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1. The Scope at a Glance

Review Title
Best Value Review of Communications

Sponsor
ACC John Scott

Review Manager
Supt Graham Smith

Service Manager
Ch Insp John Chappell

Focus of the Review
To review how service to the public can be improved through:

· Providing the most appropriate and timely response to requests for service

· Dealing effectively and efficiently with communication between staff, the public and other organisations and employing a ‘one stop shop’ philosophy.

· Examining the requirements for provision of ‘command and control’ rather than purely ‘communications’.

· Establishing how front line staff can be more effectively supported through the use of the functions provided by communications, ultimately increasing the capacity and visibility of those resources

Activities Covered
Issues relating to ‘communications’ activities

 Provision of telephony service for the Force - Receipt and processing of all incoming calls to all force numbers

 Internal call handling
 Handling of all emergency and non-emergency calls 

 Subsequent incident creation, prioritisation, allocation and finalisation.

 Incident management and support

 Facilitation and management of all radio communication

 Facilitation of incident related contact with external agencies

 The provision of a ‘one stop shop’, considering issues of help desk functions, advice, crime creation and the provision of feedback/updates to the public

 External broadcast supervision 

 Resource management within the communication centres

 Delays / Resource availability

External factors or issues already apparent:

 The handling of intelligence within the communication centres

 The potential for providing real time intelligence

 The opportunities for extended use of mobile data

 NSIR
 HMIC recommendations and Baseline Assessment
 National Developments (e.g. SNEN)
 Call handling standards
 Performance measurement and monitoring
 Critical incident management
 Civilianisation
 ‘On-site’ communications
 New technology
 Command and Control Models
 Training
 Mr Blunkett’s ‘Coppers Charter’
Not Covered:

· Out of hours media liaison (to be covered by the Public Reassurance BVR)
Other issues

 Internal communication will be covered jointly with the public reassurance review since there is clear overlap between managing how we communicate internally which is not simply a matter for ‘communications’ and delivering a gateway to the internal organisation which is the principal function of telephony. 

Internal Members of the Review Team
Internal Members of the Review Team

Project Administrator/researcher(s)

Steve Kyte

Team members

Colin Crawford, Michelle Patten, Richard Williams

Best Value Officers:

Mark Wood* (Northumbria Police)

Tracey Hutchinson (Northumbria Police)

Martin Jarrett (NPA)

* Lead Northumbria BVO

IS&T Rep

John Meldrum

Union Rep

Simon Shortland

Federation Rep

PC Keith Fallows

Supts Assoc Rep

Supt Paul Common

Finance Rep

Shaun Wayman

Personnel Rep

Helen Taylor

Establishment Review Rep

Mauricio Alvarez



External Reference Group
Critical Friend(s)

Other Police Forces

Staffordshire

Derbyshire

Merseyside

Other emergency services

NHS Direct

North East Ambulance Service

Private sector companies

The AA

Orange



Member Involvement
Members will be involved via the Best Value Advisory Group and representation on the review team through Authority BVO’s 

Other Stakeholders
BT

Local Authorities of Tyne & Wear

Northumberland County & Borough Councils

Health Authorities

North East Ambulance Service

Local Authority Emergency Planning Units

Tyne & Wear Fire Brigade

Northumberland Fire & Rescue

Health & Safety Executive

Environment Agency

Immigration service

Customs & Excise

Coroners service

Maritime Coastguard Agency

R.N.L.I

Crown Prosecution Service

Public Transport Authority

Tyne Tunnel

Nexus

Railtrack

Traffic Management Centres (NTCC)

Vehicle Recovery Agencies

R.S.P.C.A.

A.A

R.A.C.

Football & Sports Clubs (esp. NUFC & SAFC)

Alarm Companies

Military (all 3 services)

Media (news)

Durham Constabulary

Cleveland Constabulary

Lothian and Borders Constabulary

Mountain / SAR teams

Prison Service  

Prisoner transport services (Group 4)

MOD (Convoys) 

Media (motoring)

Home Office (PNIC et al)

Airwave (private companies e.g. Vivista supporting our communications systems) 

Newcastle International Airport

Shopping centres (e.g. The Galleries centre)

Tracker

Cumbria Constabulary

Metropolitan Police (Special Branch)

Valley Watch (Team Valley Security) 

Start Date 
October 2004 

End Date
March 2005

2. What is the focus of the review?

This review will concentrate on the functions and services provided by the Communication centres with the emphasis being on improving the quality of service to the public. In support of this, the services provided by communications to front-line officers will be also examined so that officers can in turn more effectively serve the public. A brief description of current service provision is given below.

