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1. [bookmark: _Toc234850189]Executive Summary

This strategic business proposal examines investigative delivery within the recently established Knowsley and St Helens Basic Command Unit (BCU). Whilst the transition to a geographically aligned BCU was intended to improve efficiency, governance and demand management, early implementation has identified challenges relating to investigative demand, workforce capability and the management of legacy investigations.
These issues exist within a wider organisational context in which investigations were identified through the Force Operating Review (FOR) as a significant organisational risk, reflecting increasing crime complexity, workload pressures and workforce capability challenges. 
The proposal recommends the introduction of a capability-led investigative operating model that aligns investigative complexity with officer accreditation, experience, and skills, supported by demand-led deployment and strengthened governance arrangements. 
Key elements include targeted workforce development to increase PIP2 accreditation, enhanced supervisory oversight and formal governance of legacy investigations. The model is designed to improve the alignment between demand and capability, strengthen workforce resilience and reduce organisational risk. 
The intended outcome is a sustainable and scalable operating model that improves investigative effectiveness, supports high-quality outcomes for victims and enhances organisational performance across both local authority areas. 
2. [bookmark: _Toc234850190]Introduction and Strategic Context

The introduction of the BCU model represents a significant organisational restructuring, intended to improve efficiency, standardisation, and demand alignment. However, operating across two distinct local authority areas introduces complexity in balancing investigative demand, governance, and partnership expectations. Each locality operates within separate political, safeguarding and partnership frameworks, requiring the BCU to function across parallel systems. This arrangement creates governance challenges beyond those typically experienced within a single local authority model. Differing safeguarding priorities, partnership expectations and performance requirements require the BCU to maintain consistent investigative standards whilst operating within two distinct local governance environments. Effective oversight therefore requires governance arrangements that balance locality specific understanding with consistent BCU-wide investigative standards. 
The BCU model formed part of the wider FOR, which identified challenges relating to fragmented service delivery, workforce capability, accountability and increasing investigative demand. The review concluded that existing structures were no longer optimally aligned to contemporary policing requirements and recommended geographically aligned BCUs to strengthen local ownership, resilience, and operational effectiveness. The Knowsley and St Helens BCU therefore forms part of a broader organisational transformation programme designed to improve service delivery and organisational performance. 
The complexity of the BCU is further influenced by its investigative operating model. Whilst the majority of CID and Public Protection resources remain geographically aligned, with Knowsley CID and PPU operating from Huyton Police Station and St Helens CID and PPU operating from St Helens Police Station, specialist investigative functions are delivered across the entire BCU footprint. A single RASSO team based at Huyton provides investigative support across both local authority areas, whilst a combined Child Protection and Adults at Risk team based at St Helens manages safeguarding investigations across both localities. This hybrid model creates additional challenges in balancing demand, capability, and resource allocation, as some functions operate within locality boundaries whilst others manage demand across the full BCU. The scope of this proposal includes all CID, Public Protection, RASSO and Child Protection and Adults at Risk investigative functions operating across Knowsley and St Helens BCU.
