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JOINT INDEPENDENT AUDIT COMMITTEE – 3 SEPTEMBER 2015  
 
SMARTER SYSTEMS PROGRAMME UPDATE 
 
REPORT BY DIRECTOR OF FINANCE 
 
PURPOSE OF THE REPORT 
 
To provide an update on the Smarter Systems Programme, including the implementation of 
projects to date and future projects being developed and implemented. 
 
 
1. INTRODUCTION 
 
1.1 The Smarter Systems Programme began in May 2013 when a small project team of 13 

was established to deliver this programme of work.  The vision of the programme was as 
follows: 

 
 ‘For Dorset Police to have a fully integrated information management system, that 

requires information to only be input once, which is supported by efficient and lean 
processes that reduces bureaucracy and which enables a mobile solution that provides a 
flexible working model so that officers and staff can work from any location and be 
provided with the right data, in the right format, at the right time, with the ability to enable 
direct officer/staff data entry onto the system, thereby reducing the need to return to the 
station and  providing the best service to the public.   

 
 These systems and solutions will be procured and implemented in a way which can 

enable and enhance collaborative opportunities with other Forces and partners by moving 
to national/regional processes and move to hosted service solutions, reducing risks to the 
Force of developing in house solutions, whilst improving operational effectiveness and 
reducing costs.’ 

 
1.2 The Dorset Smarter Systems Programme was therefore separated into three key 

deliverables, all of which overlap each other. 
 
 A. To procure and implement Niche RMS as the replacement for the Force Wide 

System with the following requirements: 
 
 • A single integrated Records Management System which requires information to 

only be input once. 
 • It meets national requirements and standards for integration with national 

systems such as PNC, PND, HMCTS and CPS systems and be MoPI 
compliant. 

 

AGENDA NO: 14 
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 • Has the ability to meet the requirements of the CJS Efficiency Programme in 
respect of the storage and transmission of digital case files and wider digital 
data such as audio and visual files. 

 • Has collaborative opportunities in its implementation and access to information 
 • Has the ability to be a hosted solution should the Force wish to consider a 

shared service. 
 • Has flexible deployment options that are compatible with the Mobile Policing 

Strategy. 
 • Has the ability to share information with other Forces, (both with the same 

national system and where possible other national systems) partners and the 
public. 

 
 B. To develop and implement a Mobile Policing Strategy with the following 

requirements: 
 
 • The ability to deploy the replacement Force Wide System with flexible 

deployment options onto a number of suitable mobile devices. 
 • The ability to enable direct officer entry onto the replacement Force Wide 

System. 
 • The ability to ‘push’ nominal and location data to front line officers and staff. 
 • The ability to meet the CJS efficiency programme requirements, in particular the 

ability to capture digital evidence such as photographs and electronic witness 
statements and saved directly onto the case management system. 

 • The ability to deploy national systems such as PNC and ANPR on mobile 
devices 

 • The ability to undertake federated searches across different systems 
 • The solution has the ability to be a hosted service should the Force wish to 

consider a shared service configuration and enhance collaborative 
arrangements. 

 • The ability to share information with wider partners and the public 
 
 C. To maximise the opportunities for collaboration with other Forces that are enabled 

through the procurement and implementation of the replacement Force Wide 
System and Mobile Policing Strategy, in particular in the areas of: 

 
 • Shared services ie Criminal Justice & Custody 
 • Wider Information Management ie briefing and tasking and sharing of local 

Force IT developments by using common standards across Forces. 
 
1.3 Since the Programme was established, in addition to the above an additional project to 

procure and implement a Digital Asset Management System (DAMS), with the ability to 
link into Niche RMS and manage all the Digital Media that is now being collected, was 
added to the programme of work, in collaboration with Devon and Cornwall Constabulary. 

 
2. NICHE RMS 
 
2.1 On 20 May 2015 the Niche RMS in its entirety went ‘live’ in Dorset Police.  This was the 

culmination of two years of work and succeeded in the aims and ambitions of the project 
as follows: 

 
 The system is a fully integrated system which requires information to only be input 

once and used many times. 
 It has all operational policing matters recorded and used within it.  There is no other 

force that has utilised a Records Management system operationally to the extent that 
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Dorset has, with no other third party system being used in addition to Niche.  Most 
other forces have retained additional systems such as Missing persons, stop and 
search etc. 

 This implementation has resulted in a whole new performance management solution 
being implemented using Business Objects.  Niche allows far greater measurement of 
activity and also qualitative measurements not previously available. 

 It was configured to the business needs of the Force and enabled fundamental 
changes to be made to processes to improve workflows and improve on the 
management of police information, as well as structural change to Force departments. 

 22 million records were Back Record Converted (BRC) from the Force’s previous 
Forcewide system into Niche RMS, which resulted in only some 500 records (0.02%), 
identified as having an issue with them.  These records have all now been examined 
and any issues addressed.   

