, implementation will be supported through a structured communication and engagement approach. Stakeholder management is critical due to the number of teams and organisations involved in vulnerability management. Internal users need to understand changes to existing processes, while external partners require confidence that the solution will improve information sharing and safeguarding oversight.

Communication will focus on:
· The purpose of the change
· Benefits of the new approach
· Impact on existing processes
· Responsibilities of different stakeholders
· Future development opportunities
This approach recognises that successful implementation depends not only on the technology delivered but also on stakeholder confidence, understanding and engagement.

Leadership Approach and Governance
Successful implementation of the Vulnerability Tracker requires more than the delivery of reporting functionality. The accuracy and effectiveness of the final product is dependent upon the quality of information recorded within Niche and the ability to embed consistent processes across multiple teams. Implementation therefore requires a leadership approach that balances engagement with accountability. A transformational leadership approach supports the creation of a shared understanding of why change is required, ensuring teams recognise that accurate recording is not simply a performance expectation but essential to improving the identification and management of vulnerability. However, engagement alone is insufficient. Clear expectations, governance and accountability mechanisms are required to ensure new processes become embedded into daily practice. During implementation this includes regular meetings, review of recording standards and feedback processes to ensure agreed ways of working are consistently applied.
This balanced leadership approach recognises that the success of the Vulnerability Tracker relies on both technical development and organisational behaviour change. Without accurate information being recorded at source, the effectiveness of BI reporting and future Tableau access would be reduced. Establishing consistent recording practices creates the foundation required before expanding the Vulnerability Tracker into additional thematic areas and increasing access for wider safeguarding partners.
Governance arrangements will provide continued oversight throughout implementation. This will include representation from Vulnerability Hub leadership, Digital Innovation, Information Governance, Information Security and operational stakeholders to ensure the tracker remains aligned to organisational requirements. Clear ownership and accountability will support effective decision-making and ensure risks are identified and managed throughout implementation. Roles and responsibilities relating to system development, information governance, communication, implementation and evaluation are defined within the responsibility assignment matrix (Appendix C – RACI Matrix).

Stakeholder and Communication Plan
The success of the redesigned Vulnerability Tracker is dependent upon effective stakeholder engagement. Vulnerability management operates within a complex partnership environment where different organisations have individual responsibilities, priorities and information requirements. External stakeholders include the four Local Authority areas who had identified the benefits of improved vulnerability information and required a solution that enabled effective partnership working while maintaining appropriate information-sharing controls. Managing stakeholder expectations was an important consideration. Although the existing tracker provided the concept for improved information sharing, releasing a solution that did not meet required standards could negatively impact confidence and create organisational risk. The proposed approach prioritised developing a sustainable solution rather than implementing a system that provided short-term benefit but failed to meet longer-term requirements. Stakeholder requirements, influence and engagement approaches have been identified to ensure appropriate involvement throughout implementation (Appendix D – Stakeholder Analysis). Communication throughout implementation will focus on maintaining awareness of progress, supporting adoption of the new process and ensuring stakeholders understand how the revised tracker supports wider safeguarding objectives (Appendix E – Communication Plan).
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Effective implementation requires ongoing identification and management of risks that could impact delivery, organisational confidence and long-term sustainability. A risk assessment was completed to identify potential barriers to successful implementation, including data quality, user adoption, technical dependencies, information sharing requirements and stakeholder confidence (Appendix C). These risks demonstrate that successful delivery is dependent upon more than the development of a digital solution. One of the key risks identified relates to the quality and consistency of information captured within existing systems. The effectiveness of any intelligence system relies upon accurate source data; therefore, improvements to Niche recording processes and structured data capture were prioritised before progressing towards enhanced reporting. Information governance and security also represent significant considerations due to the sensitive nature of safeguarding information. While improved information sharing can support earlier intervention and better decision-making, access must remain proportionate, lawful and appropriately controlled. Early engagement with these departments ensures these considerations are embedded throughout development rather than addressed retrospectively.
Successful implementation also requires consideration of organisational culture and user adoption. Introducing new technology or reporting systems does not automatically create improvement if existing behaviours and processes remain unchanged. Communication, engagement and clear leadership will therefore be required to support transition. Evaluation of the proposal will consider wider organisational value rather than focusing solely on efficiency savings. Although reducing duplication and administrative demand provides measurable benefits, safeguarding improvement also requires consideration of information quality, partnership capability and improved understanding of vulnerability. A benefits realisation framework has been developed to monitor whether the proposal achieves the intended strategic outcomes (Appendix G). 
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Evaluation of the Vulnerability Tracker will be essential to ensure that the proposed benefits are achieved and sustained. The implementation of the redesigned tracker aims to deliver measurable improvement across efficiency, quality, partnership working and strategic oversight. The reduction of manual processes will enable officer and staff time previously required to maintain the tracker to be redirected towards safeguarding activity. This represents an opportunity to improve productivity without reducing service quality. Improved data reliability will support stronger organisational understanding of vulnerability demand, enabling leaders to identify themes, monitor performance and make evidence-led decisions. The revised approach will also strengthen partnership working by providing a secure method for appropriate information sharing. This supports a more collaborative safeguarding environment while ensuring organisational responsibilities regarding information management are maintained.

