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1. Executive Summary 
 
1.1 Background 
 
1.1.1  The Constabularies have an ambitious collaboration programme in place that has 
 been running since 2009 to reduce costs as well as improve resilience, capability   
 and capacity.   
 
1.1.2  The programme is underpinned by the ‘Norfolk and Suffolk preferred police  
 partnership collaboration strategy’ that outlines the collaborative vision to address   
 the financial and service gaps, sets out the strategic framework and governance 
 principles and recognises the position that each of the forces and Police and Crime 
 Commissioners (PCCs) hold in respect of the preferred partner collaboration. The  
 Norfolk and Suffolk Preferred Partnership is considered an “exemplar” by Her  
 Majesty’s Inspectorate of Constabulary (HMIC).   
 
1.1.3  A number of business areas and departments are now collaborated, including 
 Protective  Services, Justice Services and Business Support Departments. This 
 collaborative programme has already delivered efficiency savings and operational 
 benefits.  
 
1.1.4   Comprehensive Spending Review 2 (CSR2) will reduce the Home Office grant by 

4%. In real terms this means both forces having to close a budget deficit of, at best 
£16 m and at worst £23.4 m by financial year 2017/18. The forces have identified 
sixteen proposed reviews which have the potential to deliver these efficiency 
savings. This includes consideration of a joint CCR and Switchboard function for 
Norfolk and Suffolk.   

 
1.1.5  On 28 January 2013 at a joint meeting of the Chief Constables and PCCs, a 
 project was commissioned to scope the future options for a collaborated Contact 
 and Control Room (CCR) and Switchboard.  

 
 1.1.6  The decision was made by senior management to receive independent insight and 

 evaluation of the suitable collaborative options and identify how the recommended 
 options could be designed and delivered. In June 2013, the Constabularies used 
 Lot of the Consultancy ONE framework to find a suitable consultancy to provide 
 this advice. 
 

1.1.7  As a result of this, Capita were appointed and started working with the 
 Constabularies in August 2013, joining members of the Strategic Change Team to 
 provide independent advice and ideas on wider innovative and collaborative CCR 
 and SSP opportunities.   

 
1.1.8   The recommendations of Capita were presented to the Joint Chief Officer Teams 

(JCOT) in October 2013.  The Norfolk and Suffolk PCCs subsequently considered 
the recommendations at the Collaboration Panel on 22 October 2013 and agreed 
to the development of an evidenced based business case for a single CCR.  

 
1.2  Purpose 
 
1.2.1  The purpose of this document is to provide a business case from which the 
 decision to progress collaboration and the level of resources to be used to run a 
 joint CCR can be made. 



V 3.2 (Final)   NOT PROTECTIVELY MARKED 6 

 
1.3  Methodology to obtain savings 
 
1.3.1  Following the project being commissioned, a Project Board was put in place with 
 ACC Tim Newcomb as Project Director. Terms of Reference were agreed on 21 
 May 2013 by JCOT, a Project Manager appointed and a Continuous Improvement 
 approach adopted as the methodology to deliver the transformation delivery.    
             Efficiency  savings to meet the CSR2 requirements is a key driver for the change.   

 
1.3.2  To supplement the work of the joint project team, consultants from Capita spent  

 approximately eight weeks in both forces to develop recommendations for the 
 collaborative future of the CCR. The Capita recommendations were presented to 
 the JCOT on 7 October 2013 with a report supporting their recommendations    
    following thereafter. The matter was subsequently  considered by the Norfolk and 
    Suffolk PCCs at the Collaboration Panel on 22 October 2013 where  
    agreement was made for the development of an evidenced based business  
    case for a single CCR.   
 

1.3.3  Capita’s recommendations in respect of a collaborated CCR were that:  
 

 “the Constabularies initially collaborate their management and support 
functions” and  

 “Subsequently, the Constabularies should form a merged CCR function 
based in Wymondham” 

 
1.3.4  In support of these two main recommendations, a number of other 

 recommendations were made that would help to deliver optimal benefit from a 
 collaborated CCR and find additional savings through continuous improvement, 
 demand management and innovation. 
 

1.3.5  This document provides the business case for a collaborated CCR and expands 
 on the work undertaken and recommendations made by Capita.  The Business 
 Case provides additional detail on the options for consideration so that the Chief 
 Constables and the PCCs have the necessary evidenced based criteria from 
             which to make their final decisions. 

 
1.4  Risks 
 
1.4.1  There are a number of risks associated with this business case.  The business 
 case summarises the key risks to the project and to continued operational 
 effectiveness during the implementation of the recommended way forward for a 
 single site collaborated CCR if  adopted. The business case also summarises how 
 project risks will be managed. 
 
1.5  Savings Forecast 
 

1.5.1  The identified savings for both Constabularies are summarised below: 
 

CCR 

Total 
Budgets 

Current 
Norfolk 
Budget 

Current 
Suffolk 
Budget 

Total Budget Total 
Saving 

% 
Saving 

Norfolk 
Saving 

Suffolk 
Saving 

 7,370,835 5,416,539 12,787,374 1,844,485 14.42% 973,918 870,567 
(Budget data for financial year 2014/15 has been used) 
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1.5.2 The savings are based on the 56.5/43.5 current cost sharing (Net Revenue Expenditure). 

 
1.5.3 These savings are considered the least achievable from the transformed CCR and 
 should be viewed in the context of the whole change programme in terms of the 
 opportunities for further efficiencies such as those derived from continuous 
 improvement activity . 
 
1.5.4  The total implementation costs are projected to be: 
 

 Single site – New site – £8,595,690 (capital only) 
 
 Single site – Norfolk (Wymondham) – £3,028,190 (capital and revenue costs)   
 
 Single site – Suffolk (Martlesham) – £7,887,000 (capital and revenue costs). 
 
  A full breakdown of these costs is provided in section 6.  
 

