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Implementation plan
Implementation Plan
FOI/SAR – ICO compliance	
PURPOSE 
The purpose of the Gloucestershire Information Disclosure Unit (IDU) is to manage all Freedom of Information, Data Protection, Subject access, Information Sharing Criminal Injuries Compensation Authority, CAFCASS, ACPO ABI MOU and Family Court disclosure requests.
The statutory requirements relating to these areas of business are:
· FOI requests are completed within 20 working days, to achieve a 90% (From April 2017) compliance over all of our requests.  
· Subject Access Requests - ensure requests are answered within a calendar month (DPA2018). 
· CICA – TB06 – 30days, PE1 – 30 days, PE2 60 days. Delays could result in vulnerable victims having compensation delayed. 
· CAFCASS – 15 days. Family courts – victim focused. 
· ACPO ABI MOU – 15 days. 
· Family Court disclosure – 14 days or as specified by a court order

The functions that exist within the Gloucestershire IDU include;
· Management of all Freedom of Information (FOI) requests
· Management of all Subject Access Requests (SAR’s)
· Provision of advice on the set up, and monitoring of all Information Sharing Agreements (ISA’s) effecting the Constabulary 
· Management of all disclosure requests relating to Family Court Proceedings
· Provision of general Data Protection advice across the Constabulary
· Management of disclosure relating to CICA cases
· Management of disclosure relating to CAFCASS cases
· Provision of information to enable management of ACRO deletions
· Management / provision of advice regarding CLPD requests (push and pull)

This implementation plan is in place to address the challenge of managing the FOI and SAR work specifically.  This includes the current incoming work, as well as the historical backlogs within the IDU. 
This plan is broken down into work streams to be addressed in order to ensure that the Information Disclosure Unit is able to provide an effective and efficient service to the wider Constabulary, and the public of Gloucestershire.
November 2020 – context update
In September/October 2019 the IDU underwent a ‘review’ under new management.  As a result of this, the need for oversight of the workload within the IDU was identified, as well as the need to address the structure, resource and overall management of the unit.
The following specific areas for improvement were identified;
· Need for a new governance structure, to include strategic oversight, and the introduction of performance dashboards work stream.
· Addressing the resource needed within the unit to meet the demand
· Training of all staff within the unit to ensure that all Administrators and Disclosure Officers are aware of their duties.
· Strategy to address historical backlog of FOI requests
· Ongoing monitoring and strategy to improve compliance levels of ‘new’ FOI requests 
This action plan is a working document, that has now been reviewed (November 2020) following the unexpected COVID pandemic impacting our ability to fulfil the original action plan.
The clearing of the historical FOI backlog was a priority for the Constabulary, due to the temporary resource that had been employed and allocated to manage this.  This has clearly had an impact on our compliance rate targets – set out below;
FOI compliance targets - 
When completing the original action plan, we set targets to reach compliance of 90% by the end of the calendar year.   Please see information below; 
	
ORIGINAL TARGET COMPLIANCE RATE
NB END OF EACH QUARTER

	Quarter 1
	50%

	Quarter 2
	50%

	Quarter 3
	70%

	Quarter4
	90%




	
ACHIEVED COMPLIANCE RATE
NB END OF EACH QUARTER

	Quarter 1
	55%

	Quarter 2
	52%

	Quarter 3
	31%

	Quarter4
	






Explanation re: Quarter 3 – concentration on dealing with the positive responses to the FOI audit, which will not contribute to the compliance figure. So although 363 requests were closed in this period, the majority of these would not be applicable to the compliance figure – due to them forming part of the ‘historical backlog’.  
This is being monitored closely over November/December to identify improved ways of handling this situation, so as to not impact negatively on compliance rates. Below are the revised compliance targets for Dec 2020 – into 2021.
	
