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Introduction to Vision Report
1. At this stage of the Best Value process the key outcome is an agreed direction to the future work of the review. This is important to ensure that relevant information is made available to construct an informed option appraisal in the final document.  

2. The key aim of the document is to clarify the thought processes and make obvious the justifications that have led the review to highlighting gaps in service provision that prevent the communications department fulfilling its key visions and aims. This introduction looks at each section in the report and describes the role it has in contributing to the final outcome. 

3. In any process time is an important consideration and is often the scarcest of resources. The reporting procedure for each different stage of the Best Value Review process has a significant role in ensuring that the work remains focused. It makes sure all stakeholders have an opportunity to challenge the findings of the review team and arrive at a consensus for the work of the next stage.  In this way hold-ups due to individual interpretation and changing demands can be avoided.

4. The initial section confirms the scope of the review agreed by all members at the previous Best Value Advisory Group. In section 2 the review team look at why key services are provided. This allows a challenge as to whether there is a real need for the service. Needs change over time and this should be considered when assessing the present situation.

5. Section 3 proposes the vision for communications service of which all members should be signed up to. It should not conflict with the Force’s vision and should reflect the departments’ future service delivery aspirations. Section 4 illustrates how the current service may contribute to the vision without any changes.

6. It is clearly important that the review is effective. Section 5 gives an update on current performance and will form the basis of the evaluation for the success or otherwise of the review outcomes. Section 6 describes elements that the review team believe may be key to delivering the communications vision. It is these elements that make up the gaps and will be the source of a considerable amount of work for the rest of the review. 

7. Section 7 is key to the report. It brings together elements under review that are seen as gaps in current service provision that prevent communication from achieving its vision. This completes the linkage between the vision and the work of the review. The final stage proposes priorities for future work.

1. Scope of the Review

Review Title
Best Value Review of Communications

Sponsor
ACC Susan Sim

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

Table 1.1

1.1
Table 1.1 is an extract from the scoping document that clearly shows the focus of the Communications Best Value review. This has been ratified by the Best Value Advisory Group on October 14th 2004 and subsequently adopted by a meeting of the Police Authority on October 23rd 2004.

1.2
Table 1.2 is an agreed listing of issues relating to the focus of the review that will need to be addressed and highlights external factors that will be key to achieving successful outcomes in any proposed service delivery plan. 

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’ 

Table 1.2

2. Why we provide the current service

2.1
The provision of a communications service is at the forefront of contact between the public and the police. There are no statutory requirements to provide this service; however there are statutory performance indicators as to how well this service is provided. 

2.2
The public can reasonably expect a service that provides an emergency response which is easily contactable and has the means to respond effectively to requests for help.

2.3
As an organisation that trades in information, providing an efficient and effective service is imperative. This will also optimise public reassurance, improve performance in tackling criminality and reduce bureaucratic burdens on front line officers. The department aims to meet the current demands upon the service within the following structure:      

2.4
 Operational sites

2.5
There are two main sites of operation, Northern Communications Centre (NCC) situated at Force Headquarters and Southern Communications Centre (SCC) allocated at South Tyneside Area Command, South Shields. Each communications centre provides the first point of telecommunications contact between the public and Northumbria Police receiving both emergency (999) and non-emergency calls to the force.  

2.6
Two sites were chosen to provide resilience and fallback capability. Most functions are mirrored at each site, allowing the organisation to continue to provide a level of communications in the event of a catastrophic loss of either site. Having sites located both north and south of the river Tyne also provides good access for staff that reside across the Northumbria Police area.
2.7
 Management, administration and finance

2.8
A Superintendent heads the management of the communications department. Each of the communications centres are headed by an officer of Chief Inspector rank situated at their respective sites of responsibility.   The Chief Inspectors act as direct line managers for the Inspectors who are in charge of each relief at either site.
2.9
A resource manager is responsible for the forward planning of operational human resources to meet demand and special events requirements across both NCC and SCC. This allows for peaks and troughs of demand providing resources to fit these requirements.
2.10
There is a telephony supervisor located at each site supervising their respective staff, reporting to their respective Chief Inspector. Telephony is located at two sites to allow for the organisation to continue providing a level of communications in the event of a loss of either site. Supervisors are provided at both sites to allow close supervision and ownership of staff.
2.12
The current day-to-day operational obligations of communications department across both sites are currently organised into four discernable functions. Telephony is provided to act as a conduit to route calls to appropriate person or department. Call Handling provides for 999 calls and other public calls where a police response is required. Radio Dispatching provides a means of allocating the appropriate police resources to reported incidents. An enquiries function provides a central point of contact dealing with outside agencies, Police National Computer updates, internal alarms etc. 
2.13
SCC is unique in having an Enquiry Operator. This role provides support to the roles of call handling and Radio Dispatching dealing with information in relation to incidents that front line officers are attending.