1.5.5 Set out below is a summary of changes to the establishment. 
 

 Lllllllllllllll 
Llllllllllllllll 
lllllllllllllllll 

Llllllllllllllll 
Llllllllllllllll 
Llllllllllllllll 

Llllllll 
Llllllll 
Llllllllll 

Llllllllllllllllll 
Lllllllllllllll 
llllllllllllllll 

Lllllllllllllllll 
Lllllllllllllll 
lllllllllllllllll 

Lllllllllll 
Lllllllllllll 
lllllllllllll 

llllllllllllll llllllll lllllllllllll Lllllllllllll    

llllllllllllll llllllll lllllllllllll lllllllllllllll    

llllllllllllll    llllllllllll llllllllllllll llllllllllllll 

llllllllll lllllllllllll llllllllllllllll lllllllllllllll    

lllllllllllllllll    llllllllllllll lllllllllllllll llllllllllllll 

(These staffing figures do not include PEO or front facing officers as they are out of scope 
for this project) 

 
1.6  Implementation 
 
1.6.1  When approved, implementation of the business case will be managed following 
 Prince2 principles and will be overseen by an appointed Change Manager. 
 
1.6.2  The governance for the project is dealt with by the agreed Norfolk and Suffolk  

 Collaboration Programme Governance arrangements. The Assistant Chief 
 Constable  Strategic Change will be the Senior Responsible Officer. The Assistant 
 Chief Constable  Operations, currently the Suffolk T/ACC for Operations will chair 
 the Project Board as Project Director, which in turn will report to the Programme 
 Board.   The Programme Board then reports to JCOT who in turn will report to the 
 respective PCCs. 
 

The Constabularies already have, as described above, a highly effective PMO 
function in place that is capable of delivering the programme and project 
management arrangements for the delivery of the SSP, ERP and CCR projects. 
The implementation of the CCR Project should be run by the Strategic Change 
Department PMO alongside the delivery of the broader CSR2 Programme. If the 
programme team tasked with implementing these projects is not suitably resourced 
there is a risk that the projects will not be delivered successfully and that the 
identified benefits are not realised. 
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 1.6.3   Proposed High Level Implementation Plan:  
 

 Joint Senior Management Team 

 Joint CCR Support 

 Mirrored operational practice in both existing CCRs (Phase 2) 

 Decant of operational staff from chosen location to temporary operating base 

 Refurbishment of chosen CCR 

 Test operational capability of chosen one site centre  

 Return of decanted operational staff to chosen one site centre 

 On site testing for one force capability 

 Step change testing of capability to move across operational demand for the 
other county on a district by district basis 

 Transfer of full operational capability for both forces to a one site centre  
 

During the course of the implementation recruitment, training and mentoring must 
continue to ensure sufficient staffing at the preferred site. Work on the Continuous 
Improvement Action Plan will also continue to supplement implementation and 
maximise efficiency savings. 

 
1.7  Communication Plan 
 
1.7.1  When the business case is approved and an agreed implementation plan is in 
 place for a collaborated CCR and Switchboard an effective communications 
 strategy will be paramount, both internally and externally.   
 
1.7.2 Significant internal engagement with officers and staff based within both CCRs has 

been ongoing since the project began to scope the options for a collaborated CCR 
in June 2013.   

 
1.7.3 This engagement has been aimed at making staff aware of the project and 
 keeping them updated on progress and has included:  

 
- ACC briefings to senior managers within the organisations 
- Face to Face briefings with all staff in both forces as part of the broader CSR2 

agenda 
- Force wide intranet messages 
- Face to face briefings by CCR Superintendents / CCR Senior Management 

Team (SMT) members to CCR staff 
- ACC engagement with Unison and Police Federation 
- Project Team and Capita engagement with a number of CCR staff and 

managers in both forces, the purpose of which was to better understand their 
roles, the processes and functions they carried out and their thoughts and 
views on a variety of CCR related matters that they felt were pertinent. 

- The project team and Capita also held a day long workshop with 
representative members of staff from both CCRs and Switchboards during 
which the staff shared their knowledge and views on future design options for 
a collaborated CCR and Switchboard 

 
1.7.4 If a decision is taken to move to a single site collaborated CCR and Switchboard, the 

following key points will need to be included as part of a comprehensive internal and 
external communications plan across both forces: 
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Internal 

 
- Communication with all the respective CCR and Switchboard staff to explain 

what decisions have been made and what will now happen 
- Communication with wider force personnel about the decision made and what 

will happen in the short term as a result 
- Mechanism in place to ensure necessary updates to both CCR / Switchboard 

staff and officers / staff more generally are regular and informative. These 
should be in a variety of formats both written and verbal 

- Regular and structured communication with Staff Associations and HR 
 
External 
 

- An external communications plan will be required if a decision is taken to 
move to a single site collaborated CCR. Such a decision will inevitably attract 
public and media interest.  Putting in place a communications strategy in 
conjunction with Corporate Communications will be an important marketing 
tool in explaining why the decision has been taken and look to address 
possible political and reputational implications.  
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2. Recommendations 
 
2.1 Appendices A, B, C and D to this business case provide details on the proposed 
 implementation of the Capita recommendations, together with the relevant 
 information to assist in the final decision making. Each of the four appendices 
 concludes with a recommendation(s) as follows: 
 
2.2 Appendix A - Location for a Joint Contact & Control Room and Switchboard at 
 a single site 

 

 
Recommendation 1  
 
To agree the collaborated single site Contact and Control Room, serving both    
Norfolk and Suffolk communities as OCC Wymondham.  

 

 
2.3 Appendix B - Create a Joint Contact and Control Room Management Team 
 

  
Recommendation 2 

 
Further to Capita’s recommendation for a joint CCR management team, the  
structure proposed within this business case is agreed. 
 

 
2.4 Appendix C - Create Joint Contact and Control Room support roles and 
 functions 
 

  
Recommendation 3 

 
Further to Capita’s recommendation for a joint CCR support team, the structure 

 proposed within this business case is agreed. 
 

 
2.5 Appendix D - Create a Joint Contact and Control Room and Switchboard 
 operating from a single site 
 

  
llllllllllllllllllllllllllllll 

 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll   
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllllllllll 
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Recommendation 5 
 
That the Service Levels for non-emergency calls are aligned for both forces. 