November 2020 - 2021 - REVIEWED TARGET COMPLIANCE RATE
NB END OF EACH QUARTER
	Quarter 4 (2020)
	60%

	Quarter 1
(2021)

	90% +

	Quarter 2
	90% +

	Quarter 3
	90% +



	
ACHIEVED COMPLIANCE RATE
NB END OF EACH QUARTER
	Quarter 4
(2020)

	

	Quarter 1
(2021)

	

	Quarter 2
	

	Quarter 3
	






The action plan below is annotated with November 2020 review updates.  Areas coloured grey are completed.
Ongoing work stream updates – November 2020
	
	Work stream 1 – Governance Structure
	
	
	
	

	Action number
	Activity
	Purpose
	Owner
	Timescale
	Progress/Date

	1.1
	Inclusion of FOI monitoring dashboard within Governance and Compliance SMT
	To monitor the situation regarding FOI management at a tactical level.  
To include staffing level requirements.
To include current workload and backlog management
	CM
	Monthly monitoring
	
28/1/20 – FOI dashboard to be shared with SMT members in order to inform resource requirements

1/10/20 – FOI regularly monitored within SMT, with Head of Department and in Information Governance Board  

15/11/20 – Ongoing weekly/monthly monitoring of FOI data is undertaken by CM.  This includes both historical backlog clearing, as well as compliance levels regarding new FOI request 


	1.2
	Inclusion of FOI monitoring within Information Governance Board (IGB) from November 2019

(chaired by DCC Stratford)
	To monitor the situation regarding FOI management within the Constabulary.  To include current workload and backlog management
At a strategic level.
	SA
	Start date –
November 2019
Bi-Monthly
	11/2/20 - Agreement for FOI monitoring to be standing agenda item at IGB in order to monitor compliance and inform resource requirements

1/10/20 – This has taken place since February 2020.  Quarterly IGB meetings are held.

20/11/20 – Standing agenda item on IGB quarterly meetings.
COMPLETE


	1.3
	Inclusion of FOI monitoring dashboard within Constabulary Governance Board (CGB) dashboard

(chaired by CC Hansen)
	To monitor the situation regarding FOI management within the Constabulary.  To include current workload and backlog management
At a strategic level
	DCC Stratford
	Monthly monitoring
	17/1/20 – Initial dashboard completed and available to CGB
Information from IGB shared at CGB by exception

20/11/20 – FOI dashboard included in CGB dashboard.  Monitored through monthly meetings
COMPLETE



	

	Work stream 2 – Policies and procedures
	
	
	
	

	Action number
	Activity
	Purpose
	Owner
	Timescale
	Progress/Date

	2.1
	Process mapping of FOI management
	To identify efficient process for management of FOI requests.  Including eradication of barriers to completing within timeframe

To identify average timeframe of FOI request completion, to inform forecasting of resource requirements and compliance rates

To include new administrative process to improve efficiency and identify timeliness of completion
	CM
	
12/12/20



	15/12/19 - 7/1/20 
Process mapping completed by analyst, to include new administrative process.

13/1/20 – Ongoing 
Analysis of timescales for FOI completion

15/12/19 – Ongoing
Administrative resource allocated to FOI logging/sourcing to enable Disclosure Officers to undertake decision making/FOI completion

January 2020 onwards – Admin undertaken – logging/sourcing/handling CICA / CAFCASS in unit to free up Disclosure Officer resource for FOI/SAR / Family Court disclosure work.

[bookmark: _GoBack]NEW ENTRY
20/11/20 – This work was undertaken at end of 2019.  Following receipt of the ICO FOI Self- Assessment toolkit, the current process will be reviewed.

	2.2
	Process mapping of SAR management
	To identify efficient process for management of SAR requests.  Including eradication of barriers to completing within timeframes

To identify average timeframe of SAR request completion, to inform forecasting of resource requirements and compliance rates


	CM
	Completed



Start 27/1/20
15 days from





	15/12/19 – 7/1/20 
Process mapping completed by analyst to include new administrative process?


Due to start 27/1/20 – Ongoing
Analysis of timescales for SAR completion

Process mapping completed by analyst, to include new administrative process, to improve efficiency and identify timescales

January 2020 – onwards – as above

20/12/20 – This work is completed 






	
	Work stream 3 – Compliance and assurance
	
	
	
	

	Action number
	Activity
	Purpose
	Owner
	Timescale
	Progress/Date

	3.1
	FOI Dashboard – initial set up 
	To monitor the FOI workload fully; to include the compliance levels 

To enable forecasting of future demand / resource level requirements in respect of both the incoming FOI requests, as well as the completion of the backlog






	CM
	Review date 31/3/21 
	17/1/20-  Initial dashboard completed
 
17/1/20 – Initial timings for FOI completion have been predicted, which has provided resource requirement levels.