 The system is integrated with PNC, CPS and Courts systems to enable the ongoing 
Digital working in the CJS. 

 PND extracts to populate the PND are now being worked on and it is expected that 
automatic feeds to the PND will be available in six months’ time. 

 Approximately 2,500 members of Dorset Police staff were all trained before ‘Go Live’ 
for between one and four days dependent on their role over a three month period.  

 The Force now has the latest version of Niche RMS that has been developed with 
Niche Technologies with a number of significant developments which will now be 
available to all 21 Niche forces.  The Force is now being highlighted by Niche 
Technologies as having best practice in a number of areas. 

 The Force is a significant member of the Minerva Programme which is the consortium 
of the 21 Niche forces looking to converge working practices with an aim of having a 
single Niche system in the future. 

 
 Ongoing Issues and Development 
 
2.2 The implementation of Niche is the largest IS implementation ever undertaken by the 

Force as it not only changed the IT system that had been used for 25 years, it also 
fundamentally changed processes for officers and staff including a fundamental change of 
direct officer input onto the system, instead of phoning in to an inputting bureau.  As a 
result, having only been implemented some two months ago, there are ongoing issues to 
address: 

 
 Compliance by staff to the new processes and systems so that data quality is 

improved is a continuing challenge that the Force is addressing and was expecting 
with such significant change. 

 Ongoing training requirements for Special Constabulary and partner organisations 
staff that use our systems, such as council community safety analysts and Devon and 
Cornwall police officers from the Joint Operations Command. 

 Continuing and significant developments of the Niche system are required.  This 
includes fixes to issues that resulted from Back Record Conversion, development of 
the system now implemented to fully meet the needs of the business areas.  In 
addition there are currently ten national Niche priorities that are being developed that 
will significantly develop the functionality of Niche, all of which will require 
implementation in Dorset. 

 
3. MOBILE POLICING 
 
3.1 With the requirements to move to digital working and capturing evidence in a digital format 

from the outset, together with the desire for officers to be more visible to the public, 
spending more time out of the station and providing officers with a self-service solution to 
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access the most current and up to date information to enable them to make the correct 
decisions to reduce risk, threat and harm, there has never been a greater need for the 
Force to have an improved mobile solution for officers and staff. 

 
3.2 To address this, following a successful Police Innovation Fund joint bid for £1.8m the 

Force has jointly procured, in collaboration with Sussex Police, a mobile policing solution 
to enable officers and staff to not only access and search but to update Niche RMS and 
other systems directly from SMART Phones.  The Force has procured 1000 Windows 
Nokia 6 inch screen SMART Phones so that there is personal issue to all uniformed 
operational officers and some specialist units.  The contract which is with O2 Telefonica 
using the Capita Smartworks product is for a fully managed service for a two year period 
with an option to extend by another two years. 

 
3.3 There have been delays to the development of the solution beyond the original timeline 

but it is now expected that the deployment of the SMART phones will be at some time 
during September 2015 which will have the first release of functionality available, allowing 
officers to search both Niche RMS and PNC at the same time for information.  In addition 
officers will have access to their Outlook emails and calendar.  Then every two months 
another drop of functionality will be available providing greater functionality. 

 
3.4 When completed the mobile solution will enable officers to undertake the following tasks: 
 

 A federated search of both Niche RMS and PNC 
 The ability to update all investigations on the progress of their work, including crimes, 

RTC’s missing persons etc. 
 Submit intelligence reports 
 Submit Stop and Search Reports 
 View and update Command and Control messages 
 Digital witness statements linked directly into Niche case files 
 A sat nav application that is linked to Command and Control messages that 

automatically gives directions to officers deployed to incidents. 
 Issue Fixed Penalty Notices and link to the national system, PENTIP 
 Access Outlook accounts (email, Calendar etc) 
 Access Force SharePoint system 
 Access additional apps that can be put on to devices, such as the Bournemouth 

Council App to report issues directly to the council. 
 
 Tablet solution 
 
3.5 In addition to the deployment of SMART phones, the Force has procured 300 DELL tablet 

devices with solid state keypads, so they are also a hybrid laptop which gives greater 
battery life.  One hundred and fifty (150) of these tablets were deployed when Niche RMS 
went live in May 2015 to all marked police cars and in addition, a pool of devices have 
been made available in parade rooms for staff to take out as necessary.  These tablets 
can currently access the full Niche RMS system as well as emails etc, just as if they were 
working on a PC in the office.  Soon other Forcewide systems such as Command and 
Control will be accessible through the tablets as well. 