2.1. Operational sites

Northumbria Police Communications Department comprises of two main sites of operation, these are situated at Force Headquarters, Ponteland (Northern Communications Centre, NCC), and at South Tyneside Area Command headquarters in South Shields (Southern Communications Centre, SCC). A major responsibility performed for the force by both communication centres, is that of being the first point of telecommunications contact between the public and Northumbria Police. Both communications centres receive emergency (999) and non-emergency (public) calls to the force for service. 

In addition to the primary sites at NCC and SCC, there is a smaller ‘fall back’ communications centre located at Cramlington Police Station (Cramlington Communications Facility, CCF). This facility is not staffed on a daily basis; principally it is used by as a training facility for communications staff as required. 

2.2. Management and Administration

A Superintendent heads the management of the communications department, which following the recent PS&PR was moved from under the wing of Operational Support to be made a department in its own right.

Each of the communications centres are headed by an officer of Chief Inspector rank situated at their respective sites of responsibility.   

A resource manager is located within office space at NCC, responsible for the forward planning of operational human resources to meet demand and special events requirements across both NCC and SCC (this role does not include telephony).

There is a telephony supervisor located at each site supervising their respective staff, reporting to the respective Chief Inspector for NCC / SCC. 

2.3. Operations

The current day-to-day operational obligations of communications department across both sites (NCC and SCC), are currently organised into four discernable functions, these are:

· A Telephony function located at both sites, predominantly at NCC.

· A Call Handling function located at both sites, predominantly at NCC.

· A Radio Despatching function located at both sites, slightly greater emphasis at NCC.

· An Enquiry function located solely at SCC 
SCC is unique in having an Enquiry Operator. This role provides support to the roles of call handling and Radio Dispatching by providing a service, which is not as time critical as those previously mentioned. This gives the operator performing the Enquiry role time to make phone calls and search for information in relation to incidents that front line officers are attending.

Some private companies, partner agencies and the other emergency services have direct lines to contact Northumbria Police and request a service or pass on information. Listed below are some examples of direct dial lines in place, this is by no means an exhaustive list;

· Alarm lines – Used by private sector alarm company monitoring stations to report activations of any alarms they monitor.

· Other emergency services – there are direct lines of contact between both communications centres and other emergency organisations such as the Coastguard, Ambulance and Fire & Rescue services.  

· Other agencies - examples include lines from organisations as diverse as bus companies, Newcastle Airport, adjacent police forces, the RSPCA, also military and prison establishments located within the force area.

2.4. Airwave and Broadcast Monitoring
Supervisors monitor the Northumbria Police Airwave hailing Talk Group, which can be used by any other organisation with an Airwave radio system to contact the force. A VHF channel is also monitored; this channel is used by the prison service to contact the force, and can also be used by other police forces without Airwave to contact the Northumbria Police. The air-to-ground hailing Talk Group is monitored to provide a response to the air support unit who frequently use it as a means of contacting the communications centres.  

The Enquiry operator deals with additional requests for service, which are sent by e-mail to the force mailbox. Such requests may require an incident being created or alternatively be forwarded to the relevant Area Command or department for action. In addition to e-mails, incoming faxes and telexes are monitored and actioned in a similar way. 

2.5. Radio Dispatching

The Radio Despatching role is the pivot between the caller, the Calltaker and front line police officers for incidents coming to the force by phone. Depending on the information on an incident log the Radio Dispatcher would employ the resources made available by Area Commands (this could include patrol officers, Community Beat Officers, Crime Desks), and / or request support resources (for example North East Air Support Unit, or Central Support Unit [firearms] officers) to effectively deal with an incident.  

2.6. Incidents and Events

Communications department routinely provides staff to aid the force in responding to a wide variety of additional incidents and events. Some examples are:

· Football matches; the head of Communications is a regular match commander and communications operators are provided for all major football matches within the force area.

· Gold Command Rooms; Communications operators are used to staff Gold Command rooms for national incidents, recent examples being operation Fresco (fire fighters strike) and operation Hawkshead (fuel protests). 