The current operating model has resulted in a misalignment between investigative demand, workforce capability and governance structures. Analysis undertaken in June 2026 identified 1,749 live investigations across CID and Public Protection functions within the BCU. These findings are supported by the demand and workforce capability profile contained within Appendix D. Whilst CID demand remained broadly consistent across both local authority areas, with 360 investigations allocated within Knowsley and 370 within St Helens, Public Protection demand demonstrated greater variation, with 397 investigations managed within St Helens compared to 319 within Knowsley. Further analysis identified significant variation between individual teams, with workloads ranging from 89 to 149 investigations in CID and between 95 and 152 investigations within Public Protection functions. This variation is particularly significant within high-risk safeguarding functions, where 131 RASSO investigations and 172 Child Protection and Adults at Risk investigations were being managed across the BCU at the point of review. The concentration of complex safeguarding demand within specialist teams operating across both local authority areas increases pressure on investigative capacity and creates additional challenges in balancing workload, capability, and organisational risk. These findings reinforce the need for a more structured, demand-led operating model that aligns investigative resources to both workload volume and investigative complexity.
Further allocation analysis identified 1,494 investigations allocated across CID and PPU between April and June 2026. Of these, 934 (62.5%) were allocated within St Helens compared with 560 (37.5%) within Knowsley (Figure D7, Appendix D). These findings demonstrate that investigative demand is not evenly distributed across the BCU and suggest that reliance upon geographical alignment alone may not achieve an equitable distribution of workload. 
 These local findings are consistent with wider force-level challenges identified through the FOR. The review recognised investigations as a strategic organisational risk, highlighting increasing crime complexity, growing workloads and shortages of suitably qualified investigators. Force-wide analysis identified that investigative demand had exceeded the original design assumptions of the investigative model, with Crime Under Investigation levels increasing from an intended operating level of approximately 8,000 investigations to more than 10,000. Whilst the introduction of the BCU structure addressed organisational configuration, these findings suggest that further attention is required to ensure investigative capability and demand management arrangements remain sustainable. 
In addition to demand and workload pressures, the lack of structured governance for legacy investigations has created risks relating to delays, victim attrition and organisational accountability. Workforce analysis identified that 64 of the BCU’s 80 investigators remained within the investigative development pipeline, either awaiting NIE completion, PIP2 training or portfolio accreditation. This creates resilience risks by increasing reliance upon a relatively small cohort of fully accredited investigators. Several officers are also subject to restrictions, long-term sickness, or abstraction, further reducing available investigative capacity. Workforce analysis also identified significant variation in allocation levels when considered against available staffing. Average allocations ranged from 11 investigations per officer within RASSO to 32 within Child Protection, highlighting potential resilience risks and raising questions regarding the long-term sustainability of current deployment arrangements (see Figure D6, Appendix D). Collectively, these challenges impact investigative efficiency, workforce sustainability and service quality, reinforcing the need for a structured strategic response.
The effectiveness of the proposed operating model will be evaluated through a range of operational and strategic performance measures, including workload distribution, investigative timeliness, PIP2 accreditation rates, victim engagement outcomes, sickness levels and the governance of legacy investigations. These measures will enable ongoing assessment of organisational performance and support continuous improvement. Detailed strategic objectives, success measures and performance indicators are provided within Appendix F. Collectively, the findings outlined above demonstrate a clear gap between current investigative capability, demand and governance arrangements and the future operating state required to deliver a sustainable, capability-led investigative model. This establishes a clear strategic case for change and support the implementation of the proposed operating model. 
 
