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SUBJECT:  COLLABORATION UPDATE – JOINT FINANCE DEPARTMENT 

 

 
 

SUMMARY:   
 
1.   Meetings of the Accountability and Performance Panel receive update reports on the 

collaboration programme.  It has been agreed that each report will focus on a 
particular department/area of collaboration.  

 
2.  This report will focus on the collaboration within the Joint Finance Department. 
 
3.  Finance has operated under a single Head of Department since September 2012, 

and has made strides to join up the services within the department across Suffolk 
and Norfolk boundaries. 

 
4.  There have been constraints from further joining up of the Finance functions arising 

primarily from the use of different systems by each Constabulary, and operating out 
of two different sites 50 miles apart. 

 
5.  The implementation of the new Enterprise Resource Planning (ERP) system, a fully 

integrated system comprising of Finance, Payroll, Human Resources and 
Procurement modules, will mean that both Suffolk and Norfolk Constabularies will be 
using the same system and reporting tools. This will enable the department to 
become fully integrated and maximise savings as a result. 

 
6.  The main risks faced by the department are in connection to the ERP project and the 

impact on resources during the implementation phase and post go-live on 1st April 
2015. These risks will be managed through careful planning and are detailed in the 
main body of this report. 

 
 

RECOMMENDATION:     
 
1.   The Accountability and Performance Panel is asked to note the content of this report, 

and consider the risks outlined and proposed mitigations to manage these. 
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1.  KEY ISSUES FOR CONSIDERATION  

 

1.1. Meetings of the Accountability and Performance Panel receive update reports on the 
collaboration programme.  It has been agreed that each report will focus on a 
particular department/area of collaboration.  

 
1.2. This report will focus on the collaboration within the Joint Finance Department. 

 
Background 
 

1.3. In September 2012 the Finance department functions for Suffolk and Norfolk were 
brought together under a single Head of Department. 
 

1.4. Since that point, the department has developed more joined up services across the 
two constabularies. This has seen increased integration in the Management 
Accountant, Insurance and Business Liaison teams. 
 

1.5. There have been limitations as to how far this development could be taken, with the 
main constraints being the different systems used for each Constabulary, as well as 
being in different locations. For instance, two different payroll systems are in use, as 
well as two different Finance systems and different reporting tools. 
 

1.6. This means that there is in effect a mirror set up in each office with two payroll teams, 
two financial accounting teams and so on. 
 

1.7. However, there have been efficiencies from sharing resources at peak times across 
the two constabularies, which has given improved resilience across functions, as well 
as major benefits in terms of shared knowledge and shared planning between the 
two offices. 
 

1.8. The department has already made savings of around £250k through not filling 
vacancies and making some efficiencies in relation to non-pay, but has yet to go 
through the process of developing a new collaborative department structure and 
associated business case.  
 

1.9. The enabler for this will be the implementation of the new Enterprise Resource 
Planning (ERP) system. This is the fully integrated system comprising of Finance, 
Payroll, Human Resources and Procurement modules. This will mean that both 
Suffolk and Norfolk Constabularies will be using the same system and reporting tools 
and will enable the department to become fully integrated and maximise savings as a 
result. 
 
Management Accountants 
 

1.10. The two Management Accountant teams are the most integrated in Finance. Their 
primary role is to provide all levels of the constabularies and the Police and Crime 
Commissioner (PCC) with accurate and timely financial management information. 
They also offer key support to the development of business cases that progress 
through the change programme. 
 

1.11. From April 2013, steps were taken to develop a single consistent way of working. 
From that date a Management Accountant, regardless of whether they sit in Suffolk 
or Norfolk, supports a single portfolio and has access to both Suffolk and Norfolk 
systems to provide a single point of contact to relevant budget managers. 
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1.12. This was a major improvement for budget managers who had previously had two or 
even three Management Accountants to liaise with to get a view of the financial 
management information, and understand their costs and forecast outturns. 
 

1.13. The team will shortly be preparing for this year’s budget “Scrutiny” process. Last year 
they helped identify £2.5m of savings in total, of which £0.834m related to Suffolk. 
This year the target is to identify a minimum of £0.5m non-pay savings in Suffolk and 
the same in Norfolk. 
 

1.14. The senior managers of these teams also contribute to the development of the 
medium term financial plan that supports the strategic financial planning of the PCC. 
 
Insurance and Business Liaison 
 

1.15. The Insurance Officers across both offices have come together as one team that has 
enabled more resilience across the function. There are still limitations due to the 
different systems in use, the different approaches to claims handling and the different 
models for the provision of legal services to the two constabularies. 
 

1.16. In Suffolk, this team also covers the management of the legal contract with the 
County Council and, until recently, Risk Management. 
 

1.17. The team generates added value in Suffolk by being a gatekeeper for legal and 
insurance issues, managing the amount being referred to the Council’s legal 
department. The team also runs a good process for learning lessons from insurance 
claims and feeding these back to operational teams to reduce the risk of similar 
claims arising in the future. 
 

1.18. Business Liaison has also come together as a single team, and is looking to develop 
more joined up cross county services on, amongst other things, bids and grants, 
match-funded Police Community Support Officers (PCSOs) and Section 106 monies 
(where monies are sought from developers to support policing due to increases in 
demand arising from the development). 
 