· Communications Van and Sky-Riser facilities; Communications department maintains and operates a ‘communications van’ which with qualified staff, is available for deployment to provide an advanced communications back-up facility anywhere within the force area. The department has recently be granted custody of the Sky-Riser facility which is deployed throughout the force area to provide ‘on site’ support to Area Commands at the scene of major incidents.

3. Communications activities and influences incorporated in this review

The following areas will be examined as part of this review.

3.1. Activities within the communications department 

Telephony service 

This will cover the receipt and processing of incoming calls to all published force numbers excluding direct dial numbers and emergency 999/112 calls. This is an area that will be covered jointly with the BVR of public reassurance. An analysis of incoming call types will be undertaken and caller satisfaction will be measured following their call. An assessment will also be made of the opportunities presented by the Winscribe System, which is being obtained for the Victims and Witnesses Pilot. Technological developments such as Enhanced Information Services for Emergency Communication (EISEC), which allow for the automatic download of caller Identity and location will be considered.

Handling emergency and non-emergency calls 

This covers the receipt and processing of non-emergency and emergency (999/112) calls for service to the force. An analysis of call volumes, answering times, human resourcing, quality of service etc will be undertaken. Caller satisfaction will also be assessed either through direct consultation or via the victims and witness’ survey. Performance Indicators (PIs) will be compared with other police forces and organisations (public and private) operating a call handling style of business. The process of internal call handling will also be reviewed. 

Incident creation, prioritisation, allocation and finalisation

This covers the creation of incidents and the subsequent resolution of a call to the police for service. This will include the information obtained, how the incident is graded, what response is made and the timeliness and appropriateness of that response. Key issues to be examined are:

· Number of incoming calls

· Analysing demand variations

· Number of subsequent incidents

· The appropriateness of the information obtained

· The appropriateness of the incident priority

· Resourcing in the communication centres

· Sickness levels

· Matching resources to demand

· Predicting demand

· Shift patterns

· Communication Centre performance

· Incident delays and officer response times

· Call backs

· Quality of service from communications department

· To the service requester

· To the front line officer

· To other force departments

· Customer satisfaction

· Direct consultation

· BVPI surveys

Incident management and support

This aspect will consider how incidents are managed from their arrival in the Radio Dispatchers queue to finalisation. The review will consider how all incidents are managed from those created as a Low 4 priority to major and critical incident management from within communications department, aspects covered will be: 

· The interface and relationship between Radio Dispatcher, Communications Supervisor and Area Command supervisor

· The request and allocation of specialist resources 

· Liaison with external agencies

Facilitation and management of all radio communication

Areas challenged in this aspect of the review will be to examine the presentation and accessibility to required radio channels by communications staff performing Radio Dispatching, Enquiry and Supervisory roles. The efficiency of radio fault reporting, and fallback procedures will be examined.   

Facilitation of incident related contact with external agencies

The review will consider how details of external agencies and their respective relationships with communications departments’ vis-à-vis incident response and capabilities are fostered and maintained. Comparisons with other police forces and Local authorities will be carried out. 

The provision of a ‘one stop shop’, considering issues of help desk functions, advice and crime creation

This involves an analysis of current crime desk, crime recording and general non crime related call handling arrangements and will be linked to the victims and witnesses pilot currently underway within the force is relation to telephone crime recording. Recommendations will be made in terms of additional support that could be provided for front line services. Comparisons with other agencies / forces will be made.

External broadcast supervision 

The process of monitoring external broadcasts, which is a role currently, performed by the Enquiry operator located at SCC, will be undertaken. This will look at the volume of work and the appropriateness of systems currently in place in the context of recent and possible future changes in broadcast technology.  

Communications van and ‘Sky-Riser’ facility

An examination as to how this service / equipment should be continued to be provided will be carried out.

Critical incident management

The current process of critical incident management will be reviewed in the context of the “good” rating awarded in the latest HMIC Baseline Assessment and any recommendations, which may allow communications to improve this service will be explored. Reference will be made to other forces and their respective approaches to the management of critical incidents.  
3.2. Other factors to be considered in the review

The handling of intelligence within the communication centres

There are several issues to be examined regarding intelligence. Intelligence comes into the communications centres either as direct items or resulting from an analysis of call information. The review will examine how such intelligence is handled. There is also a need to examine the briefing mechanisms for communication centre staff and supervisors and the awareness on the position of intelligence and the NIM and the role of communications therein. 