21/1/20 – Ongoing timing analysis is taking place until 4/2/20 to ensure that predicted resource requirements are correct

March 2020 - onwards
**Due to COVID19 – the initial FOI dashboard was set up.  No further work with performance team has taken place, due to invoking of the departmental business continuity plans.

20/11/20 – This action is ongoing.  The FOI dashboard is in place, however work to develop this alongside the introduction of a Case Management System. 



	3.2
	New FOI requests – assurance of compliance rates 
	To work towards the 90% ICO compliance rate for FOI completion
	CM
	
31/3/21 – 80% + compliance rate – with ongoing targets of 90%+ compliance rates in 2021
	17/1/20 – Initial dashboard completed


22/1/20 – FOI huddle implementation to manage tactical allocation of FOI work across unit 

March 2020 - onwards
**Due to COVID19 – Resource has been allocated to FOI work, but training of these individuals has taken place virtually and therefore they have not been fully functioning Disclosure officers with full caseloads.

July 2020 - onwards
The focus has been on clearing the historic backlog FOI’s in order to get the IDU into a neutral position by January 2021.  This decision is due to be reviewed in November 2020.

20/11/20 – The reviewed compliance targets are featured in the table above.  


	3.3
	Backlog of FOI requests
	To work towards completion of FOI backlog over 12 month period from 22/1/20


	CM
	Weekly monitoring to take place from 24/1/20

Timeframe of 12 months – with available resource.  Once the first month of completion takes place, this timeframe may be reviewed.

January 2021 – target of 0 historic backlog FOIs
	Started December 2019 - Strategy 1 – Contacting applicants of FOI backlog to ascertain whether it is still required.

Started January 2020 - Strategy 2 – Allocate new Disclosure Officers  to completion of historical backlog once fully trained

**Due to COVID19 the resource within the IDU has been reallocated to other high risk/critical work streams at certain times since March 2020 which has had an effect on the compliance rates for FOI completion.

20/11/20 – current historic (pre- 2020) backlog is now under 100.  Work during November and December is taking place to ensure we are in a neutral position by January 2021

	3.3a 
	NEW ACTION 

Backlog of FOI internal review requests
	To work towards completion of FOI internal review backlog by January 2021
	CM
	31/1/21
	20/11/20 – Allocation of backlog FOI internal reviews to S/DO’s, these to be completed by end of January 2021.

All new internal reviews to be allocated through caseload management to SDO until March 2021.  New process to be written for ongoing management of these,

	3.4
	SAR Dashboard – initial set up 
	To monitor the SAR workload fully; to include the compliance levels 

To enable forecasting of future demand / resource level requirements in respect of both the incoming SAR requests, as well as the completion of the backlog

To enable monitoring / demand
	CM
	Review date 31/3/21
	23/1/20 – request to Performance team for SAR dashboard to be set up, with a completion date of 10/2/20.

March 2020 - onwards
**Due to COVID19 – the initial FOI dashboard was set up.  No further work with performance team has taken place, due to invoking of the departmental business continuity plans.

20/11/20 – This action is ongoing.  The SAR dashboard will be developed a alongside the introduction of a Case Management System. 



	3.5
	New SAR requests – completion 
	To comply with the 1 calendar month timeframe for SAR completion
	CM
	Weekly monitoring to take place
	w/c 17/2/20 – Implementation of DP huddle to manage tactical allocation of DP work across unit

20/11/20 – this action is completed

	3.6
	Backlog of SAR requests 
	To work towards completion of SAR backlog – managing complex SARs
	CM
	Weekly monitoring to take place
	Once 3.4 completed – management of these will take place weekly

20/11/20 – this action is completed



	
	Work stream 4 – Identifying lessons and good practice 

	
	
	
	

	Action number
	Activity
	Purpose
	Owner
	Timescale
	Progress/Date

	4.1
	Visit to Wiltshire Information Disclosure Unit to undertake identification of good practice.

(Wiltshire identified due to it being a similar sized force, with similar demand on IDU)
	To initially understand the following;
Training 
Structure
Work processes/ procedures
Assurance processes

	CM
	Immediate
	Initial visit undertaken to enable discussion within Gloucestershire regarding current structure / processes and training requirements.