2.14
We provide private companies, partner agencies and the other emergency services with direct lines to request a service or pass on information. This allows speedy access to the police for urgent reports or enquiries.
2.15
 Radio Dispatching

2.16
The Radio Despatching role is the pivot between the caller, the Call taker and front line police officers for incidents coming to the force by phone. 

2.17
Incidents and special events

2.18
The Communications department routinely provides staff to aid the force in responding to a wide variety of incidents and events including football matches, gold command rooms, communications van and Sky-Riser facilities. To set up such facilities at each area command would be costly.

3. Vision for a future communications service

3.1
Box 3.1 shows the current 3-year (2004-2007) strategic direction for Northumbria Police.

· To reduce crime and disorder and make our communities safer.

· To release the potential of our personnel.

· To improve the quality of life through working in partnership with the community, public, private and voluntary bodies.

· To ensure that all our activities support front line policing

Box 3.1

3.2
The communications service seeks to support the Force strategic direction in all of its operations. Box 3.2 contains the communication’s own vision for its service.

To achieve a service where all users, internal and external,

come away at the very least, satisfied with the service they have received.

Box 3.2

3.3
The review has identified seven key strategic aims for the communications service. When addressed they will fulfil its own service vision and will ensure the fullest contribution possible from the communications section to the Force’s strategic aims. These are: 

a. Supporting a broader communications agenda through the setting of corporate standards

b. Making it easy to contact Northumbria police

c. Providing a professional and high quality service

d. Dealing effectively with enquiries

e. Keeping service users informed and ensuring their views count

f. Supporting victims and witnesses of crime

g. Providing services to reduce the demands placed on front line policing and improving the flow of intelligence

4. How the current service contributes to the vision

4.1
Supporting a broader communications agenda through the setting of corporate standards

4.2
The direction of the communications dept is set via the departmental plan as opposed to an overall communications strategy. Guidance regarding telephony is available via the force intranet but there is little corporacy regarding points of contact and answer times.

4.3 
Making it easy to contact the police

4.4
There are currently 16 different non-emergency telephone numbers within Northumbria Police area, still available to the public to contact the Police. Calls on any of these numbers route to a Telephony operator at either SCC or NCC who will then forward the call to the relevant area. Emergency calls are sent direct to call handling staff by an external exchange operator.   

4.5 
Providing a professional and high quality service

4.6
New staff to the department are provided with formal training courses, following which they are mentored in their duties until proficient. There is a network of Training Liaison Officers providing training under the guidance of the departmental Training Co-ordinator. All staff are appraised in line with the force Performance and Development Review staff appraisal procedure.  Performance management is formally at a department and shift level but supervisors may dip into individual performance.

4.7 
Dealing effectively with initial enquiries 

4.8
The vast majority of calls to Northumbria Police are dealt with at first point of contact either by a telephonist or call handler within communications department. Staff working in either of these roles will ascertain the nature and reason for the call to the police and forward those calls to the appropriate person or department, alternatively a computerised incident will be created and prioritised for an officer to attend. Where a police officer response is required a dispatcher will endeavour to secure a resource to attend the incident. 

4.9 
Keeping service users informed and ensuring their views count

4.10
Currently if there are long delays in officers attending incidents staff from the communications centres will re-contact callers where possible to inform them of delays. Information is often not specific and relies on individual call handler’s acquired knowledge of incident demand levels at the time of the call and so is not corporate in its approach, content or detail.  Further updates may also be sporadic.

4.11
Communications department receives limited direct feedback from telephone callers or via letter. These isolated incidents are dealt with individually rather than at departmental service level. Feedback from BVPI surveys and from Area Command satisfaction surveys that ask questions on initial contact with the police are occasionally forwarded to the department on an ad hoc basis.   