 

          
         lllllllllllllllllllllllllllllllll 
 

llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
llllllllllllllllllllllll 
 

 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
             

           
          llllllllllllllllllllllllllllllllllll 
 
      

llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllll 

 
 

           
           Recommendation 8 
 

Further to Capita’s recommendation to create a joint CCR and switchboard, the  
structure proposed for CCR Inspectors within this business case is agreed. 

  

 

           
           Recommendation 9 
 

The project team’s recommendation is that the Resolution Unit remains a  
Norfolk only unit pending a review on the approach undertaken by both forces  
to the management of slow time incidents.      

  

 

           
           lllllllllllllllllllllllllllllllllll 
 

llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
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           Recommendation 11 
 

The project team’s recommendation following consultation with Corporate  
Communications, is that the Police Direct team are transferred under the direct  
line management of Corporate Communications, the rationale being that its role  
is most closely aligned with this business area.     

  

 

Summary of identified officer and staff savings 
 
Set out below is a summary of the overall changes to the establishment: 

 

 Llllllllllllll  
Llllllllllllllll 
llllllllllllllll 

Llllllllllllllll 
Lllllllllllllllllll 
lllllllllllllllllllll 

Llllllllllll 
Llllllllllllll 
llllllllllllllll 

Llllllllllllllllll 
Llllllllllllllll 
llllllllllllllllll 

Llllllllllllllllllll 
Llllllllllllllll 
llllllllllllllllllll 

Llllllllllll 
Lllllllllllllllll 
lllllllllllllllllll 

lllllllllllllll lllllllllllllllllllll lllllllllllllllllllll lllllllllllllllllllll    

lllllllllllllll lllllllllllllllllllll lllllllllllllllllllll lllllllllllllllllllll    

lllllllllll    lllllllllllllllllllll lllllllllllllllllllll lllllllllllllllllllll 

lllllllllllll lllllllllllllllllllll lllllllllllllllllllll lllllllllllllllllllll    

llllllllllllllllllll    lllllllllllllllllllll lllllllllllllllllllll lllllllllllllllllllll 

(These staffing figures do not include PEO or front facing officers as they are out of scope 
for this project) 

 
Below is a breakdown summary of the changes to the establishment: 

 
CCR Management structure 

lllllllllllllllllll llllllllllllll lllllllllllllllll llllllllllllllllllll 

Llllllllllllllllllll 
Llllllllllll 

Llllllllllllll 

llllllllllllllllllllllllll 

Llllllllllllllllllll 
Lllllllllllllllllll 
llllllllllllllllllll 

Llllllllllllllllllllll 
Lllllllllllllllll 
lllllllllllllllllll 

Llllllllllllllllllll 
Llllllllllllllll 

Lllllllllllllll 

Llllllllllllllll 

lllllllllllllllllllllll 

Savings Identified £149,338 

 
 

CCR Support structure 

lllllllllllllllllll lllllllllllllllllll lllllllllllllllllll lllllllllllllllllll 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

lllllllllllllllllll 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

Lllllllllllllllllll 

 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

lllllllllllllllllll 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

lllllllllllllllllll 
llllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllll 

Savings identified £241,217 
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Quality Assurance Team 
llllllllllllllllll llllllllllllllllll 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

Lllllllllllllllllll 

 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

lllllllllllllllllll 
llllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllll 

Projected 
Savings 

£282,297 

 
 

Switchboard 

llllllllllllllllll llllllllllllllllll llllllllllllllllllllll llllllllllllllllllllllllllllllllllllllllll 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

Lllllllllllllllllll 

 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

Lllllllllllllllllll 

 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

Lllllllllllllllllll 

 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

lllllllllllllllllll 
llllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllll 

Savings identified £231,662 

 
 

CCR Communications Officers (Contact and Control) 

llllllllllllllllll llllllllllllllllll llllllllllllllllllllll llllllllllllllllllllll 
Lllllllllllllllllllllllll 
Lllllllllllllllll 

Lllllllllllllllllll 

 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

Lllllllllllllllllll 

 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

Lllllllllllllllllll 

 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

lllllllllllllllllll 
llllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllll 

Savings identified £476,395 

 
 

CCR Supervisors 

lllllllllllllllll lllllllllllllllll llllllllllllllllllllll llllllllllllllllllllll 
Lllllllllllllllllllllllll 
Lllllllllllllllll 

Lllllllllllllllllll 

 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

Lllllllllllllllllll 

 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

Lllllllllllllllllll 

 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

lllllllllllllllllll 
llllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllll 

Savings identified £398,643 

 
 

CCR Inspectors 
lllllllllllllllll lllllllllllllllll llllllllllllllllllllll llllllllllllllllllllll 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

Lllllllllllllllllll 

 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

Lllllllllllllllllll 

 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

Lllllllllllllllllll 

 

Lllllllllllllllllllllllll 
Lllllllllllllllll 

lllllllllllllllllll 
llllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllll 

Savings identified £59,364 
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3. Purpose 

 
3.1  This business case describes the proposals for applying the recommended  

collaborative approach and structure for the CCR and Switchboard for Norfolk and 
Suffolk Constabularies. 

 
3.2  It follows the decision of the Chief Constables and the PCCs in January 2013 to 
 commission a project to look at the various options for a collaborated CCR and stems 
 from the recommendations of Capita following their work in both Constabularies for 
 approximately 8 weeks from 19 August 2013. 
 
3.3  It is intended that this document is a business case from which the decision to 
 progress collaboration, and the level of resources to be used to run a joint CCR and 
 Switchboard, can be made. 
 
3.4  The business case has been prepared using the agreed format for business cases, 
 as set out by Her Majesty’s Treasury.  This agreed format is the five case model, 
 which  comprises the following key components: 

 

 The strategic case, which sets out the strategic context and the case for change. 
 

 The economic case, which demonstrates the process used to identify options and 
the recommendations for a preferred approach.  

 

 The governance and accountability case, which summarises the content and 
structure of the proposed legal and governance arrangements. 

 

 The financial case, which confirms proposed savings and financial arrangements. 
 
 The management case, which summarises the implementation plan and 

surrounding issues. 
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4.  The Strategic Case 
 
4.1 Background 

 
4.1.1 The Police Reform and Social Responsibility Act 2011 places new duties on chief 
 officers and policing bodies to keep collaboration activities under review and to 
 collaborate where it is in the interests of the efficiency and effectiveness of their own 
 and other police force areas. This is a stronger duty than the previous one for police 
 authorities, who were required only to support collaboration by their own forces.   