20/11/20 – this action is completed

	4.2
	Ongoing liaison with Wiltshire 
	To work through specific matters including; training / processes and structure to ensure that plans within Gloucestershire are in line with good practice
	CM
	Started 7/1/20 – ongoing
	Sharing of training experience undertaken and this is being worked on by Gloucestershire now to enable full training package to be completed.

Sharing of role profiles / structure to inform for any potential changes within Gloucestershire

Further visit/liaison by Head of Governance and Compliance / IDU manager with Wiltshire IDU agreed 

20/11/20 – COVID has prevented further visits or training through Wiltshire Constabulary.  However contact has continued, to liaise re: process improvement etc.




	

	Work stream 5 – Training and awareness
	
	
	
	

	Action number
	Activity
	Purpose
	Owner
	Timescale
	Progress/Date

	5.1
	Skills/training audit of staff within Information Disclosure unit  
	To identify knowledge gaps in order to design training plan and training package to address these.

	CM
	Due date; 31/1/20
	20/1/20 – Learning and Development Police Officer seconded to IDU to complete training work

20/11/20 – work to identify training needs – completed


	5.2
	Training plan for the staff within Information Disclosure unit  
	To plan through a training package to ensure that all staff within the IDU have the knowledge and skills to be able to undertake their role fully

To timeline training in order to establish how long the training period will be for new starters to the IDU
	CM
	Due date; 31/1/20
	20/1/20 – Learning and Development Police Officer seconded to IDU to complete training work

**Due to COVID19 this resource was reallocated within Constabulary, and this work has only been partly completed. 

20/11/20 – Training plan in place.  External courses booked for December 2020 for all disclosure officers re: FOI and DP legislation.

Ongoing work to identify other courses, training opportunities will take place throughout 2021.

Completed

	5.3
	Training package completed for all staff within the Information Disclosure unit and potential new starters
	To adopt a training package suitable for the current staff within t he IDU, as well as for new starters into the unit
	CM
	31/1/21
	20/1/20 – Learning and Development Police Officer seconded to IDU to complete training work

20/11/20 – Training package is being used with new starters currently.  It will be reviewed and updated in January 2021.





	
	Work stream 6 – Proactive disclosure
	
	
	
	

	Action number
	Activity
	Purpose
	Owner
	Timescale
	Progress/Date

	6.1
	Publication scheme   
	Ensure publication scheme is fully updated and all relevant information is available 

	CM
	31/1/21
	20/1/20 – Added to IDU development plan as a specific piece of work

20/11/20 – The publication scheme work will sit alongside work stream 7, below.



	
	Work stream 7 – Practice recommendation actions
	
	
	
	

	Action number
	Activity
	Purpose
	Owner
	Timescale
	Progress/Date

	7.1
	GC should ensure that requests for information are responded to in a timely manner in accordance with section 10(1) of FOIA.
	To improve service and adhere to ICO practice recommendation
	CM
	31/1/21
	20/11/20 - Work is currently taking place to improve FOI handling timeliness.  Please see entries above

	7.2
	GC should publish its action plan to improve performance and any subsequent updates to the action plan. The action plan should be readily accessible on GC’s website.
	To improve service and adhere to ICO practice recommendation
	CM
	31/12/20
	20/11/20 - A redacted action plan is being produced to be published on the Constabulary’s website 

	7.3
	GC should publish information access request statistics in accordance with part 8.5 of the Code. The statistics should include the number of information access requests that have not been processed and the number of processed requests where the processing took longer than the statutory deadline. The statistics should be readily accessible on
GC’s website.
	To improve service and adhere to ICO practice recommendation
	CM
	31/12/20
	20/11/20 - Work is taking place to publish statistics on the Constabulary’s website

	7.4
	GC should use the Commissioners FOI self assessment toolkit to help
improve its timeliness compliance.
	To improve service and adhere to ICO practice recommendation
	CM
	31/1/21
	20/11/20 - Work has taken place to self-assess the Constabulary’s performance through the FOI toolkit.  Work is now taking place to address the areas identified – see entries above



Action Plan owner:  CM
Number of actions: 17
Date of last review: 22/11/20
Date of next review: 20/1/21
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