Benefits will be reviewed through agreed performance measures, including:
· Reduction in administrative demand
· Improvement in data reliability
· Delivery of financial efficiencies
· Successful implementation of partner access 
· User feedback
· Future opportunities for development
The redesigned tracker provides a foundation for continuous improvement, allowing future expansion as organisational requirements and partnership opportunities develop.
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The development of the new Vulnerability Tracker provides an opportunity to strengthen how vulnerability information is used across policing and partnership environments. The review identified that existing systems contained significant safeguarding information and opportunities existed to improve how this information was structured, accessed and applied. Analysis of current arrangements identified limitations linked to manual processes, duplication and consistency of information. Continuing with existing arrangements would not fully support the organisation’s ambition to develop a more proactive understanding of vulnerability demand. The recommended phased approach provides a sustainable solution by improving the quality of existing data before progressing towards enhanced digital functionality. Developing structured reporting through Niche, supported by BI reporting and future Tableau implementation, allows improvements to be delivered while maintaining flexibility for future requirements.
This proposal recognises that successful change requires more than introducing technology. Effective implementation relies upon leadership, stakeholder engagement, strong governance arrangements and ensuring new ways of working become embedded into practice. It also supports improved efficiency, stronger partnership confidence and greater organisational understanding of safeguarding demand. By maximising existing technology and developing a scalable approach, the organisation can continue to adapt as vulnerability and partnership requirements evolve. Overall, this proposal demonstrates a sustainable approach to improving safeguarding activity by combining digital development, organisational learning and collaborative working to support better outcomes for vulnerable communities.
[bookmark: _Toc234579304]4. Recommendations
Following analysis of the available options, it is recommended that Humberside Police progress with the phased development of the Vulnerability Tracker using existing organisational systems.

The following recommendations are proposed:
Recommendation 1 – Continue development of Niche as the safeguarding data foundation
Continue the development of structured Niche reporting across Vulnerability Hub thematic areas to ensure information is captured consistently and accurately. This will provide a reliable foundation for future Business Intelligence and Tableau capability.

Recommendation 2 – Implement Business Intelligence reporting as an interim solution
Progress development of BI reporting to provide improved visibility of safeguarding demand, performance information and emerging vulnerability themes while awaiting full organisational Tableau implementation.

Recommendation 3 – Develop Tableau safeguarding intelligence capability
Following implementation of Tableau within Humberside Police, progress development of interactive safeguarding intelligence dashboards that enable analysis of vulnerability across individuals, locations and thematic areas.

Recommendation 4 – Expand safeguarding indicators
Continue development of additional data indicators, including vulnerability themes such as child exploitation markers, harm categories and emerging safeguarding risks. This will strengthen the ability to identify cumulative vulnerability and support earlier intervention.

