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SUMMARY:   
 
1. This report sets out a high level progress regarding the implementation of the 
 Enterprise Resource Planning system (known as ERP). 
 
 

 

 
RECOMMENDATION:     
 
1. It is recommended that the Panel note the progress report in terms of the outstanding 
 implementation issues, and the measures in place to resolve these issues. 
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DETAIL OF THE SUBMISSION 
 
1.  KEY ISSUES FOR CONSIDERATION 
 

Background to the Introduction of the Enterprise Resource Planning (ERP) System 

 
1.1.  The key drivers for the introduction of the ERP can be summarised as follows:  

 

 The need to develop a joint system to facilitate collaborative working and ease 
the burden on managers of collaborated joint units; 

 Facilitation of efficiency savings in support services teams due to increased 
efficiencies (for Finance and HR these savings will be realised in Tranche 12); 

 Breaking down silos in support services to improve efficiency and effectiveness, 
and move closer towards a more integrated way of working for the back office. 

 
1.2.  ERP is a single system for both Norfolk and Suffolk to deliver all support functions 

 for HR, duties management, training, health and safety, finance, procurement and 
 payroll, therefore replacing some of the current systems such as Origin and 
 Resource Link. It aims to improve efficiency, cut out duplication, provide the 
 ability for more self-service, allow for improved management of information, 
 generate savings and make best use of technology. 

 
1.3.  It has been implemented in other policing environments including Cheshire, 

 Northamptonshire and Lincolnshire constabularies. 
 

1.4.  The timescales for development and implementation were challenging, however the 
 ERP system went live with duties management and self-service on 30 March 2015 
 and procurement and expenses on 7 April 2015.  Go-live is the first stage of the 
 implementation of the ERP system.   

 
2.  SUMMARY OF KEY IMPLEMENTATION ISSUES AFFECTING ERP 

 
2.1.  A number of outstanding activities have been identified since go-live 

 implementation that have impacted on staff. These are outlined below. 
 

 Hierarchy 
 

2.2.  The term ‘hierarchy’ refers to the organisational structure in ERP in terms of posts 
 and line management arrangements.  There are essentially two ‘hierarchies’ in ERP 
 – one in the E-Business Suite, and a more detailed hierarchy down to team level in 
 the Duties Management System (DMS) Module of ERP.  At go-live there were 
 inaccuracies present in these hierarchies, due to the following:   
 

 As part of preparations for go-live all implementation of structural change on the 
system had to be frozen.  Due to the pace of organisational change, this meant 
that there has been a backlog of changes to the hierarchy to implement post go -
live.  

 

 The timescales allowed for the build of the hierarchy in the Duties Management 
System were particularly challenging and meant that it was difficult to achieve an 
accurate picture of the organisational structure.  It was accepted that there would 
be some significant work to do post go-live to correct this. 

 
2.3.  Inaccuracies in the hierarchy have meant that managers have not always had the 

 correct line management reports assigned to them in the system.  This has impacted 
 on the clearing of exceptions (see paragraph 2.9 below), approval of annual leave 
 and visibility of resources. 
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2.4.  The errors in the hierarchy in the E-Business Suite have now largely been corrected, 

 and the corrections to the hierarchy on the Duty Management System are well 
 underway. However, since ERP implementation the impacts of the forthcoming 
 Athena platform have come to light which will necessitate further changes to be 
 made to the hierarchy to ensure officers and staff can access the correct crime and 
 intelligence work.  

 
2.5.  Work to reconcile hierarchies to meet all the organisational needs will be an ongoing 

 requirement. 
 
Entitlements 

 
2.6.  All officers and staff have ‘entitlements’ to leave and time off in the form of one or 

 more of the following: Flexitime, Annual Leave, Time Off in lieu, Rest days in lieu and 
 Public Holidays. 
 

2.7.  All entitlements were extracted from the systems previously used by the 
 Constabulary, and stored in a format to be uploaded into the new ERP. However 
 during the upload the formatting erroneously altered and as such was unable to be 
 received automatically into the ERP.  

 
2.8.  To resolve this, all entitlements had to be checked and uploaded separately, which 

 required a significant amount of manual attention. This caused delays in staff being 
 able to view their entitlements. 

 
 Exceptions 

 
2.9.  An ‘exception’ is a notification that is listed on the member of staff and their line 

 manager’s DMS account. An exception is created whenever the working hours of a 
 member of staff cannot be fully reconciled by the DMS system.  
 

2.10. The high number of exceptions has been caused by a lack of understanding by 
 employees to clock on and off and also some reluctance to do this. There has been a 
 lack of understanding and appetite for managers to clear exceptions. In some areas, 
 established working practices that were previously not recorded on the duties system 
 have come to light for the first time as a result of excessive exceptions being created, 
 for example in teams where their operations took place on very different patterns to 
 those displayed on the duties system. 

 
2.11. These issues have been resolved through the development of an exceptions team 

 based in the Resource Management Unit (RMU) to clear exceptions and to tackle 
 resistance to clear exceptions. The RMU are also working hard to correct underlying 
 shift patterns. 