3. [bookmark: _Toc234850191]Strategic Framework and Analysis

This proposal is informed by principles of strategic management, recognising the need to align organisational capability with demand within a complex public sector environment. This is particularly significant within policing, where increasing demand complexity, heightened public scrutiny and resource constraints shape organisational priorities and limit flexibility in workforce expansion.
Investigative capability represents a critical organisational asset and current workforce analysis suggests that capability is unevenly distributed across the BCU, creating resilience and deployment challenges. This is consistent with the Resource-Based View  (Barney, 1991), which emphasises the importance of organisational capability in supporting effective performance, Workforce analysis identified that 64 of the BCU’s 80 investigators remain within the investigative development pipeline, either awaiting NIE completion, PIP2 training or portfolio accreditation. This increases reliance upon a small cohort of fully accredited investigators and presents challenges in aligning investigative complexity with workforce capability. 
The dual-local authority context further reinforces the need for a flexible and context-sensitive approach. Variations in demand, partnership structures and community priorities across Knowsley and St Helens demonstrate that uniform allocation models are insufficiently responsive to local conditions. The wider operating model redesign similarly recognised that existing structures were no longer optimally aligned to contemporary policing demand, resulting in the introduction of geographically accountable BCUs. 
Internal demand profiling supports this assessment, Whilst CID demand remained balanced across the BCU, Public Protection demand was consistently higher within St Helens throughout the review period. At the point of review, St Helens PPU managed 397 live investigations compared to 319 within Knowsley, representing approximately 24% higher demand. Figure D4 demonstrates that this pattern was sustained throughout the review period rather than representing a temporary fluctuation. These findings highlight the limitations of uniform allocation approaches and the need for a demand-led operating model capable of responding flexibly to differing demand profiles and investigative complexity (See Figure D4, Appendix D).
The implementation approach reflects a structured but adaptive model of organisational change, recognising the importance of stakeholder engagement, phased delivery and ongoing evaluation. However, the practical application of change within policing is constrained by operational pressures, abstraction and fluctuating demand, requiring flexibility in implementation and sustained leadership oversight. 
Overall, this framework supports the development of a pragmatic and evidence-based approach to improving investigative delivery within a complex and resource-constrained environment. 
4. [bookmark: _Toc234850192]Strategic Business Proposal
[bookmark: _Toc234850193]Operating Model
The proposed model introduces a capability-led approach to investigative allocation, ensuring that investigative complexity is aligned with officer accreditation, experience, and skill. This addresses existing inefficiencies where complex investigations are allocated without sufficient regard to capability, increasing risk, delay, and variability in outcomes.
The model is supported by a demand-led deployment approach that recognises variation in investigative demand across both local authorities and specialist functions. Demand analysis identified significant variation in workload across departments, localities, and safeguarding teams. Child Protection received 160 allocations during the review period compared with 55 within RASSO, whilst average allocations per investigator ranged from 11 within RASSO to 32 within Child Protection. Figure D5 demonstrates that this imbalance was sustained throughout the review period rather than representing isolated peaks in activity. These findings reinforce the need for deployment decisions that consider workload, investigative complexity, and workforce capability rather than relying solely upon geographical allocation (see Figure D5, Appendix D). 
Whilst investigators will remain primarily geographically aligned, the proposed model will incorporate demand-led deployment principles that enable the temporary reallocation of investigative resources across the BCU where sustained demand pressures, workload imbalances or capability gaps are identified. This approach recognises that investigative demand is not evenly distributed across the BCU, with allocation analysis demonstrating a concentration of demand within St Helens during the review period (Figure D7, Appendix D). The ability to flex resources in response to emerging demand will improve organisational resilience, support more equitable workload distribution and maximise the effective use of existing investigative capability without requiring further structural redesign. 
A key component of the model is the development of workforce capability through a structured pathway to increase PIP2 accreditation. This will be supported through NIE preparation, mentoring, protected learning time and supervised portfolio completion, helping to create a sustainable pipeline of appropriately accredited investigators. Given that 64 of the BCU’s 80 investigators remain within the investigative development pipeline, increasing PIP2 capability represents the primary long-term mechanism for improving workforce resilience, reducing organisational risk, and ensuring investigative demand can be managed sustainably. 