Recommendation 5 – Develop partnership information sharing capability
Continue engagement with safeguarding partners and internal stakeholders to develop controlled access arrangements that support appropriate information sharing while maintaining legal and ethical responsibilities.

Recommendation 6 – Embed governance and benefits monitoring
Establish ongoing review arrangements to monitor delivery, evaluate benefits and identify future development opportunities. Evaluation should consider efficiency, data quality, partnership effectiveness and improved safeguarding activity.

Implementation of these recommendations will support the transition from process-based safeguarding management towards a data-led intelligence model that improves understanding of vulnerability, strengthens partnership working and supports early intervention. 



[bookmark: _Toc234579305]References
Bryson, J.M. (2004) ‘What to do when stakeholders matter: stakeholder identification and analysis techniques’, Public Management Review, 6(1), pp. 21–53.
Department for Education (2023) Working Together to Safeguard Children 2023: A guide to multi-agency working to help, protect and promote the welfare of children. London: Department for Education.
Freeman, R.E. (1984) Strategic Management: A Stakeholder Approach. Boston: Pitman.
Heifetz, R.A. (1994) Leadership Without Easy Answers. Cambridge, MA: Harvard University Press.
HM Government (1989) Children Act 1989. London: The Stationery Office.
HM Government (2024) Information Sharing: Advice for practitioners providing safeguarding services to children, young people, parents and carers. London: HM Government.
Kaplan, R.S. and Norton, D.P. (1992) ‘The Balanced Scorecard – Measures that Drive Performance’, Harvard Business Review, 70(1), pp. 71–79.
Kotter, J.P. (1996) Leading Change. Boston: Harvard Business School Press.
Lewin, K. (1951) Field Theory in Social Science: Selected Theoretical Papers. New York: Harper & Row.
Mintzberg, H. (1994) The Rise and Fall of Strategic Planning. New York: Free Press.
Moore, M.H. (1995) Creating Public Value: Strategic Management in Government. Cambridge, MA: Harvard University Press.
National Police Chiefs’ Council (2020) National Policing Digital Strategy 2020–2030. London: National Police Chiefs’ Council.
Porter, M.E. (1996) ‘What is Strategy?’, Harvard Business Review, 74(6), pp. 61–78.
Senge, P.M. (1990) The Fifth Discipline: The Art and Practice of the Learning Organization. New York: Doubleday.
Surrey Safeguarding Children Partnership (2025) Child Safeguarding Practice Review: Sara Sharif. Surrey: Surrey Safeguarding Children Partnership.



[bookmark: _Toc234579306]Appendices
[bookmark: _Toc234579307]Appendix A – Implementation Plan
Purpose: To outline the phased delivery approach for developing a data-led safeguarding intelligence capability.
	Phase
	Activity
	Timescale
	Responsible Area
	Intended Outcome

	Phase 1 – Current State Review
	Review existing Vulnerability Tracker, manual processes, data limitations and future requirements
	Completed
	Vulnerability Hub Leadership
	Understanding of current challenges and strategic improvement opportunities

	Phase 2 – Stakeholder Engagement
	Engage with Digital Innovation, Information Governance, Information Security and Niche specialists to identify technical, operational and governance requirements
	Completed
	Project Lead
	Shared understanding of requirements, risks and delivery approach

	Phase 3 – Niche Data Foundation
	Develop reporting capability through agreed qualifiers and structured data capture across CSODS, DVDS, Secondary Risk Assessments, Strategy Discussions and PITstop
	Current Phase
	Vulnerability Hub / Niche Team
	Accurate source data established to support future reporting capability

	Phase 4 – Removal of Manual Processes
	Replace individual thematic planners with automated reporting directly from Niche
	2026
	Vulnerability Hub
	Reduced duplication, improved accuracy and increased efficiency

	Phase 5 – Business Intelligence Dashboard
	Develop interim BI reporting capability while awaiting Tableau implementation
	2026
	Digital Innovation / BI Team
	Improved performance oversight and safeguarding demand analysis