 
4.1.2 Another key difference from the previous arrangements is that where collaboration 
 would provide the best outcome for another police force or group of police forces, 
 then a chief officer or policing body should pursue it – even if they do not expect  their 
          own force to directly benefit.  This is designed to ensure that collaboration takes place  
          wherever it is in the wider public interest.   

 
4.1.3 The benefits of collaboration have previously been detailed in the Home Office 
 Collaboration Toolkit as:  

 

 Improving the ability to tackle serious crime and terrorism through more effective 
and efficient use of resources, shared expertise and information, and improved 
resilience. 
  

 A method of funding operational service improvements. 
 

 Freeing up front-line resource. 
 

 Strengthening focus on core operational activities. 
 

4.1.4 The ability for forces and PCCs to derive these benefits alone are limited and 
 continue to become increasingly so in the ever tightening fiscal climate.  

 
4.1.5 All public services are rightly expected to make the most of their resources and at a 
 time of challenging financial settlements police forces and PCCs are using 
 collaboration to drive out efficiency and effectiveness across a range of support 
 services in order to invest as much as possible in front line delivery.  

 
4.1.6 With this in mind, Norfolk and Suffolk Constabularies and formerly the respective   

Police Authorities, agreed to collaborate, through a police preferred partnership 
arrangement. This arrangement has been carried on with the respective PCCs 
following their appointment in November 2012. This arrangement considers the 
provision of joint services, where these are in the interest of effectiveness and 
efficiency and in keeping with the agreed collaboration strategy, namely: 

 
To work jointly to address the financial and service gaps of both forces and Police and 
Crime Commissioners, to deliver more effective and efficient policing services, 
operational support and business support functions for local people. 
 

4.1.7 The Constabularies are working in a challenging financial climate and must reduce  
costs as a result of the Comprehensive Spending Reviews (CSR).  Collaboration 
provides an opportunity for forces to reduce costs with limited impact on the service 
provided through greater economies of scale.  As a consequence, Norfolk and Suffolk 
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have embarked on an ambitious collaboration programme, which will involve, amongst 
other things, the joining of all business support functions and Protective Services. 
 

4.2 The Case for a Joint Contact and Control Room and Switchboard 
 
4.2.1  The key driver behind the case for a joint CCR, as explained above, is CSR 2 and the 

need to reduce costs.  Collaboration provides the Constabularies with the opportunity 
to achieve a reduction in costs whilst using resources more efficiently and 
maintaining acceptable levels of service. 

 
4.2.2   Another key driver is the opportunity to provide an effective and efficient collaborated 

contact and control management service for Norfolk and Suffolk. This will be 
achieved by sharing expertise and specialist resources, which will enable greater 
flexibility and resilience while still providing high quality customer service. 

 
4.2.3  Norfolk Constabulary has a centralised CCR and is based in a purpose built facility 

within the Operations and Communications Centre (OCC) in Wymondham. The OCC 
was opened in 2001, and is maintained, as a 30 year PFI contract.  In addition to the 
core contact and control functions, the CCR also houses Switchboard, a Resolution 
Unit, Resource Management Team, Quality Assurance Team, a Support Office and 
has management responsibility of Public Enquiry Officers (PEOs). 

 
4.2.4  Suffolk Constabulary has a centralised CCR based at Martlesham Police 

Headquarters. In addition to the core contact and control functions, the CCR also 
houses Central Call Answering (Switchboard) in a room adjacent to the main CCR, a 
Police Direct team, a Support team and will become responsible for managing PEOs, 
under the Operational Business Support (OBS) review. 

 
4.2.5 Both CCRs have a Senior Management Team headed by a Superintendent who 

reports to a Chief Superintendent in each force. 
 

4.3 Supporting External Agency Partnerships 
 

4.3.1 As the challenging financial climate impacts upon our partner agencies and 
organisations, collaborative and partnership working opportunities with them are 
increasingly being used to capture savings and improve the efficiency and 
effectiveness of the services we all provide. 

 
4.3.2 A joint CCR located at a single site will put both forces in a strong strategic position 

should opportunities arise to further develop collaborative working with the fire and 
ambulance service in a CCR environment.  In addition, this will provide a stepping 
stone to broader collaboration within the police service regionally.   

 
4.4 The National Picture 
 
4.4.1 There is a clear expectation from the Home Office, The Treasury, HMIC and others for 

police forces and PCCs to work collaboratively. The Police Reform and Social 
Responsibility Act 2011 places duties on Chief Officers and policing bodies to keep 
collaboration activities under review and to collaborate where it is in the interests of the 
efficiency and effectiveness of their own and other police force areas. 

 
4.4.2 This business case provides an opportunity for the Chief Officer Teams and PCCs to 

agree to more efficient and effective contact and control provision across both forces 
through collaboration, with limited impact on the service provided to local people. 
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4.4.3 In preparing this business case cognisance with existing guidance on the management 

of contact and control rooms from both HMIC and NPIA has been made. Chief 
Constable recommendations within HMIC Thematic Inspections First Contact and 
Beyond the Call have been reviewed to ensure compliance as well as the NPIA 
National Contact Management Strategy Principles and Guidance. 

 
4.4.4  Our research with other forces has found that none are as advanced in the 

development of a single CCR.  The information gathered includes the following: 
 

 lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 

 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 

 

 lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 

 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 

 

 lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
llllllllllllllllllllllllllllllllllllllllllllllllllll 

 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 

 
4.5 The Change Programme 
 
4.5.1 All proposals within this business case have been incorporated into the overarching 

change plan, the programme management of which is being overseen by T/ACC 
Sarah Hamlin.   
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5  The Economic Case 
 
5.1 Methodology to Identify Options 
 
5.1.1 The purpose of the economic case is to explain the process used to identify 

collaborative options and to build on the work undertaken by Capita Consulting.  
 