Governance of legacy investigations will be formalised through clear ownership, prioritisation, and supervisory oversight, addressing risks relating to delay, accountability, and victim outcomes. Supervisory capacity will be aligned to investigative complexity, strengthening oversight of high-risk cases and improving consistency in investigative standards across the BCU.
[bookmark: _Toc234850194]Implementation
Implementation will be delivered through a structured phased approach, enabling controlled transition whilst minimising operational disruption. Initial diagnostic analysis of demand, capability and caseload distribution will inform the design of the allocation model and governance framework. Demand profiling will continue throughout implementation to identify sustained workload imbalances and inform the temporary redeployment of investigative resources where operationally required. This will ensure the model remains responsive to changing demand patterns across both local authority areas. The phased approach mirrors principles adopted during the FOR and will be supported through stakeholder engagement, evaluation, and continuous refinement. Phased rollout, prioritising high-risk and high-demand areas, will support organisational learning whilst maintaining operational stability. A detailed implementation schedule, including key milestones and phased delivery activity, is provided within Appendix A. 
[bookmark: _Toc234850195]Risk
The proposed model introduces a number of risks, including workforce resistance to change, short-term performance disruption during implementation and continuing pressures arising from resource constraints and demand volatility. Wider organisational risks identified through the FOR, including shortages of accredited investigators, increasing vulnerability-related demand and workforce abstractions, remain relevant within the BCU. Mitigation will focus on phased implementation, communication and ongoing monitoring of workload, performance, and workforce capability. The principal implementation risks, associated impact assessments and mitigation measures are detailed within the Risk Register at Appendix B. 
[bookmark: _Toc234850196]Governance
Clear governance structures will underpin implementation, ensuring accountability and alignment with organisational frameworks. Strategic oversight will be provided at Gold level, supported by BCU leadership at Silver, with operational delivery managed at Bronze level across CID and PPU functions. Regular performance review, demand assessment and partnership engagement will ensure local priorities are recognised whilst maintaining a consistent BCU-wide approach to investigative standards, workforce capability and risk management. This structure supports effective decision-making and reinforces accountability throughout implementation. Roles, responsibilities, and accountability arrangements for implementation are outlined within the RACI Matrix at Appendix C. Quarterly demand and workforce reviews will inform decisions regarding resource deployment, ensuring that investigative capacity remains aligned to demand, capability and organisational risk across the BCU. Governance arrangements will ensure representation from both local authority areas, enabling differing safeguarding priorities, partnership expectations and community needs to inform decision-making while maintaining consistent investigative standards across the BCU. 
5. [bookmark: _Toc234850197]Financial and Resource Considerations
The proposal operates within existing financial constraints and focuses on optimising current resources rather than organisational expansion. Resource implications are primarily associated with workforce development. Including investigator training, accreditation, and abstraction from operational duties. Whilst implementation will incur costs relating to NIE preparation, PIP2 training and portfolio supervision, these should be considered against the risks associated with continuing capability shortages, including investigative delay, increased supervisory burden and reduced workforce resilience. 
By improving the alignment between investigative demand and workforce capability, the proposed model seeks to enhance resource utilisation and reduce organisational risk without requiring significant additional investment. As such, the proposal represents a value-for-money approach within a constrained financial environment.
However, not all benefits can be measured in financial terms. Improvements in investigative quality, victim outcomes, organisational legitimacy and public confidence are central to policing performance and should be considered alongside economic measures when the evaluation the success of the proposal. 
6. [bookmark: _Toc234850198]Stakeholder and Communication Strategy
Successful implementation of the proposed operating model will depend upon effective stakeholder engagement and communication. Organisational change within policing is influenced by the expectations and interests of a diverse range of stakeholders, requiring a structured approach to communication, engagement, and relationship management.
Internal stakeholders include investigators, supervisors, senior leaders, support staff and specialist departments directly affected by the proposed changes. Workforce engagement is particularly important given the potential for change fatigue following the recent transition to the BCU model. Communication will focus on providing a clear rationale for change, outlining expected benefits, and creating opportunities for participation and feedback. Regular updates, leadership visibility and supervisory briefings will support understanding and encourage ownership of the proposed approach. 