	Phase 6 – Enhanced Vulnerability Indicators
	Expand reporting to include additional safeguarding indicators including harm categories, CCE/CSE markers and hidden vulnerability factors
	2026
	Vulnerability Hub / Partners
	Improved identification of cumulative risk

	Phase 7 – Tableau Development
	Transition established reporting capability into Tableau visual functionality following organisational implementation
	Future Phase
	Digital Innovation
	Interactive safeguarding intelligence capability

	Phase 8 – Partnership Expansion
	Develop controlled access arrangements for safeguarding partners based on role and geographical responsibility
	Future Phase
	Police / Partner Agencies
	Improved multi-agency visibility and early intervention

	Phase 9 – Evaluation and Continuous Improvement
	Review benefits, user feedback and future development opportunities
	Ongoing
	Governance Group
	Sustainable improvement embedded
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Purpose: To evaluate the strategic options considered and justify the recommended approach.
	Option
	Benefits
	Limitations
	Decision

	Option 1 – Maintain existing Vulnerability Tracker arrangements
	Minimal change required. Existing process already understood by users.
	Continued reliance on manual processes. Data accuracy concerns remain. Limited ability to identify cumulative vulnerability or support future partnership access.
	Rejected – does not address strategic issues identified

	Option 2 – Await Tableau implementation before progressing
	Provides future visual reporting capability and avoids interim development
	Delays improvement until organisational Tableau implementation. Current inefficiencies and risks remain unresolved.
	Rejected – does not provide timely improvement

	Option 3 – Purchase alternative external system
	Potential specialist functionality and established product capability
	Additional cost. Procurement requirements. Potential duplication of existing organisational systems. Reduced flexibility over future development.
	Rejected – limited additional value compared with existing capability

	Option 4 – Phased development using Niche reporting, BI dashboard and future Tableau functionality
	Improves data quality immediately. Uses existing technology. Reduces duplication. Provides scalable partnership solution. Supports future development.
	Requires stakeholder coordination, governance and effective change management
	Recommended – provides greatest strategic benefit and sustainable improvement
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	Risk / Issue
	Potential Impact
	Mitigation
	Responsible Area

	Data quality issues
	Inaccurate information could impact decision-making and reduce confidence
	Build reports directly from Niche source data and reduce reliance on manual recording
	Vulnerability Hub / Niche Team

	Inconsistent recording practices
	Required safeguarding information may not be captured effectively
	Introduce structured recording fields and agreed qualifiers within Niche processes
	Vulnerability Hub

	Information sharing risk
	Inappropriate access to sensitive safeguarding information
	Information Governance review and controlled access permissions
	Information Governance / Information Security

	User adoption
	Staff continue using existing manual processes resulting in duplication
	Communication, training and removal of unnecessary manual processes
	Vulnerability Hub Leadership

	Technical dependency
	BI or Tableau development delays impact delivery
	Phased implementation allowing benefits before full Tableau availability
	Digital Innovation

	Partner confidence
	Delays or unclear communication reduce stakeholder confidence
	Regular communication and stakeholder engagement
	Project Lead

	Over-reliance on data
	Risk that dashboards replace professional judgement and curiosity
	Reinforce that intelligence supports but does not replace safeguarding decision-making
	Operational Leaders





[bookmark: _Toc234579310]Appendix D – Responsibility Assignment Matrix (RACI)
Purpose: To define roles, responsibilities and accountability during development and implementation of the safeguarding intelligence capability.
R = Responsible (completes the activity)
A = Accountable (owns the decision or outcome)
C = Consulted (provides advice, expertise or input)
I = Informed (kept updated on progress)

	Activity
	VHub Lead
	Senior Sponsor
	Digital Innovation
	Niche Team
	Information Governance
	Information Security
	Partners