5.1.2 To help identify collaborative options a project was commissioned in January 2013 to 

scope future options for a collaborated CCR and Switchboard. A Project Board was 
established with ACC Tim Newcomb appointed as Project Director. The following 
Terms of Reference were agreed for the scoping project: 

 

 Provide options for collaborated CCR and Switchboard functions for Norfolk and 
Suffolk; 

 Deliver significant efficiency savings; 

 Propose project implementation plans and timescales; 

 Seek to propose radical and innovative solutions; 
   
5.1.3 The following areas, roles and functions were within the scope of the project: 
 

 Switchboard 

 Contact / Call Takers 

 Control / Dispatch 

 Management and Supervision 

 Associated support roles 
 

 Out of scope for the purposes of the project were the Public Enquiry Officers (PEOs). 
 
5.1.4  A Project Manager was appointed together with a project team from the Joint Strategic 

Change Department. A continuous improvement approach was agreed as the 
methodology for the project and would use the following key areas to structure its 
work: 

 Public – understand the customer requirement to enable us to meet the needs 
of the public; 

 Demand – understand the nature and extent of the demand and how this is 
currently dealt with; 

 Current processes – map the current business and operational processes and 
understand those that do and do not add value; 

 Resources – current resource profile for Norfolk and Suffolk to manage the 
current demand profile; 

 Future Options – develop options for future development of collaborated CCR 
and Switchboard functions, including technical advancement.   

 
5.1.5 A decision was then taken to supplement the work of the project team with external 

expertise from a firm of consultants. Given the complexity and importance of the CCR 
project, the consultant team were commissioned to assist the project by bringing an 
independent and balanced assessment of what could potentially be delivered by way 
of a collaborated CCR. They would also bring experience and knowledge of other 
areas of the public and private sector, customer service and contact management 
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centres, providing broader innovative and practical solutions to the future delivery of 
the CCR. 

 
5.1.6 Capita Consulting was duly chosen to deliver this work which commenced on 19 

August 2013 alongside the the Constabularies existing project team. A long list of 
potential collaborative options was compiled before a short list of four options was 
agreed upon by JCOT . At a JCOT meeting on 19 September 2013 it was agreed 
that further cost benefit analysis would be conducted on these four options. 

 
5.1.7 Having conducted that further analysis, Capita’s final recommendations were 

presented to JCOT on 7 October 2013 with a detailed report, supporting how those 
recommendations were reached, following thereafter. Their recommendations in 
respect of a collaborated CCR were that:  

 

 “the Constabularies initially collaborate their management and support 
functions”; and  
 

 “Subsequently, the Constabularies should form a merged CCR function 
based in Wymondham”. 

 
 These recommendations were considered by the collaboration panel on 22 October 

2013 and the development of an evidenced business case to implement a 
collaborative management and support structure as a stepping stone to CCR merger 
on a single site was approved. 

 
5.1.8 In support of the two main recommendations, a number of other recommendations 

were made that would help to deliver optimal benefit from a collaborated CCR and 
find additional savings through continuous improvement, demand management and 
innovation. 

 
5.1.9  This business case has been prepared subsequently to the two main 

recommendations and further to agreement from JCOT and the collaboration panel,  
In addition, to enable consideration of all possible options for a collaborated CCR and 
Switchboard located on a single site, the business case considers a joint CCR 
located at one of the following locations:   

 
- New site  
- Norfolk OCC 
- Suffolk PHQ 

 
5.2 Project Risks 
 
5.2.1 Both CCRs manage considerable day-to-day risks, such as firearms incidents or other 

events and incidents that impact on public safety.  As operational risks are dealt with 
on a daily basis these risks are not included in the business case. 

 
5.2.2 The business case does, however, include details of the risks to the CCRs and the 

Constabularies associated with the proposed options. These are set out within the 
Appendices. 
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5.2.3 The risks have been identified and scored using the Constabularies’ Risk 
Management Guidance, which follows Her Majesty’s Inspectorate of Constabulary 
guidelines.  The matrix used to score the risks is set out below, and the scores 
included in the business case are the scores prior to the introduction of controls. 

 
 
Likelihood 

Impact 

 Negligible 
 

Marginal Serious Critical 

 1 2 3 4 

Likely 
 

4 4 8 12 16 

Probable 
 

3 3 6 9 12 

Possible 
 

2 2 4 6 8 

Remote chance 
 

1 1 2 3 4 

 
5.2.4 The key overarching risks that could have a wider impact and the mitigations for 

these are summarised below.  These include:  
 
5.3 Maintaining effective service in both counties during the implementation and 

transition period 
 
5.3.1 Given that there will be a high degree of uncertainty and concern among many of the 

CCR staff about the future of their jobs during the implementation and transition 
period of the move to a collaborated CCR this is very likely to lead to significant 
experienced staff leaving the organisation as they find employment opportunities 
elsewhere.  

 
5.3.2 The risk therefore exists that this will leave the location(s) not chosen in a vulnerable 

position and leaves them significantly short of trained CCR staff. Given that resilience 
levels are already tight this will have a detrimental impact on operational service 
delivery and result in increased overtime costs.  

 
5.3.3 Mitigation 
 
 A contingency plan has already been drafted to deal with this eventuality but will need 

to be tested as soon as possible if a decision is made to move to a one site centre. 
 
5.4 Impact of change on officers and staff 
 
5.4.1 There is a high risk that some staff (those based at the site(s) not chosen to be the 

future CCR location) will become disaffected by the change process. This is likely to 
have an adverse impact on morale and performance and may well lead to legal 
challenge and/or industrial action.  

 
5.4.2 Mitigation 
 
 In addition to the draft contingency plan highlighted above the risk will also be 

mitigated and managed through regular senior management engagement and 
consultation with staff, staff associations, HR and legal.  
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5.5 Non-alignment of local policing models  
 
5.5.1 Currently both forces operate different local policing models and as a result there is a 

real risk that this lack of corporacy will lead to inconsistency in service provision from 
a one site centre CCR.  

 
5.5.2 Mitigation 
 
 The need to further align policy, training, operational practice, performance 

management and audit and review is already being considered and although some 
work has already been done this remains work in progress.  

 
 Terms of reference for a project to harmonise working practices within the County 

Policing Commands are being drafted by the Chief Superintendent, Strategic Change 
under the Joint Operational Policing portfolio.   