1.19. The team contributed to the generation of over £1m into the constabulary to support 
services and initiatives, and also working with partners that help reduce demand on 
the police. 
 
Financial Accounting  
 

1.20. The two Financial Accounting teams are currently relatively independent and less 
integrated, although joint planning and knowledge sharing is undertaken across these 
areas. Some specialist areas, such as advice and expertise on taxation, are shared 
across the two constabularies in a more integrated way. 
 

1.21. Within the Financial Accounting teams’ primary functions is to deliver statutory 
financial reporting, e.g. the Statement of Accounts and other legislative and statistical 
returns. 
 

1.22. Recently both teams delivered the Statement of Accounts for the PCC Group, the 
PCC and the Chief Constable Corporations Sole, within statutory deadlines. This was 
with the backdrop of changing guidance late on in the closedown timetable and was 
an excellent outcome. 
 

1.23. The audit of the accounts will start in August for Suffolk, with the conclusion of the 
audit and the sign-off of the audited accounts required by 30th September 2014. 
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Payroll and Exchequer 
 

1.24. Because of the separate systems, again the two teams in the different constabularies 
operate largely independently, but once again knowledge and planning is shared 
across both constabularies. 
 

1.25. As well as delivering a highly professional payroll and exchequer service, a 
significant part of the government’s drive for financial transparency is generated from 
this function in terms of publishing transactions over £500, generating salary 
information for the Statement of Accounts, and responding to a high proportion of 
Freedom of Information requests. 
 
Financial Regulations 
 

1.26. The financial regulations are a vital part of the governance framework for PCCs and 
constabularies. The Suffolk and Norfolk regulations were significantly different, and 
this had the potential to cause problems with financial governance across 
collaborative units.  
 

1.27. Finance lead work to co-ordinate the harmonisation of the regulations across Suffolk 
and Norfolk. This harmonisation was achieved as part of both PCCs Scheme of 
Governance and Consent for 2014/15, and is a major step forward for financial 
governance across collaborative units, as well as providing a robust set of regulations 
for both PCCs. 
 
Issues as a Result of Collaboration 
 

1.28. To date, the most significant issues arising from collaboration are the different 
systems in use, and the fact that the teams operate in sites 50 miles apart. 
 

1.29. The different financial systems are driven by different business processes, use very 
different coding structures and account for some transactions in different ways. As a 
result, a very significant amount of time is spent just to extract data from the different 
systems, and convert and join together the information in a way that gives a 
consistent financial view to management of all levels. It is to the credit of the Joint 
Finance team that this is achieved in a timely and accurate manner each month. 
 

1.30. As outlined in para 1.8 above, the new ERP system, going live in April 2015, will 
mean that the constabularies will be using the same system and processes. This will 
be the enabler for the development of a fully integrated structure. 
 

1.31. A significant amount of Finance resource is being directed to the project to ensure 
that we get the best out of the system that has been procured, and to meet the 
demanding deadlines of the project.  
 

1.32. Careful planning is required between now and the end of the project that ensures 
business as usual requirements are met as well as the milestones within the project. 
 
 
Current Risks and Actions to Mitigate Them 
 

1.33. The main risks relate to the implementation of the ERP system and the impact this 
has on resources within Finance and the transition to the new structure post the ERP 
system going live. 
 

1.34. Clearly, the ERP project team has its own risk register that is reviewed by the ERP 
project board that manage the risks around the project. 
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1.35. Finance continues to mitigate the risks around the impact of resourcing on day-to-day 

work by planning as carefully as possible around abstractions to the project, and 
using resources as flexibly as possible.  
 

1.36. Finance will also develop an appropriate strategic transition plan that covers the year 
end for 2014/15, the management of the legacy systems, the ERP go-live, 
embedding of the new system and adoption of new processes, and the 
implementation of a new integrated structure. This will help manage risk 2 in the PCC 
Risk Register in connection to the risks connected to reducing workforce levels. 

 
2. FINANCIAL IMPLICATIONS 

 
2.1. None other than those indicated in the main body of the report. 
 
3. OTHER IMPLICATIONS AND RISKS 

 

3.1. No changes are needed to the PCC Risk Register. 
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ORIGINATOR CHECKLIST (MUST BE COMPLETED) 

 
PLEASE STATE 
‘YES’ OR ‘NO’ 
 

 
Has legal advice been sought on this submission? 
 

 
No 

 
Has the PCC’s Chief Finance Officer been consulted? 
 

 
No 

 
Have equality, diversity and human rights implications been considered 
including equality analysis, as appropriate? 
 

 
Yes 

 
Have human resource implications been considered? 
 

 
Yes 

 
Is the recommendation consistent with the objectives in the Police and 
Crime Plan? 
 

 
Yes 

 
Has consultation been undertaken with people or agencies likely to be 
affected by the recommendation? 
 

 
Yes 

 
Has communications advice been sought on areas of likely media 
interest and how they might be managed? 
 

 
No 

 
Have all relevant ethical factors been taken into consideration in 
developing this submission? 
 

 
Yes 

 
 
 
 

 
 