Supervisors represent a particularly important stakeholder group due to their role in implementing capability-led allocation, monitoring performance, and supporting workforce development. Targeted engagement will ensure a consistent understanding of governance requirements whilst enabling operational concerns to be identified at an early stage. 
External stakeholder engagement remains essential due to the BCU operating across two local authority areas with differing safeguarding arrangements, partnership structures and strategic priorities. Engagement will therefore be maintained with local authorities, safeguarding partnerships, Multi-Agency Safeguarding Hubs (MASH), victim support services and specialist partner agencies to ensure local requirements are reflected within decision-making whilst maintaining consistency of investigative practice across the BCU.
The communication strategy will adopt a collaborative approach, ensuring stakeholders remain informed, consulted and engaged throughout implementation. This will support transparency, strengthen partnership working and assist in managing resistance whilst improving the likelihood of sustainable organisational change and improved outcomes for victims and communities. Particular emphasis will be placed upon maintaining engagement with both local authorities and safeguarding partnerships to ensure locality-specific priorities continue to be reflected within operational and strategic decision-making. 
7. [bookmark: _Toc234850199]Strategic Options Analysis
The development of a sustainable investigative operating model requires consideration of a range of strategic options. Each option has been evaluated against organisational objectives, deliverability, resource implications, associated risks and potential benefits.
Option 1: Maintain the Current Operating Model
This option would retain the existing investigative allocation, governance and workforce arrangements following the recent transition to the BCU structure. The primary advantage of this approach is organisational stability, avoiding further change and potential disruption to operational delivery.
However, this option fails to address the identified challenges relating to investigative demand, workforce capability and governance. Existing workload pressures, capability gaps and risks associated with legacy investigations would remain unsolved. As a result, organisational risks, investigative delays, and inconsistent service delivery would be likely to persist. Whilst offering short-term stability, this option is unlikely to support long-term organisational effectiveness or sustainability. 
Option 2: Introduce a Capability-Led Investigative Model within the existing BCU (Preferred Option)
This option introduces a capability-led approach to investigative allocation, supported by demand-led deployment, enhanced governance, and a structured workforce development programme. It directly addresses the issues identified within the current operating model by improving the alignment between investigative complexity, workforce capability and organisational risk.
The model can be implemented within the existing BCU structure and financial constraints, minimising organisational disruption whilst delivering measurable operational improvements. The structured development of PIP2 capability supports both immediate operational requirements and longer-term workforce resilience, whilst enhanced governance arrangements reduce organisational, legal, and reputational risk.
Although implementation requires investment in training, supervision and change management activity, these requirements are proportionate and achievable. The model therefore represents a balanced response that delivers improvement whilst maintaining organisational stability.
Option 3: Full Structural Redesign
This option would involve a more fundamental review of investigative structures across the BCU, potentially including the redesign of investigative units, geographical boundaries, or specialist functions. Whilst such an approach could improve the alignment of resources and specialist capability, implementation would require significant organisational change, substantial resource investment and approval beyond local command structures.
Given the recent implementation of the BCU model, further large-scale restructuring could disrupt embedding of current arrangements, generate workforce fatigue and negatively impact operational performance. As many of the identified challenges relate to capability, demand management and governance rather than organisational structure, a further redesign would not represent a proportionate response within the current operating environment.
A comparative evaluation of each option against strategic fit, operational effectiveness, affordability, risk, and deliverability is provided at Appendix E. The assessment identified Option 2 as the highest-scoring and most balanced response to the challenges identified within the BCU. The preferred option was also assessed against SAFE framework. The proposal was considered suitable as it directly addresses the capability, demand and governance challenges identified within the BCU. It was considered acceptable because it can be delivered within existing organisational and financial constraints whilst minimising organisational disruption. Finally, it was considered feasible because it builds upon existing governance arrangements, workforce development pathways and BCU structures, avoiding the need for significant organisational redesign. 