The potential for providing real time intelligence

This will consider how the communication centres can facilitate the briefing of officers in ‘real time’, and how information received by Calltaking staff can be quickly assimilated and disseminated throughout the force.

Opportunities for extended use of mobile data

This will consider the opportunities presented by Mobile Data devices, such as conducting PNC checks and the impact on the communication centres.

National policing developments 

Attention will be given to national drivers in modernising the police service some examples of these developments being; national call handling standards “the coppers contract”  (incorporating SNEN), national standards for Incident Recording (NSIR) and developments in GIS systems.

Performance measurement and monitoring

The review will challenge the current suite of Performance Indicators utilised within communications. To this end the process will consider the mix of qualitative and quantitative PI’s and their appropriateness to the functions performed. The extent and role-played by PI’s in external agencies and other police forces will be explored as part of this process.  
 Civilianisation

Recommendations will be made in conjunction with Establishment Review and Personnel Department regarding any potential civilianisation within the communication department.

New technology

A review of existing technology will be made and recommendations for change will be presented in consultation with IS&T.

Command and Control Models
The implications of providing ‘Command and Control’ and opposed to ‘Communications’ will be assessed in terms of functionality, responsibilities and resourcing.

Training 

The review will consider the provision of the training provided to new support staff commencing employment with the force, and the continuation training of all existing staff, enabling them to keep pace with local and national developments. 

4. What Issues are Already Apparent?

4.1. HMIC Baseline Assessment

In the April 2004 HMIC Baseline Assessment report call handling received a ‘fair’ rating, making it one of the few areas not to receive a ‘good’ or ‘excellent’ rating. Improving call handling in line with HMIC recommendations is therefore a major driver for this review.

The report highlighted areas of strength as being:

· The Force has moved to a single queue for all calls (999 and non-emergency) allowing staff at the two communication centres to service a common call queue.

· Call handling features as a specific item in the performance review process.

· The percentage of 999 calls answered within target time continues to rise (90%) and is above both most similar forces and the national average.  The Force has targets in respect of both 999 and non-emergency calls; Force 999 target of 95% within 15 seconds, and 95% of non-emergency calls within 30 seconds; performance is now part of team performance reviews.

· Satisfaction levels with the time taken to answer 999 calls remains high (92%).

· Incident logs involving a member of a minority community are subject to analysis by the community safety department.

· The Force has introduced key time workers in order to improve service delivery at periods of high demand.

· There is a dedicated training officer in place with training liaison officers on each shift.

· A training priorities group has been established for the department.

· There is a good working environment for all staff within both the communication centres.

· A staff focus group has been established in order to ensure staff are fully consulted on relevant issues.

· A command structure is in place in respect of critical incident management.

· Airwave has been implemented effectively with its added benefits.  

Areas for improvement were highlighted as:

· The implementation of a communications strategy incorporating a call handling strategy and deployment strategy will aid performance and service delivery.

· In respect of IT provision the Force acknowledge major changes in the way that call handling is structured are needed; major investment in IT support is necessary.  There is a need to develop an appropriate technology/IT infrastructure, including the area of 999 call routing.

· The Force is looking to develop contingency arrangements for mutual support with neighbouring forces.

· Areas of HR management require development, in particular the areas of staffing levels, sickness management, shift patterns, part-time working; the Force has moved to a variable five shift pattern which is in the post implementation phase; the department are still suffering higher than normal abstraction rates.

· The Force acknowledge the need to develop the provision of personal and team performance data, an IT solution is being sought to bring this about.

· Satisfaction levels in respect of the response to 999 calls need to be addressed, being below both most similar forces and national averages.

It should also be noted that a HMIC inspection of the force in 2002 recommended:

“that the Force review all aspects of the call management function as a matter of  priority”  

4.2. The ‘Copper’s Contract’

On 14 September 2004, the Home Secretary announced a 'copper's contract'. The contract between the police and the public will set out the level of service people can expect when contacting the police for the first time.

Mr Blunkett set minimum standards, which will be in place in every police force over the next two years to ensure that the public will get a prompt response either on the phone or internet, when contacting the police. He said that improving customer service to the public would be the driving theme of the forthcoming police reform policy paper.