4.12 
Supporting victims and witnesses of crime

4.13
The force has recognised that there is a need to improve the service provision to victims and witnesses and has commenced a pilot scheme which focuses on liaison with victims of crime. The Crime Recording Bureau will offer a choice of methods of communication and be the main point of contact for updates. This role will be referred to as ‘victim care’. This role will be performed by the project until the point at which a crime is detected and becomes the responsibility of the Criminal Justice Unit.

4.14
Other support is provided by the monitoring of protection alarms installed for the protection of victims and witnesses, on activation the appropriate pre-determined response is dispatched by communications staff.  

4.15
Supporting front line policing and improving the flow of intelligence

4.16
Call handlers create incidents following a basic requirement to obtain sufficient quality information to support front line officers attending incidents they are allocated to. The information captured can vary and call-backs can be required. The call handlers use individual judgement to assess the incident priority and there is evidence that this can vary for broadly similar incidents. Radio Dispatching staff constantly monitor radio channels and respond to requests for service from officers. Supervisors at each communications centre administer the deployment of appropriate resources to incidents as defined in force procedures. Communications Operators voters registers and force IT systems to support front line officers with information for their role. 

4.17
Items of intelligence that come through the communication centres, where they are recorded, are generally recorded as incidents and the most relevant area command is then alerted about the incident log by phone. Incident and crime recording does not necessarily facilitate analysis by analysts. No specific analysis of the communication centres as a source of intelligence is undertaken. General intelligence can be disseminated to officers via force IT systems or verbally over the radio, as in the case of address and person histories retained on the force computer system.

5. Service performance indicators

5.1
The following highlight some available key indicators that are important to assessing any future improvement.

Answering 999 calls - Local PI = 95% answered in 15 seconds

Our performance
Comparison *

Performance 2003/04

83.7%

Performance Apr - Oct 2004

94.3%

 
12 out of 41 forces returning info have a 15 second target (the longest). The quickest is probably 6 seconds (data not finalised).

Performance has increased significantly over recent months hence it is appropriate to consider the Home Office April ’03 to April ’04 figures and performance from April to October 2004.

Using the 84% 2003/4 value:

· Within forces receiving more than 200,000 999 calls Northumbria = 13th out of 17.

· Within all forces Northumbria = 28th out of 41.

· Within all forces with a 15 second target Northumbria = 9th out of 12.

Using the 94.3% April to Oct figure:

· Within forces receiving more than 200,000 999 calls Northumbria = 2nd out of 17.

· Within all forces Northumbria = Joint 3rd out of 41.

· Within all forces with a 15 second target Northumbria = Joint 1st out of 12.



*Home Office data 2003/04 (Provisional not yet finalised)
Table 5.1

Answering Non 999 calls

Our performance
Comparison

Answering public calls - Local PI = 90% answered in 30 seconds 

· Performance 2003/04 = 71%

· Performance Apr – Oct = 79%
National ranking not available

Answering all calls answered through Telephony

· Performance 2003/04 = 93.8%

· Performance Apr - Sept 2004 = 95.5%
National ranking not available

Table 5.2

Allocation of high priority incidents

Our performance
Comparison*

In 2001/2 the total number of  incidents 571,616, of which; 

5.65% were graded HIGH 1.


This was the 3rd lowest of all forces



22.3% of incidents were graded either HIGH 1 or High 2.
This was the 2nd highest of all forces

*Home Office returns for 2001/02
Table 5.3
 6. How the review will ensure delivery of the communications vision

6.1
The Best Value team has carried out a preliminary assessment of influences on the key aims of the service in order to highlight priorities for review.

6.2
This has been done in a variety of ways including using some initial consultation and comparisons with other forces and agencies. Many visits have been conducted by staff in the review team to communication centres in both the public and private sector. These have given particularly useful insights into the types of possible service that can be provided.

6.3
The elements identified as falling short in their ability to contribute to the key aims will be subject to a full and rigorous review. They will not be addressed in isolation but within the structure of the gap analysis, which will ensure that emphasis is placed on outcomes directed at maximising contributions to the key aims. Key issues are highlighted in the following paragraphs.