Preferred Option
Option 2 is identified as the preferred strategic option as it provides the most proportionate and achievable response to the challenges identified. By improving the alignment between demand, capability and governance, the model offers the greatest balance between organisational benefit, workforce sustainability, implementation feasibility and operational effectiveness. It therefore represents the most appropriate mechanism for improving investigative performance and reducing organisational risk across the BCU. 
8. [bookmark: _Toc234850200]Critical Evaluation
Whilst the proposed capability-led operation model offers a structured and evidence-based approach to improving investigative delivery, it is important to recognise that it is not without limitations. The success of the proposal is dependent upon a number of organisational, operational, and cultural factors, many of which are subject to influences beyond local control.
A key assumption underpinning the model is that workforce capability can be developed at a pace sufficient to meet current and future demand. The proposal places significant emphasis on increasing the number of PIP2 accredited investigators through structured development pathways and support mechanisms. Workforce data indicates that many investigators remain at various stages of accreditation, with progression dependent upon examination success, course availability and portfolio completion. Operational pressures, abstractions, staff turnover and competing organisational priorities may reduce opportunities for development and delay progression. There is therefore a risk that demand continues to outpace capability growth, limiting the effectiveness of the proposed allocation model.
This risk is particularly evident within specialist safeguarding functions. During the review period, Child Protection received 160 allocations compared to 55 within RASSO, despite operating with a small staffing establishment and reduced resilience due to abstractions. Consequently, improvements in allocation methodology alone may be insufficient if workforce capacity does not develop at a pace capable of meeting operational demand. 
The model is also dependent upon sustained leadership commitment and supervisory oversight. Effective implementation requires supervisors to consistently apply capability-led allocation principles and maintain governance of both live and legacy investigations. Changes in leadership priorities, organisational restructuring or increasing operational pressures may reduce focus on these arrangements over time. Without continued oversight, there is a risk that existing practices re-emerge, undermining the intended benefits of the proposal.
The proposal further relies upon the availability of accurate and timely performance, demand, and workforce data. Decision-making informed by incomplete or inaccurate data could result in inappropriate resource allocation and reduce the effectiveness of demand-led deployment. Maintaining robust performance management processes will therefore be essential to support evidence-based decision-making and ongoing evaluation.
The dual local authority environment also presents ongoing governance challenges. Whilst the proposed model seeks to improve consistency across the BCU, differing partnership priorities, local political influences and safeguarding requirements may continue to create competing demands on investigative resources. Maintaining alignment between local needs and BCU wide priorities will therefore require sustained leadership oversight and effective partnership engagement. The proposal also recognises that it is neither realistic nor desirable to achieve complete parity of demand between Knowsley and St Helens. Success should therefore be measured through the organisation’s ability to respond effectively to differing demand profiles rather than achieving equal workload volumes across both local authority areas. Whilst demand-led deployment improves organisational flexibility, there is a potential risk that frequent movement of investigators between localities may impact local ownership, partnership relationships and workforce stability. Effective governance and clear deployment criteria will therefore be required to ensure that resource reallocation remains proportionate and focused upon sustained demand pressures rather than short-term fluctuations. 
External factors also present potential challenges to long-term sustainability. Increasing complexity of investigations, growth in vulnerability-related demand, financial constraints and changing public expectations may continue to place pressure on investigative resources regardless of improvements in capability and governance. Furthermore, whilst the FOR addressed a number of structural issues through the introduction of geographically aligned BCUs, the continued presence of workload and capability pressures demonstrates that structural change alone cannot resolve all organisational challenges. Sustainable improvement remains dependent upon workforce capability, effective leadership, and organisational commitment. Consequently, the proposal should not be viewed as a complete solution to all investigative challenges, but rather as a mechanism for improving organisational resilience and maximising the effectiveness of existing resources.
Despite these limitations, the proposal represents a pragmatic and proportionate response to the challenges identified within the BCU. By improving the alignment between demand, capability, and governance, it offers a realistic opportunity to enhance investigative effectiveness, reduce organisational risk and support the delivery of consistent outcomes for victims and communities.
9. [bookmark: _Toc234850201]Conclusion and Recommendations
This proposal has identified a number of strategic and operational challenges affecting investigative delivery within a dual-local authority Basic Command Unit. The transition to a geographically aligned BCU structure has created opportunities to improve efficiency and resource alignment; however, it has also highlighted issues relating to workload distribution, workforce capability, governance arrangements and the management of investigative demand. If left unaddressed, these challenges have the potential to impact investigative quality, victim outcomes, workforce wellbeing and organisational resilience.
Following evaluation of the available strategic options, the introduction of a capability-led investigative operating model has been identified as the most appropriate and achievable solution. Unlike maintaining the current operating model, which would allow existing inefficiencies to persist, or pursuing further structural redesign, which would introduce significant organisational disruption, the proposed model provides a balanced and proportionate response that can be implemented within existing organisational and financial constraints.
The proposal seeks to improve how investigative demand is managed through strengthened workforce capability and governance arrangements through capability-led allocation, demand-led deployment of resources, strengthened oversight of legacy investigations and targeted workforce development. Collectively, these measures are intended to improve investigative consistency, reduce organisational risk and support the development of a more resilient and sustainable investigative workforce.
Whilst the proposal acknowledges limitations, including dependency upon workforce development, leadership commitment and continued organisational support, it represents a pragmatic response to the challenges currently facing the BCU. By focusing on the effective utilisation of existing resources and strengthening governance arrangements, the model provides a realistic opportunity to improve both operational performance and longer-term organisational sustainability.
It is therefore recommended that:
· A capability-led investigative operating model, supported by demand-led deployment of investigative resources is implemented across CID and Public Protection functions.
· A structured workforce development programme is introduced to increase PIP2 accreditation and investigative capability.
· Formal governance arrangements are established for the oversight and management of legacy investigations.
· Performance is monitored through agreed strategic and operational KPIs to enable ongoing evaluation and continuous improvement.
· Regular reviews of investigative demand, workforce capability and organisational risk are undertaken to ensure the model remains responsive to changing operational requirements.
Implementation of these recommendations will support the delivery of consistent, high-quality investigative outcomes, improve workforce resilience, and enhance the organisation's ability to meet current and future investigative demand across both local authority areas.