The 'copper's contract' between the Home Office and ACPO will set national minimum standards which cover:

· making it easier for the public to contact the police through call handling systems designed for the task;

· clearer information to the public about how to get in touch;

· how the police should deal with the initial call, make sure they give the caller realistic information about what will happen next and what should be done to follow-up each call with the person who made it; and

· how to measure feedback from the public about the service they have received.

These objectives will be aided by the establishment of a national non-emergency number to complement 999.

The issues outlined above will obviously have a significant impact on the review and a very close watch will be kept on emerging issues. It is expected that this review will if anything facilitate the recommendations.

4.3. The Best Value Review of ‘Specialist Support for Front-line Policing’

Communications has to some extent already been the subject of a Best Value Review as this formed part of the year 3 review of ‘Specialist Support for Front-line Policing’. It became apparent however that communications is such an integral part of the way in which the force operates, indeed perhaps the most important part and a separate review was required.

In particular, an area of difficulty raised by the original review was the split of responsibility between the communication centres and area commands. Whilst a number of potential changes were apparent in the communications centres it was appreciated that similar or greater effect might be achievable through changing how area commands carry out day to day functions. The remit of the review was however, not broad enough to tackle such issues, particularly in light of the then forthcoming Public Service and Performance Review. 

The comms review team did however outline the bulk of the issues pertinent to Comms in preparation for the final report for the Specialist Support review, and the review concluded by recommending the development of a Force Communications strategy which would cover the following elements :

· The role of Communications in the Force

· Incident management procedures

· Resources - staff and technical support

· The structure of Comms

· Call management procedures

· Performance management processes

5. How will the review be conducted?

What is the process for the review?

The review will follow the Police Authority's revised Review Process and be completed by March 2005. The process is made up of the following four key stages:

1. Scope

This is the present stage during which the scope of the review, the members of the review team and the timeframe of the review will be agreed.

2. Vision

Background information will be collected about Communications. This will include information about the area, about services that the Force and Authority provide directly and about the way we provide services in partnership with others.

At this stage a clear vision of the overall provision of communication services will be reached.  The roles of the Force and Authority in achieving the vision and any underpinning principles will be outlined.

The background information, giving the current position of service delivery will be analysed against the vision (a gap analysis).  This gap analysis will identify issues that should be addressed during the review.

3. Future Service Provision

This stage of the review will look at each issue identified in more detail then challenge the current service provision.  This will generate proposals about how the Force and Authority could achieve their aims and other ways that  services could be provided.

This will conclude:

· what service options should be delivered  to close the gap between current and future provision

· how services should be procured in the future.

This stage will end with the 'Final' report to the Police Authority, which will include agreed performance indicators for the service and a five-year action plan.

4. Implementation and monitoring

It is essential that improvements agreed during the review actually happen in practice.  This stage will be ongoing over the period of the improvement plan and will include regular reports to the Police Authority.

The review team

As with all Best Value reviews a core review team will be formed to undertake the work. This team will meet as often as needed to manage the review process and ensure that all necessary actions are taken. The Team will consist of a number of officers who have specific responsibility with regard to the review:

· Supt Graham Smith
Review Manager
Responsible for the day-to-day management of the review.

· Ch Insp John Chappell
Service Manager
Responsible for providing a detailed knowledge of the area and a services perspective. They will carry out review work as directed by the review manager and will deputise as required.

· Mr Steve Kyte
Review Administrator
Responsible for taking minutes at review team meetings, assisting in document preparation and maintaining an audit trail.

· Mr Colin Crawford

· Ms Michelle Patten

· Mr Richard Williams
Review Researchers
Responsible for carrying out review activities under the direction of the review / service manager.

· Dr Mark Wood
Best Value Officer

(Northumbria Police)
Provides guidance to the review manager and team. Ensures that corporate procedures are followed and that the force is kept appraised of the review.

· Ms Tracey Hutchinson
Best Value Officer

(Northumbria Police)
Provides a direct link with the Best Value Review of Public Reassurance.

Also provides guidance to the review manager and team as necessary. Ensures that corporate procedures are followed. 

· Mrs Ruth Scott
Senior Policy Officer

(Northumbria Police Authority)
Ensuring that the review is rigorous and challenging and the it fulfils the statutory role of the authority in relation to Best Value.