6.4
Supporting a broader communications agenda through the setting of corporate standards
6.5
There is a clear need to develop an overarching Communications Strategy for Northumbria Police. A key component of the strategy will be standards and we intend to draw on guidance from Central Government, HMIC, force and local policy initiatives in order to develop corporate requirements for service provision. Issues that subsequently arise within this framework will be fed back to staff and the training process.
6.6
Making it easy to contact Northumbria police

6.7
In order to improve access to our consumers we will review our use of technology, e.g. E-mail, text messages, type-talk and similar systems and advertise such services making consumers aware about how to contact us. The review is considering the Government Single Non Emergency Number (SNEN) project, or an alternative 0845/0800 easily remembered number. 
6.8
Providing a professional and high quality service

6.9
The review will look at staff training, working towards nationally recognised work place skills and qualifications. It intends to develop a service in line with national proposals from National Standards for Incident Recording (NSIR) and National Call Handling Standards (NCHC).  We intend to utilize latest technological advances of which Automatic Call Distribution (ACD), call scripting and national Frequently Asked Questions (FAQ’s), and Mapping systems are a small number of examples.  These will enable relevant information from callers to be passed quickly and efficiently to the appropriate officer so that the incident can be dealt with effectively.  
6.10
Dealing effectively with enquiries

6.11
Calls should be answered at the first point of contact, providing the caller with a reference number for their query. Where further action is required by the force call handlers will obtain the relevant information, create an incident log to force/national standards of service and then allocate that incident to a member of staff best qualified to deal with it.  
6.12
Keeping service users informed and ensuring their views count

6.13
Staff will keep callers informed of progress of their call where appropriate and look for feedback to our service provision. A “one stop shop” philosophy will be applied to the service in order to seek customer views and keep customers informed in a timely manner. 
6.14
Mechanisms and systems will be introduced in order to quickly ascertain, store and analyse the view of our service users. Where appropriate these views will be fed into staff training programmes and feedback to caller’s action taken by the department.
6.15
Supporting victims and witnesses of crime

6.16
The victims and witnesses pilot aims to improve our level of service to victims and witnesses; improving the provision of care with the aim of improving Victim & Witness satisfaction. The Force will collate the details of victims and witnesses who require victim support, as identified on the crime report. This role will be referred to as ‘victim support’. In such cases, these details will be forwarded to the Victim Support Scheme, which is a government-sponsored charity. For those incidents where a police officer is not required to attend, Crime Recording Bureau staff will contact the victim to take the crime report. 
6.17
Providing services to reduce the demands placed on front line policing and improving the flow of intelligence

6.18
It is envisaged this can be achieved by Improved liaison and briefings between communications department, and Area Commands. The further development of the Airwave radio system and changes in its use will help in the dispatching of officers. Greater use of already available technology in the way of Satellite Global Positioning Systems, CCTV and mobile data will better aid the dispatching of front line officers to incidents. Improved standards for intelligence recording, access and interpretation will develop the response of Area Command officers to routine incident and incident of a critical nature. 

6.19
Further it is clear that issues of accessibility, incident resolution, public satisfaction and capacity are also of relevance within this review and will contribute to the vision of the service. They form part of a wider concept of communications namely how we interact with the public, partners and internal staff and react appropriately to the needs of service users. This is also an area in which a great deal of recommendations are being made by the government hence there is a need for the force and authority to develop an overarching approach. 
7. Gaps between the current service and the vision.

7.1
Table 7.1 below contains a list of the gaps we have identified between the services we currently provide, linked with our vision for a future communications department.

Vision
Gap

a

Supporting a broader communications agenda through the setting of corporate standards
· Lack of a communications strategy incorporating a specific call handling strategy

· A Corporate approach to recording and managing information under the direction of a communications strategy

b

Making it easy to contact the police
· Public awareness of an easily remembered non-emergency number(s) and range of alternatives

· Equality of access of services matched to the needs of our communities

c

Providing a professional & high quality service
· Performance and evaluation processes

· Effective workforce

· Appropriate response to requests for service

d

Dealing effectively with enquiries
· A timely and effective resolution, meeting negotiated customer expectation

· Public satisfaction with initial contact, subsequent updates on incident progress and the maintenance of an appropriate audit trail