 
3.6 There have been some early teething issues with the use of the tablets in respect of 

connectivity to Force networks, often down to user error; however some issues have been 
technical in nature.  These issues are being addressed with a programme of work being 
undertaken to improve confidence of staff in the connectivity of the tablets. 
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3.7 The additional 150 tablets are soon to be deployed to departments such as CID and other 
investigative units, which will enable them to also access the systems when away from the 
station.  These tablets will be particularly important to investigators when the ability to take 
Digital Witness Statements that link directly to the case file in Niche RMS becomes 
available on the tablets and SMART phones later this year. 

 
4. ADDITIONAL PROJECTS 
  
 Digital Interview Recording 
 
4.1 The Force currently records interviews of suspects, victims and witnesses utilising a 

myriad of solutions that includes old style tape cassettes in the rural stations and as a 
portable solution, CDs for interviews in Custody Suites and DVDs for specialist victim and 
witness interviews. 

 
4.2 The aim of the project is to change all of these solutions with new technology and record 

all interviews digitally and save them direct to a server, linked to the Niche RMS case file 
and occurrence to allow the sharing electronically with the CPS, Courts and Defence 
Solicitors.  A proof of concept using new devices has been proven and with some minor 
development, this solution can be piloted before an intended roll out across the Force 
estate. 

 
4.3 This removes the risk of tapes/CDs/DVDs breaking and/or being lost in the post and will 

speed up the criminal justice system.  It is anticipated the pilot will be finalised within 6 
months to allow the additional equipment to be procured and implemented.  

 
 Digital Asset Management System (DAMS) 
 
4.4 With the proliferation of digital evidence now being collected by investigators and with an 

aim to collect evidence in a digital format from the outset to meet the aims of the CJS 
Efficiency Programme, there is a requirement to be able to store and manage this material 
in a totally different way to the traditional method of having hard copies and storing them 
in rooms across the estate. 

 
4.5 This requires the procurement and implementation of a DAMS solution that will not only 

store the media, but manage it, be able to locate it and view/listen to it and also to link it to 
Niche RMS case files, accessible from anywhere in the Force, all in compliance with 
statutory information management requirements. 

 
4.6 In conjunction with Devon and Cornwall Police the Force has procured Fotoware, a DAMS 

solution to use across both Forces.  This was procured following a successful Police 
Innovation Fund application, covering the £500,000 costs of its procurement with  some 
additional storage capacity. 

 
4.7 A test environment of Fotoware is now being installed to identify how best to deploy and 

utilise the system, with the aim that the first two media’s that will be used to link to it will be 
Body Worn Video and Digital Interview Recordings.  Following this other processes that 
will enable CCTV, 999 calls, in car videos etc will be developed.  It is anticipated the first 
phase will take approximately six months to configure and deploy operationally across 
Dorset. 
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 Body Worn Video 
 
4.8 As part of a Regional Police Innovation Fund application, the Force was able to acquire 

100 Pinnacle Body Worn Video cameras (BWV) for deployment to operational officers.  
Before these can be deployed however there is a requirement to have a DAMS solution in 
place and working, or the recordings will not be able to be managed in line with statutory 
information standards and the Data Protection Act.  This is therefore a project entirely 
linked with the DAMS deployment and again is a joint project along with Devon and 
Cornwall Police, with a similar timescale involved. 

 
5. FUTURE PROJECTS 
 
5.1 The Strategic Alliance with Devon and Cornwall Police brings with it an ICT convergence 

strategy that looks to converge systems over a five year period, as licences expire or 
upgrades are required.  This will require joint projects to procure and implement new IT 
systems across one or both Forces and from a Dorset perspective these systems will 
need to integrate with Niche RMS making it integral to the current Smarter Systems 
Programme and the resources allocated to it to meet the vision of truly integrated 
Information Management systems.  These new projects have now commenced and in 
addition to the DAMS and BWV projects detailed above, the following are ones that have 
also been agreed will be taken forward as joint projects within the Smarter Systems 
Programme remit: 

 
 Contact Management and Control Room Programme 
 
5.2 This is a programme of work that brings together five projects to deliver the solutions to 

the decisions being made around this area of Alliance work.  This programme will look to 
have the following joint systems implemented across both Forces: 

 
 Command and Control System - This will require forces to converge investigation 

and deployment procedures to enable a single system to be implemented and 
enable the deployment of resources across Force boundaries. 

 
 A corporate gazetteer replacing the five gazetteers currently in use by systems 

across both Forces, including Niche RMS and Command and Control systems.  Any 
system that requires records of addresses to be kept should reference a gazetteer.  
The gazetteer service provides a list of all national postal addresses and locations, it 
is essential for accurate data.  Using a single gazetteer across systems that store 
data will help prevent duplicate addresses and locations being created and reduce 
the potential for information being put onto wrong addresses and locations, creating 
potential risk to victims and officers by the information being missed. 

 
 Duties Management System - A joint Duties Management System is required to be 

integrated into the selected joint Command and Control System to identify who is on 
duty and available for deployment etc. 