Ensuring that the implementation plan is a SMART action plan with identifiable outcomes and effective performance management systems.

· Mr Martin Jarrett
Best Value Officer

(Northumbria Police Authority)
Provides additional Best Value expertise.

Provides an additional resource.

Provides additional challenge.

Whilst the core team will carry out the basic review activities it is vital that all stakeholders are represented within the review process. To avoid having to frequently assemble a large group the core team meetings will be supplemented by additional invitees from the groups listed below as required. In addition the listed stakeholders will be presented with documents for comment and review on a frequent basis. A full group meeting, to which all listed stakeholders will be invited, will then be held to approve reports prior to submission at the Service Improvement Group.

Each review is to be sponsored by the Chief Officer who holds the portfolio for that service. As well as representing Chief Officer views at the Service Improvement Group (see below), the sponsor will attend key review team meetings to provide strategic direction and to gain further appreciation for the work being undertaken by the review team. Communications is set to be an area of business for a newly created ACC post but the current ACC having responsibility for Communications is highlighted below:

· Assistant Chief Constable John Scott
Review Sponsor
Represents Chief Officers at the Service Improvement Group. Provides strategic guidance and direction to the review team as required.

The following officers will provide the standard representation from other strategic groups to bring specific skills and expertise to the review process:

· Mr Shaun Wayman
Finance Dept Representative

· Mr John Meldrum
IS&T representative

· Simon Shortland
Trade Union Representative

· PC Keith Fallows
Federation Representative

· Supt Paul Common
Supt Association Representative

· Ms Helen Taylor
Personnel Dept Representative

· Mr Mauricio Alvarez
Establishment Review Representative

As the communication centres provide services to area commands and specialist departments such as Operations Dept representatives have been arranged from those service areas.

· TBC
Area Command Representative

· TBC
Operational Support Representative

Involving Employees:

The core team is comprised of the Head of Communications dept with the support manager being the Chief Inspector from NCC. In addition a support supervisor will be a researcher for the review. Staff will be represented through the Unions and federation and the review will also make use of the departments existing focus group representatives. Again these representatives will not form part of the core team but will be presented with reports for review and comment. Further to this:

· Regular updates will be given to all employees throughout the Review process.

· Employees will be formally consulted during the review so that they can have a say on the services the department provides.

Northumbria Police staff from outside the communication centres will also be involved, particularly those who have experience of working in private sector call centres.

Involving Police Authority Members

During reviews members are involved mainly by consideration of issues at the Best Value Advisory Group and the full Police Authority meetings. Members will also be invited to visit the communication centres and discuss the review with the review manager.

The Overview and Scrutiny forum for this review will be the Service Improvement Group (SIG). The key membership of the SIG is as follows:

Ch Supt Carolyn Peacock
Head of Corporate Development Department

Mrs Shirley Erskine
Assistant Clerk to the Authority

Best Value Officers from the force and authority also attend SIG, along with the relevant ACC Sponsor and the following representatives are invited to attend:

Staff Association Representatives

Federation representative

Superintendents Association Representative

Involving other organisations and people

It is recognised as good practice to involve external agencies in the conduct of Best Value reviews.  These would be expected to challenge current practices, making comments and suggestions that might not otherwise be made and to contribute to the development of robust options for improvement.  Representatives of external organisations will also have professional expertise and skills in a range of areas that can help the Council to achieve “stepped change”.

Clearly, there are many groups and organisations that have an interest in communications issues ranging from other emergency services to the full spectrum of call centres.

It is proposed to use a combination of critical friend from other forces and representatives from other emergency services and the private sector.

Staffordshire Police are widely regarded as providing very good call services  to the public, having received several awards and a ‘Good’ rating in the HMIC baseline inspection. Contact has been made to secure ‘critical’ review. The communication facilities themselves were also visited during the review of Specialist Support for Front-line Policing. 

Further to the above, both Merseyside and Derbyshire are reviewing their call handling functions and liaison is underway with both of those forces in a critical capacity. 

The Automobile Association has agreed to participate in the review and a joint visit to their call handling centre in Birmingham has been arranged with Merseyside and Derbyshire for the end of October. 

Orange, NHS Direct and the North East Ambulance Service have also agreed to participate in the review and a joint meeting is being planned for the end of October.
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