 
 Overtime 

 
2.12. Post go-live overtime reporting has been delayed due to the DMS system. This was 

 caused by the volume of exceptions being created, and the working practices 
 previously mentioned that has resulted in accuracy issues with the overtime data 
 being presented by the ERP. Finance and HR took the decision that the risk of 
 overpayments being made was too great and so officers and staff are currently 
 manually submitting overtime requests. Initially, this caused some confusion and led 
 to a very small number of over and under payments of overtime. This is being 
 rectified with a more accurate paper-based claim form, and has been supported by 
 implementation of payment plans for those who have been overpaid. There are 
 frequent communications to remind individuals how to complete their requests. 
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 Data Validation 
 

2.13. It has become apparent that there are issues to address around data quality and 
 validation.  If data is incorrectly input by one team, it may not flow through properly to 
 other elements of the system.  This has meant that, for example, sickness data has 
 not flowed through properly (leading to lack of visibility of resources) and new starters 
 have not been accurately set up.  Staff in support services are adapting to working 
 with a system which sweeps across all support functions, and there is a need to 
 enhance training and awareness amongst staff.  This work is being progressed by a 
 cross departmental task force led by the Head of Procurement and Supplies. 
 
 Payslips 
 

2.14. There has been feedback regarding a lack of payslip information that is visible on the 
 ERP system. Currently, certain aspects of the payslip information are inaccessible 
 due to the layout of the payslip. This is being rectified and a change to the layout is 
 being implemented to allow visibility to this information.  
 
 Purchasing 
 

2.15. A number of purchase orders are not flowing through the system correctly, meaning 
 that some are misplaced prior to them arriving at suppliers. This is therefore creating 
 more work for administrators to double check. However, this is being investigated to 
 determine a resolution.  
 
 Inventory 
 

2.16. The inventory system is running adequately, however there is a gap in knowledge of 
 some individuals using the system due to not completing the e-learning package. 
 This is being mitigated by the Procurement team engaging with officers and staff to 
 support them as well as remotely accessing computers to guide individuals with the 
 process.  

 
3.  SCRUTINY AND OVERSIGHT 

 
3.1. Work to address the implementation issues is overseen by a Gold Group chaired by 

Deputy Chief Constable Charlie Hall. The group meets regularly and is attended by 
Departmental Heads of Support Departments, Operational Commanders, Staff 
Associations and representatives of the Project Team and Corporate 
Communications.  Progress reports are provided regularly to the Joint Chief Officer 
Team (JCOT).  Heads of Department for Human Resources, Finance and 
Procurement meet regularly to review progress and agree any changes to operating 
procedures.  An ERP Project Board also meets monthly. 
 

4.  CULTURAL ISSUES AND ORGANISATIONAL CHANGE 
 

4.1. The introduction of ERP represents a significant organisational change and requires 
a different way of working both for end users of the system, and also those staff in 
HR, Finance and Procurement. The teams are growing to understand the capabilities 
of the system, adjust business processes to fit around the system and learning to 
appreciate the ‘cross cutting’ nature of the system.  As such, the official go-live of the 
system represents the start of a programme of cultural change which will increase 
confidence in the system and ultimately enhance its effectiveness and allow us to 
harness its full capacity.  A holistic, organisational development approach is being 
taken towards this, which focuses on enhanced training for support staff and cross 
departmental working to break down silos, and targeted support for those areas of 
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the organisation where data shows that managers and staff are struggling to clear 
exceptions, for example. 
 

4.2. This is supported by regular communications to staff setting out progress updates so 
that transparency and reassurance is maintained. 
 

5.  ICT SUPPORT 
 

5.1. At the end of the project implementation phase, the Constabulary benefited from 
‘early life support’ provided by Cap Gemini. Subsequently, responsibility for 
maintenance and issues has transferred to the in house ICT team, but with an ability 
to call on support from Cap Gemini.  
 

5.2. The systems knowledge required to operate and maintain a cross cutting system of 
this significance and size has required a substantial upskilling of the ICT and other 
staff who are responsible for the system. 

 
6.  NEXT STEPS 

 
6.1. The system offers a self-service reporting tool OBIEE (Oracle Business Intelligence 

and Enterprise Edition) which will enable officers and staff access to people and 
finance data that previously could only be provided by HR and Finance. The 
principles of self-service underpin the system, and are closely linked to the 
achievement of cost savings in HR, Finance and Procurement. 
 

6.2. The OBIEE function will be released when the integrity and validity of the data has 
been verified. 
 

6.3. The cross departmental task force, led by the Head of Procurement and Supplies, 
are progressing this validation work as part of their overall review of system 
implementation and progression towards ensuring the system can fully support 
business as usual functionality as intended. 

 
7. FINANCIAL IMPLICATIONS  
 
7.1 The costs in relation to the ERP project have been tightly controlled by the ERP 
 project board, chaired by Deputy Chief Constable Charlie Hall, and with membership 
 that included the PCC and CC Chief Financial Officers (CFOs) for Suffolk and 
 Norfolk. 
 
7.2 The available budget was approved via a business case prior to the commencement 
 of the project, and included a joint contingency budget of up to £0.5m, again 
 controlled through the project board and the CFOs. 
 
7.3 Contingency spending has been contained to well below the £0.5m limit. The spend 
 funded by departments was in relation to change requests generated by HR, 
 Procurement or Finance, approved by the ERP board, that developed the solution 
 beyond the Capgemini template, enabling more efficient processes to fit with Suffolk 
 and Norfolk collaborative processes, and supported delivery of savings via tranches 
 12 and 13. 
 

8. OTHER IMPLICATIONS AND RISKS 
 

8.1 The Constabulary faces the challenge of fully understanding and embedding a 
 system which crosses departmental and functional boundaries. The impact of 
 deficiencies in data integrity in this system is significant, and work is ongoing to 
 ensure that the back office functions operate effectively together to ensure the 
 integrity of the end-to-end nature of the data flow.  
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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? 
 

No 

 
Have human resource implications been considered? 
 

Yes 

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

N/A 

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

No 

 
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 

 