Vision
Gap

e

Keeping service users informed and ensuring their views count
· Knowledge and awareness of victim and witness requirements

· Public satisfaction with initial contact, subsequent updates on incident progress and the maintenance of an appropriate audit trail



f

Supporting victims and witnesses of crime
· Knowledge and awareness of victim and witness requirements

g

Providing services to reduce the demands placed on front line policing and improving the flow of intelligence
· Formalised structure and responsibility for incident management

· Intelligence handling in accordance with NIM

· Providing services to reduce demands placed on front line policing

Table 7.1

8. Next Steps 

8.1
The following table highlights the prioritised workload that will inform the recommended options for change in the final report. Having highlighted the gaps in service, key elements that will drive improvement in these areas have been identified.

8.2
Those key elements that the review team have identified as having the greatest impact on service improvement have been listed in table 8.1. These are the areas that the Best Value review will focus its work on to achieve the most effective options for change to achieve service improvement.

Gap
Key Elements

Lack of a communications strategy
· Communications strategy

· Call handling strategy

A Corporate approach to recording and managing information under the direction of a communications strategy
· Lack of corporate standards re call handling, crime recording and dealing with enquiries

· Quality Assurance for Department

Development of a corporate approach to volume crime processes

Public awareness of an easily remembered non-emergency number(s) and range of alternatives
· An easily remembered non-emergency number

· Public awareness of contact methods and systems

· Limited alternatives to Telephony

Customer access choice

Equality of access of services matched to the needs of our communities
· Matching customer needs (diversity)

Performance and evaluation processes
· Modernisation of the workforce

· Quality control for Area Commands

· An appropriate mix of qualitative & quantitative performance information

· Monitoring the quality of service provided to internal customers

Effective workforce
· Nationally accredited staff training

· Appropriate staff resourcing model/system – effective HR process

· Modernisation of the workforce

· Supervision (Communications centre V’s Area)

· Quality control for Area Commands

Appropriate response to requests for service
· Effective demand management (linked to the communication strategy)

· Effective deployment strategy

Gap
Key Elements

A timely and effective resolution, meeting negotiated customer expectation
· Negotiated customer expectation

· The provision of a service that offers a timely and effective resolution, where appropriate, at the first point of contact 

· Detailed customer service profiling

Public satisfaction with initial contact, subsequent updates on incident progress and the maintenance of an appropriate audit trail
· Giving callers updates and feedback on incident progress

· Making available timely and relevant information

· Mechanism to capture and respond to service user views 

· Public satisfaction

· Provision of a referenced record and caller informed

· Monitoring contact with the organisation to the point of resolution

Knowledge and awareness of victim and witness requirements
· Knowledge and awareness of victim and witness requirements

· Allocating a single caseworker to crime victims

· Keeping crime victims updated on crime/incident progress

· Identifying and supporting reluctant witnesses

Formalised structure and responsibility for incident   management


· Incident ‘command and control’ - including standardised response to serious incidents, priority actions etc.

· Effective contingency arrangements with other Forces

Intelligence handling in accordance with NIM
· Efficient use of incoming intelligence – call handling incorporated within NIM

· Effective, intelligence lead, briefings - routine and real time

Providing services to reduce demands placed on front line policing
· Knowing front line officers requirements

· Effective use of technology

· Improved understanding of Area Command priorities

Table 8.1

8.3

It will be apparent from Table 8.1 that within the timescale for this 
review not all of the gaps can be addressed. The force is committed to developing a holistic approach to communications hence it is not appropriate to ‘lose’ any of this work. The proposed way forward is that areas not taken up in the Best Value review will be addressed subsequently by the service.

8.4
Within the Best Value review it is anticipated that the following areas will be addressed:

· Recommendations as to the adoption of a single number for reporting non-emergencies and methods for raising awareness of services.

· Recommendations as to services which could be provided to front line officers.

· Recommendations as to the front end of telephony.

· Recommendations as to whether to develop a one stop shop.

· The areas to be covered by the Communications strategy.

· Recommendations for technological improvement.

· Recommendations about internal performance measurement (qualitative and quantitative) and quality assurance.

· Recommendations about workforce modernisation and training.

· Recommendations about incident grading.

· Provision of issues to be addressed through a demand management strategy.

· Recommendations regarding Command and Control.
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