10. [bookmark: _Toc234850202]Appendices

Appendix A: Gantt Chart
	Activity
	Q1
	Q2
	Q3
	Q4

	Demand analysis
	✓
	 
	 
	 

	Operating model design
	✓
	✓
	 
	 

	Stakeholder engagement
	✓
	✓
	✓
	 

	Workforce development programme
	 
	✓
	✓
	✓

	Capability-led allocation rollout
	 
	✓
	✓
	 

	Legacy governance implementation
	 
	✓
	✓
	 

	Benefits evaluation
	 
	 
	✓
	✓










Appendix B: Risk Register
	Risk
	Likelihood
	Impact
	Mitigation

	Insufficient PIP2 progression
	Medium
	High
	Protected learning time and mentoring

	Staff resistance to change
	Medium
	Medium
	Engagement and communications strategy

	Increasing demand exceeds assumptions
	High
	High
	Quarterly demand reviews

	Loss of experienced investigators
	Medium
	High
	Succession planning and capability pipeline

	Performance dip during implementation
	Medium
	Medium
	Phased rollout

	Resource deployment impacts local ownership and partnership relationships
	Medium
	Medium
	Governance oversight and deployment criteria based on sustained demand pressures









Appendix C: RACI Matrix
	Activity
	Gold
	Silver
	Detective Chief Inspector
	Supervisors
	Investigators

	Approve operating model
	A
	R
	C
	I
	I

	Workforce development
	I
	A
	R
	C
	I

	Allocation framework
	I
	C
	A
	R
	I

	Legacy review process
	I
	C
	A
	R
	C

	Performance monitoring
	A
	R
	C
	C
	I

	Local authority and partnership engagement
	I
	A
	R
	C
	I

	
	
	
	
	
	

	A = Accountable
	
	
	
	
	

	R = Responsible
	
	
	
	
	

	C = Consulted
	
	
	
	
	

	I = Informed
	
	
	
	
	











Appendix D: Demand and Workforce Capability Profile
Source: Author’s analysis of data extracted from Merseyside Police investigative and workforce management systems (June 2026)
D1. Investigative Demand Profile (Author’s Analysis June 2026)
	Function
	Volume

	Knowsley CID
	360

	St Helens CID
	370

	Knowsley PPU
	319

	St Helens PPU
	397

	BCU RASSO
	131

	BCU CP/AAR
	172

	Total
	1,749



D2. Workforce Capability Profile (Author’s Analysis June 2026)
Knowsley
	Capability Status
	Number

	Awaiting / Yet to Pass NIE
	18

	NIE Passed – Awaiting PIP2 Course
	5

	Portfolio in Progress
	10

	Total in Development Pipeline
	33








St Helens
	Capability Status
	Number

	Awaiting / Yet to Pass NIE
	24

	NIE Passed – Awaiting PIP2 Course
	3

	Portfolio in Progress
	4

	Total in Development Pipeline
	31


BCU Position
	Capability Measure
	Number

	Total Investigators (CID, PPU, RASSO and CP/AAR)
	80

	Awaiting / Yet to Pass NIE
	42

	NIE Passed – Awaiting PIP2 Course
	8

	Portfolio in Progress
	14

	Total in Development Pipeline
	64



D3. Workforce Resilience Considerations
Workforce analysis identified several factors affecting operational resilience, including:
· Investigators at varying stages of accreditation and specialist skills development
· Long-term sickness, restricted duties, and maternity leave abstractions
· Dependence upon specialist investigative capabilities including SCAIDP, SSAIDP, Tier 3, Tier 5, and FLO capability

D4. PPU Comparison Chart (Author’s Analysis June 2026)

[image: A graph of a bar chart

AI-generated content may be incorrect.]

D5. Child Protection and RASSO Allocation Trends (Author’s Analysis April – June 2026)
[image: A graph of different colored bars
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D6. Average Allocations per Investigator by Function (Author’s Analysis June 2026)

[image: A graph with blue squares

AI-generated content may be incorrect.]
D7. Distribution of Investigative Allocations Across the BCU (April – June 2026)
[image: ]










Appendix E: Options Appraisal Matrix

	Criteria
	Weighting
	Option 1 Maintain Current Model
	Option 2 Capability-Led Model
	Option 3 Full Structural Redesign

	Strategic Fit
	25%
	2
	5
	3

	Operational Effectiveness
	25%
	2
	5
	4

	Affordability
	20%
	5
	4
	1

	Risk
	15%
	2
	4
	1

	Deliverability
	15%
	5
	4
	1

	Weighted Total
	100%
	3
	4.5
	2.3



Option 2 achieved the highest overall score, demonstrating the strongest balance between strategic alignment, operational effectiveness, affordability, and deliverability. Whilst Option 1 offers organisational stability and minimal financial investment, it does not address the capability, governance and demand management challenges identified within the BCU. Option 3 has the potential to deliver long-term benefits but would require significant organisational change, investment, and governance approval, making it disproportionate within the current operating and financial environment. Consequently, Option 2 represents the most appropriate and achievable strategic response.