	Strategic direction
	A/R
	A
	C
	I
	C
	C
	I

	Define safeguarding requirements
	A/R
	C
	C
	C
	C
	C
	C

	Build Niche reporting capability
	C
	I
	C
	A/R
	I
	I
	I

	Develop BI dashboard
	C
	I
	A/R
	C
	C
	C
	I

	Agree information sharing approach
	C
	I
	C
	I
	A/R
	A/R
	C

	Implementation planning
	A/R
	C
	C
	C
	C
	C
	I

	Partner engagement
	A/R
	C
	I
	I
	C
	C
	C

	Benefits evaluation
	A/R
	C
	C
	C
	C
	C
	C





[bookmark: _Toc234579311]Appendix E – Stakeholder Engagement Plan
Purpose: To identify key stakeholders and ensure effective engagement throughout development and implementation.
	Stakeholder
	Requirement / Interest
	Influence
	Engagement Approach

	Vulnerability Hub Staff
	Efficient processes, accurate information and improved performance oversight
	High
	Involvement in design, testing and feedback

	Senior Leadership Team
	Assurance, strategic benefits and improved understanding of vulnerability demand
	High
	Governance updates and benefits reporting

	Digital Innovation
	Technical development and delivery of BI/Tableau capability
	High
	Collaborative design and development meetings

	Niche Team
	Development of reporting capability and accurate data extraction
	High
	Requirement setting and ongoing technical development

	Information Governance
	Ensure lawful and proportionate information sharing
	High
	Consultation throughout development

	Information Security
	Ensure appropriate access controls and protection of information
	High
	Security review and approval process

	Local Authority Partners
	Access to relevant safeguarding intelligence to support intervention
	High
	Partnership engagement and future access development

	Neighbourhood Policing Teams
	Ability to identify vulnerability themes impacting communities
	Medium
	Communication and operational development
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Purpose: To support implementation through clear communication with stakeholders.
	Audience
	Communication Purpose
	Method
	Frequency

	Senior Leaders
	Provide updates regarding progress, risks and benefits
	Governance updates
	Key milestones

	Vulnerability Hub Staff
	Explain changes, benefits and new ways of working
	Team briefings / training
	Throughout implementation

	Digital Innovation / Niche Teams
	Agree technical requirements and monitor progress
	Working meetings
	Development phases

	Information Governance and Security
	Provide assurance regarding access and data controls
	Consultation meetings
	Throughout design

	Local Authority Partners
	Provide updates and develop future partnership opportunities
	Partnership meetings
	Implementation stages

	Neighbourhood Policing Teams
	Explain use of vulnerability intelligence to support problem solving
	Internal communication
	Prior to wider implementation
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Purpose: To evaluate whether the strategic proposal achieves intended outcomes.
	Benefit Area
	Current Position
	Future Position
	Measurement

	Efficiency
	Manual processes and duplicated recording across thematic areas
	Automated reporting using Niche and BI capability
	Reduction in administrative demand

	Data Quality
	Reliance on manually maintained information
	Data extracted directly from source systems
	Improved accuracy and consistency

	Performance Oversight
	Limited ability to identify themes quickly
	Dashboard capability showing vulnerability trends
	Improved understanding of demand

	Early Intervention
	Reactive review of safeguarding information
	Ability to identify emerging risks across people and places
	Improved preventative opportunities

	Partnership Working
	Limited ability to safely share wider vulnerability information
	Controlled access based on organisational responsibilities
	Improved multi-agency intelligence sharing

	Resource Management
	Analytical research required to identify patterns and themes
	Accessible intelligence available through reporting capability
	Improved use of organisational resources

	Future Development
	Separate thematic processes operating independently
	Integrated safeguarding intelligence model
	Expansion into additional vulnerability areas
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Artificial Intelligence (AI) tools were used during the development of this strategic business proposal in accordance with permitted academic guidance.
AI was used to support the organisation and presentation of the work, including assistance with document structure, formatting, grammar, proofreading and the development of professional business tools such as tables within the appendices (including implementation planning, options appraisal, risk management and responsibility matrices).
AI was also used to support critical review of the document by identifying areas of repetition and ensuring the final structure aligned to the assessment requirements. 
Academic sources and references were reviewed to ensure they were appropriate and accurately represented within the work. 
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