 
5.6 Lack of consistency in CCR Senior Management Team during implementation 

phase 
 
5.6.1 Should there be changes in personnel to the CCR Senior Management Team during 

the implementation phase, there will be a risk that this could lead to a lack of 
consistency and continuity required during what will be a complex and intensive 
period of change.  

 
5.6.2 Mitigation 
 
 It is the project team’s professional judgement that this should be mitigated by 

ensuring the personnel who make up the SMT during this period as far as possible 
remain the same. 

 
5.7 Realisation of savings by reducing officer numbers 
 
5.7.1 Savings from police officer pay can only be realised when the overall number of 

officers employed by the Constabularies reduces through resignation or retirement.  
In practical terms this means that officers in surplus posts in the CCR will be moved 
into vacancies elsewhere as they arise and the surplus CCR posts will then be 
removed from the establishment.    

 
5.7.2 Mitigation 
 
 Project lead to ensure that once the process has been completed any cashable 

savings are realised. 
 
5.8 Support departments having capacity to meet the inter dependent requirements 

needed 
 
5.8.1 There will be significant requirements made on support departments as part of the 

implementation phase, specifically; ICT, Estates and HR.  
 
5.8.2 Mitigation 
 
 It is imperative therefore that this project is given a high priority level and  the support 

departments authorised and appropriately  resourced to enable them to fulfil their 



V 3.2 (Final)   NOT PROTECTIVELY MARKED 22 

particular tasks and obligations during what will be an intense period of change to a 
critical area of the business. 

 
5.9 Recruiting and training sufficient new police staff personnel to deal with the 

initial deficit in staff numbers 
 
5.9.1 The number of staff within the collaborated CCR relies on a large percentage of either 

the current Norfolk or Suffolk CCR staff moving to work in a single location (e.g. 
Norfolk staff to Suffolk or vice versa) or staff from both travelling to a new site 
somewhere within either of the two counties. However, as highlighted above the risk 
exists that if a significant percentage choose not to move across this will lead to a 
deficit of experienced staff. This would therefore lead an urgent need to recruit and 
train new personnel.   

 
5.9.2 Some worst case scenario modelling has been undertaken which predicts that such a 

change could lead to between 45 and 54 % of the staff in the new one site centre 
being newly trained personnel. This is likely to lead to an impact on the quality of 
service provided, at least in the short-term. An added practical difficulty will be 
attracting sufficient suitable candidates from the existing employment pool.  

 
5.9.3 Mitigation 
 
 Work is already underway to look at incentive options aimed at encouraging 

experienced personnel to move across and help smooth out the transition process. 
 
5.10 Public concerns/reputational issue 
 
5.10.1 The move to a Joint CCR located at a single site for two counties is likely to attract 

public interest and as such may well have a reputational impact on both forces. 
 
5.10.2 Mitigation 
  
 It is therefore vitally important that if the decision is taken to move to a joint single 

CCR that an ACPO led proactive external communication strategy is drawn up and 
implemented. The project team considers that customer engagement forms part of 
the implementation strategy. 

 
5.11 Lack of opportunity for Officers to experience working in CCR  
 
5.11.1 Although CCR is not a mandated element in  career  development for officers in either 

county, the move to a single site centre in Norfolk or Suffolk rather than a neutral 
location is likely to lead to one counties resources being less inclined to work in that 
environment than the others.  

 
5.11.2 Mitigation 
 
 That work be undertaken to explore incentive opportunities for police sergeants and 

inspectors in this critical area of business.   
 
5.12 Realisation of identified savings  
 
5.12.1 Appendix E outlines other projects which may have a potential impact on the 

realisation of benefits identified in this business case. This business case and the 
calculations contained within are based on current CCR processes only, so any 
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change in organisational process that would impact on the work of the CCR has not 
been included in the project team’s resourcing projections. 

 
5.12.2 Mitigation 
 
 The Strategic Change Programme Management Board will be responsible for 

governance and oversight in this regard.   
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6. The Governance and Accountability Case 
 
 This section outlines the governance and legal arrangements for a joint CCR. 
 
6.1 Governance 
 
6.1.1 Norfolk and Suffolk Constabularies have agreed a governance structure for all 
 collaborative working undertaken between them.  This structure determines that the 
 affairs, business and decision making of the Chief Constables shall be managed 
 through the JCOT. 
 
6.1.2 JCOT oversees the development and delivery of the collaboration programme 
 between Norfolk and Suffolk and the project manager reports on an exception basis 
 to the Programme Co-ordination Board.  The Assistant Chief Constable who is 
 Project Director for the CCR collaboration work may be requested to report to this 
 meeting, at any time. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

6.2 Organisation and Management 
 
6.2.1  One of the recommendations arising from the work conducted by Capita and forming 

part of this business case is to move to a joint management structure for the CCR. It 
is proposed to reach this final joint management structure in two stages. The first will 
be to move an interim structure while the implementation phase of the project is being 
run and two CCRs are maintained in both forces. The second stage will be to move to 
the final agreed joint management structure at the time a single site CCR commences 
operation. 
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6.2.2 To provide some context to this staged move, the following structure charts are 
included to assist visualising how the management structure in the CCRs currently 
looks and how it will look in the future. 

 
6.2.3 The first 2 diagrams show how the CCR Management Teams are currently structured 

in Norfolk and Suffolk: 

 

Norfolk
 

Chief Superintendent 
(Vulnerable People, 

Community Safety & CCR)
 

Superintendent (CCR)
 

M4 Manager
 

M3 Manager
 

Suffolk
 

Chief Superintendent
 (Local Policing Command)

Superintendent (CCR & 
Community Safety)

 

Chief Inspector
 

M2/3 Manager
 

 
 

 

6.2.4lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 

  

Chief 
Superintendent 
(Interim Joint)

 

M6 Change Manager
 (Interim Joint)

Superintendent (Operations) 
(Existing - Joint)

 

M3 Manager 
(Joint)

Chief Inspector
(Joint) 

M4 Manager
(Joint)

M2/3 Manager 
(Joint)

 
 

 

6.2.5  A further option may be not to have a dedicated Chief Superintendent but to report 
into an existing Chief Superintendent during the implementation until the below 
structure for business as usual. A risk with this option will be lack of capacity and 
capability by the Chief Superintendent role to deliver a complex and high risk change 
project.  
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6.2.66lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 

 

   

Chief 
Superintendent

(Existing) 

 
Superintendent 

(Operations - Existing)
 

M3 Manager
 

Chief Inspector
 

M4 Manager
 

 
 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
 

6.2.7 The Chief Superintendent will report monthly on performance to JCOT who will 
resolve any high-level, strategic service delivery issues that cannot be resolved 
through line management arrangements or the Project Board. 