 
 Emergency Services Mobile Communications Programme (ESMCP) - This is a 

national programme of work that will be replacing the current Airwave Radio system 
currently in use in every Police, Fire, Ambulance and Coastguard agency.  This is 
being undertaken as a joint project to implement and is currently scheduled to roll out 
across the two Forces in the latter part of 2018. 

 
 Integrated Command and Communications System (ICCS) - The ICCS is the system 

that brings radio and telephony into the control room and enables the control room 
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operators to dispatch officers to incidents and make contact by telephone as 
necessary within a single console.  With the introduction of ESMCP there is a 
requirement for Dorset to replace its current ICCS system as it will not be compatible 
to work with ESMCP.   

 
6. FINANCIAL POSITION 
 
6.1 As outlined in this report, the Niche RMS system has required a highly complex 

programme of work to achieve full implementation.  It has been necessary to use 
additional consultancy and purchase hardware in excess of the original expectations.  As 
such, additional funding has been made available from capital to ensure the tight 
deadlines have been achieved and the system has ultimately been delivered.   

 6.2 A summary of the financial position for the Smarter Systems Programme is shown below: 

NICHE RMS 
Capital Budget £m's 
Original Capital Allocations 1.25
Further Capital Allocations 0.37
Specific Grant Funding 0.00
Total Budget 1.62

Capital Expenditure to Date £m's 
Hardware and Installation 0.52
Licences and other Software 0.91
Consultancy 0.21
Security Testing 0.01
Building Works 0.00
Contribution to the Niche Minerva Project 0.04
Data Quality Checks 0.05
Total Expenditure to Date 1.75

Surplus / (Shortfall) to Date (0.13)
 

6.3 The mobile policing programme, including the provision of tablet computers, is currently 
within the available budget.  The purchase of and support to tablets is expected to be an 
ongoing programme and an annual allocation exists within the capital programme to cover 
this.  It is expected that any available funds in this programme at the end of 2015/16 may 
be used to fund any residual shortfall on the Niche RMS Programme. 
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Mobile Policing 
Capital Budget £m's 
Orignal Capital Allocations 1.44
Further Capital Allocations 0.00
Total Budget 1.44

Capital Expenditure to Date £m's 
Hardware, Software and Installation 0.58
Programme management and 

implementation  0.20
Smartphones and tablets 0.31
Total Expenditure to Date 1.09

Surplus / (Shortfall) to Date 0.35
 

6.4 A budget of £140,300 exists for digital interview recording and digital asset management.  
Expenditure on these schemes has largely been met through grant funding and, as such, 
approximately £135,000 of this budget still remains.  However, as outlined in this report, 
there is still much work required on this programme for which these funds are expected to 
be used.   

6.5 Capital allocations exist for the other future projects included within this report, as shown 
below. 

 £m’s
Command and Control System. 1.00
Gazeteer * 0.00
Duties Management System 0.75
Integrated Command and Communications 

System (ICCS) 0.50
 
 * the cost of Gazeteer is anticipated to be included in the replacement Command and Control system 
 
6.6 A further £2.5m has been notionally allocated within the future capital programme for IS 

developments, which could potentially include any residual cost of the ESMCP.  However, 
at this stage it is anticipated that the additional costs of implementing this system will be 
funded by the Home Office.   

6.7 Initial indications are that there will be significant pressure on the allocation for the 
replacement Command and Control system and, potentially, the ICCS.  However, it is also 
expected that the available allocation for a new Duties system will not be required in full. 

 
7. CONCLUSION 
 
7.1 Whilst considerable progress has been made to implement the Smarter Systems 

Programme to date, with new projects and programmes of work being identified through 
the Strategic Alliance that requires joint systems to be implemented, the programme will 
continue for a number of years to come. 

 
7.2 With the additional programmes and projects, especially with the size and scale of the 

Command and Control room programme, there will be a requirement to allocate additional 



Not Protectively Marked 
Freedom of Information Classification – Open 

 

 9

resources across both Forces to enable these projects to be delivered successfully, on 
time and within budget.  The size, scale, ambition and timescales of these projects will 
dictate the level of resourcing required. 

 
8. RISK/THREAT ASSESSMENT 
 
 Financial/Resource/Value for Money Implications 
 
8.1 Solutions purchased based on most economically advantageous tender; functionality 

designed to improve officer availability and assist in estate rationalisation. 
 
 Legal Implications 
 
8.2 None. 
 
 Implications for Policing Outcomes   
 
8.3 Consistent with Policing Plan objectives and key enabler to improving productivity. 
 
 Equality 
 
8.4 None. 
 
9. RECOMMENDATIONS 
 
9.1 Members are recommended to note the report. 
 
 
JOHN JONES 
DIRECTOR OF FINANCE 
 
Members’ Enquiries to: Mr John Jones, Assistant Chief Officer (01305) 223710 
 