Appendix F: Strategic Objectives and Success Measures
	Strategic Objective
	Measure of Success
	Review Frequency

	Increase investigative capability
	Increase in PIP2 accredited investigators and reduction in investigators within the development pipeline
	Quarterly

	Improve workload distribution
	Reduced variation in allocations across functions and localities
	Quarterly

	Improve investigative timeliness
	Reduction in investigation age and delays
	Monthly

	Strengthen governance of legacy investigations
	Reduction in unmanaged legacy investigations
	Monthly

	Improve workforce resilience
	Reduction in sickness and abstraction impact
	Quarterly

	Improve victim outcomes
	Improved victim engagement and reduced victim attrition
	Quarterly










11. [bookmark: _Toc234850203]Abstract
This strategic business proposal examines investigative delivery within a dual-local authority Basic Command Unit (BCU) following the transition from a strand-based model to a geographically aligned structure. The restructure represents a deliberate strategic intervention intended to improve efficiency, governance, and demand management, consistent with traditional strategic planning approaches (Ansoff, 1965; Andrews, 1971). However, implementation has revealed operational challenges that were not fully anticipated during the planning process, reflecting Mintzberg’s (1994) concept of emergent strategy, whereby organisational realities require adaptation beyond the original strategic design.
The proposal identifies misalignment between investigative demand, workforce capability and governance arrangements across CID and PPU. Operating across dual local authority areas presents differing demand profiles, partnership structures and community priorities, highlighting the limitations of uniform organisational approaches. This is consistent with contingency theory, which suggests organisational effectiveness is dependent upon alignment between organisational structures and environmental conditions (Donaldson, 2001). However, whilst contingency theory explains the need for flexibility, it offers limited guidance on how organisations should prioritise competing demands within complex public-sector environments. 
Drawing upon the Resource-Based View (Barney, 1991), investigative capability is positioned as a critical organisational asset underpinning operational effectiveness. Analysis identified significant variation in workload, capability, and accreditation levels across investigative functions, creating challenges in aligning investigative complexity with workforce skills and experience. In response, the proposal recommends a capability-led operating model supported by demand-informed deployment, workforce development and strengthened governance arrangements. Priority is given to increasing Professionalising Investigation Programme (PIP2) accreditation, enhancing workforce resilience and strengthening oversight of both live and legacy investigations.
Public value theory further informs the proposed model by recognising that policing effectiveness extends beyond organisational efficiency to include legitimacy, public confidence, and victim outcomes (Moore, 1995). This is particularly important within public service organisations, where success is measured not only through efficiency but also through legitimacy, trust and public confidence. Consequently, the model seeks to improve organisational performance whilst delivering more consistent outcomes for victims and communities across both local authority areas. Implementation reflects principles of strategy-as-practice, recognising that strategic outcomes are shaped not only by formal plans but also by the actions and decisions of organisational actors (Johnson, et al., 2020). This is particularly relevant within policing, where operational pressures, resource constraints and organisational culture influence the translation of strategic intent into operational delivery. 
Whilst each theoretical perspective provides valuable insight, none independently offers a complete explanation of the challenges facing investigative policing. The Resource-Based View highlights the importance of investigative capability but places less emphasis on external influences such as political oversight, safeguarding obligations, and fluctuating demand. Similarly, contingency theory explains the need for organisational adaptability but provides limited guidance regarding implementation. More broadly, strategic management theories frequently originate from private-sector environments and may understate the influence of public accountability and statutory obligations. Consequently, a pluralist approach is adopted, drawing upon complementary strategic perspectives to inform both organisational design and operational delivery. 
Collectively, these perspectives highlight the relationships between organisational capability, environmental context, and strategic implementation. Sustainable organisational improvement is therefore dependent not only upon structural change but also upon workforce capability, leadership commitment, effective governance and continuous evaluation. Improved performance relies upon the effective alignment of resources, governance, and decision-making processes with operational demand, particularly within policing where increasing investigative complexity and resource constraints require organisations to balance efficiency, resilience, and public service obligations simultaneously. 
Overall, the proposal presents a pragmatic and strategically informed response to improving investigative delivery within a complex policing environment. By aligning demand, capability and governance, the model provides a realistic and sustainable approach to reducing organisational risk, strengthening investigative effectiveness, and improving outcomes for victims, communities, and the organisation.
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