 
6.2.8  In recognition of the complexity of the overall change programme and the impact on 

the capacity of support functions, the Constabularies have invested in a Programme 
Management Office function to ensure the efficient and effective sequencing of the 
change programme.  

 
6.3 Accountability 
 
6.3.1 A Chief Superintendent, will be accountable for the operational delivery of the CCR 

across Norfolk and Suffolk, in accordance with the strategic direction set by the 
Assistant Chief Constable Operations.  

 
6.3.2 Chief Constables will retain legal direction and control and thus liability for their 

respective officers and staff working within the CCR and responsibility for the conduct 
of any CCR business in their area.  

 
6.4 Day-to-Day Risk Management 
 
6.4.1 The risks associated with the CCR will be monitored and managed by the Chief 

Superintendent. 
 
6.4.2 The Assistant Chief Constable Operations will also consider risks on a monthly basis 

and, if at any time, is concerned about a risk, control or counter-measure, the risk will 
be escalated to JCOT for consideration.    
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6.5 Contractual Considerations and Exit Strategy 
 
6.5.1 The business case will form the basis of a Section 22A Agreement, which will be 

developed for approval.  Once agreed, it will be signed as the onset of the 
implementation plan for joint CCR.  The Section 22A Agreement will set out the 
agreed General Terms for this collaboration, including how the collaboration may be 
terminated or amended. 

 
6.5.2 There is an opportunity to include this function in an umbrella Section 22a Agreement.  

Evidence from cross border working shows potential benefits from the development of 
an umbrella agreement for all operational activities.   

 
6.6 Required Service Levels 
 
6.6.1 The Section 22A Agreement will also set out the scope of the services to be delivered 

by the joint CCR.  The key elements are already understood and included in this 
business case.  Discussions will continue about those areas that require 
harmonisation so that a final scope can be agreed. 

 
6.6.2 Where possible the business case has identified the levels of service required from 

the joint CCR and the level of anticipated demand based on recent data. In some 
areas and some roles, particularly where working practices differ, further work will be 
needed as part of the implementation phase to harmonise processes and then agree 
service levels. 
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7 The Financial Case 
 
7.1 Savings Forecast 
 
Below is a summary of the savings identified. 

 
Pay (£) Current 

Norfolk 
Budget 

Current 
Suffolk 
Budget 

Current 
Total Pay 
Budget 

Total 
Savings 

% 
Savings 

Norfolk 
Savings 

Suffolk 
Savings 

CCR 7,381,577 5,385,915 12,767,492 1,838,917 14.40% 960,006 878,911 

Non-Pay(£)  Current 
Norfolk 
Budget 

Current 
Suffolk 
Budget 

Current 
Total Non 
–Pay 
Budget 

Total 
Savings 

% 
Savings 

Norfolk 
Savings 

Suffolk 
Savings 

CCR 26,078* 50,624** 76,702 5568 7.26% 9195 (3627) 

Income 
Generation 
(£) 

Current 
Norfolk 
Income 

Current 
Suffolk 
Income 

Current 
Total  
Income 

  Norfolk 
Savings 

Suffolk 
Savings 

 36,820 20,000 56,820   4,717 (4,717) 

Total 
Budgets (£) 

Current 
Norfolk 
Budget 

Current 
Suffolk 
Budget 

Current 
Total  
Budget 

Total 
Savings 

% 
Savings 

Norfolk 
Savings 

Suffolk 
Savings 

 7,370,835 5,416,539 12,787,374 1,844,485 14.42% 973,918 870,567 
 
(Budget data for financial year 2014-2015 has been used) 
(Non-pay includes all budgets attributed to the CCRs excluding salary costs, for example transport costs and 
supplies & services) 
*£16,857 included for computer maintenance / software 
**£40,302 included for IT services for Police Direct 
 

The current projected savings are based on the 56.5/43.5 current cost sharing 
agreement; whereas the current baseline position details Norfolk and Suffolk 
separately and therefore may appear imbalanced.  

 
7.2   Phasing of Savings 
 
7.2.1 The savings will be phased in as the different aspects of the CCR collaboration are  
 implemented.  Below is a summary of the implementation timetable and a table 

setting out when savings will be realised. 

 

 
llllllllllllllllllllllllllllllllllllll 

 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll    llllllllllllllllllllllllll 
 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll              lllllllllllllllllllllllll 
 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll               lllllllllllllllllllllllll 
 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll        lllllllllllllllllllllllll 
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Initial Savings/Costs – Option 1 (Preferred) 
 
llllllllllllllllllllllllllllllllllllllllllllllllllll   lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll   
  
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll       lllllllllllllllllllllllllllllllllllllllllllllllllllllll 
  
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll         lllllllllllllllllllllllllllllllllllllllllllll 
 
                                                                                        lllllllllllllllllllllllllllllllllllllllllllllllllllllll
   
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
 

 

 

Initial Savings/Costs – Option 2 

llllllllllllllllllllllllllllllllllllllllllllllllllll   lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll   
  
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll       lllllllllllllllllllllllllllllllllllllllllllllllllllllll 
  
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll         lllllllllllllllllllllllllllllllllllllllllllll 
 
                                                                                        lllllllllllllllllllllllllllllllllllllllllllllllllllllll
   
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
 

 

 
Long Term Savings 

 
Joint Management Team    lllllllllllllllllllllllll Total - £149,338 
 
Joint Support roles / functions   lllllllllllllllllllllllll Total - £241,217 
 
Joint CCR operating from single site    lllllllllllllllllllllllll Total - 
£1,166,064 
 
          Switchboard       £231,662 
          Contact and Control      £476,395 
          Supervision       £398,643 
          Inspectors       £59,364 
 
Savings        Total - £1,556,619 
 
Including Quality Assurance Team   Total - £1,838,917 
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7.2.2 As explained previously, savings from police officer pay can only be realised when 
the overall number of officers employed by the Constabularies reduces through 
resignation and retirement. 

 
7.2.3 Work is still under way to determine when vacancies will be available to 

accommodate CCR officers whose posts will become surplus, although early work 
suggests that officers whose posts become surplus will be accommodated in 
vacancies elsewhere.  The reduction in the number of officers must be considered 
alongside other units being collaborated as well as changes to local policing.  The 
project team has consulted and worked closely with the Human Resources 
Department and Finance Department in the development of the options. The joint 
Establishment Management Team is overseeing this work in conjunction with the 
project team. 

 
7.2.4 The Constabularies have also noted that when staff are made redundant it is not 

possible legally to reinstate posts quickly should funds become available in the future.  
Also, taking into account the considerable negative impact of redundancy on all 
concerned, CCR managers will work with the HR Department to ensure that 
redundancy is used as a final option and that redeployment opportunities are sought 
where possible. It should be noted that even if redundancy numbers are low, the 
savings will still be achieved by posting surplus staff into funded vacant posts 
elsewhere in the Constabularies. 
 

7.2.5 Set out below is the CCR establishment plan summarising the proposed reduction in 

officer and staff numbers. 
 

 

People 
 

Disbandment of Quality Assurance Team           01/09/2014    lllllllllllllllllllllllllllllllllll 
 
Joint Management Team    31/10/2015  llllllllllllllllllllllllllllllllllllllllllllll 
 
Joint Support roles / functions   31/10/2015   lllllllllllllllllllllllllllllllllll 
 
Joint CCR operating from single site  31/10/2015  lllllllllllllllllllllllllllllllllll 
 
Total       31/10/2015 llllllllllllllllllllllllllllllllllllll 
 
 

 
7.2.6 llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 

 
 Lllllllllllllll 

Llllllllllllllll 
lllllllllllllllll 

Llllllllllllllll 
Llllllllllllllll 
Llllllllllllllll 

Llllllll 
Llllllll 
Llllllllll 

Llllllllllllllllll 
Lllllllllllllll 
llllllllllllllll 

Lllllllllllllllll 
Lllllllllllllll 
lllllllllllllllll 

Lllllllllll 
Lllllllllllll 
lllllllllllll 

llllllllllllll llllllll lllllllllllll Lllllllllllll    

llllllllllllll llllllll lllllllllllll lllllllllllllll    

llllllllllllll    llllllllllll llllllllllllll llllllllllllll 

llllllllll lllllllllllll llllllllllllllll lllllllllllllll    

lllllllllllllllll    llllllllllllll lllllllllllllll llllllllllllll 

 lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
llllllllllllllllllllllllllllllllllllllllllllllllllllll 
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7.3 Implementation Costs 
 
7.3.1 The CCR anticipate the following implementation costs, which have been identified 

following advice from Constabulary experts in ICT, Estates and HR.   These are the 
costs that have been identified currently.  It is likely that there will be other, limited, 
implementation costs identified as the project progresses but will work with the 
support services departments and change programme to keep these to a minimum. 
 
 
Single site – New Site 
 

Department Description One off 
Cost (£) 

Ongoing Cost 

Estates and Facilities Estate costs for new 
Building 

2,572,190 Not costed 

Estates cost for fallback 1,000,000 Not costed 

ICT ICT costs for new build 2,955,000 426, 000 

ICT costs for fallback 2,068,500 Not costed 

HR Not been specifically 
identified for this option  

  

Total 8,595,690 Not costed 

 
Estates and Facilities Breakdown (new site) 

 
Estates and Facilities have advised that this would ideally be sited / built or procured as a 
self-contained building, as a modern facility with a minimum of 500m² for the open plan call 
taking area and another 500m² for rest areas, WC, mechanical and electrical, plant etc.  
 

Modern Office Building @ 1000m² 
 Including but not limited to: 
  Procurement of New Building 
  Provision of Data Infrastructure  £2500 p/m² £2,500,000 
  Provision of Power Infrastructure  
  Provision of Redcare links and similar 
 
 Furniture Works: 
  Procurement of new Furniture 
  Design      £2,000 
 Purchase       £12,690 
 Delivery       £1,500 
 Assembly       £750   

Provision of additional lockers    £50,000 
 Supporting works for additional lockers   £3,500  
 Miscellaneous: 
  Logistics / Removals 
  Van and 5 staff for approx. 2-3 days            £1,750 
         

Total  £2,572,190 
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ICT Breakdown (estimated cost – new build) 
 

 
New Build 

Item Capex Opex 

Grand totals 5023 426 

Sub total (excluding DR 
site) 2955 426 

Racks 60 0 

MER Cabling - Fibre 30 0 

MER Cabling - Copper 20 0 

External services 20 0 

Mast 50 5 

999 ISDN2 2 1 

101 + PSTN 50 10 

Leased lines 30 30 

Mobile GW 10 10 

Structured Cabling 100 0 

Special to Type 30 0 

ICCS 750 130 

CCI / Airwave 200 40 

Microwave  50 10 

Network routing 60 10 

Network switching - user 
side 18 3 

Network switching - core 50 10 

Network switching - 
server side 80 10 

Network firewalls 10 2 

CCTV Infrastructure 50 10 

Applications and 
licensing 100 100 

Telephony Contact 
Centre 0 0 

CJX / PSN 75 0 

Heli Downlink 50 10 

Gold / Silver 100 20 

Internet 10 15 

Decommissioning 200 0 

Additional FTE for 18 mo 750 0 

DR facility 2068 0 
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Single existing site – Wymondham (OCC) 
 

Department Description  
FY 14/15    
(£) 

FY 15/16 
(£) 

 
FY 16/17 
(£) 

 
FY 17/18 
(£) 

Estates and 
Facilities  

Refurbishment of OCC  77,190   

Estates cost – Dereham 
fallback expansion  

255,000    

ICT ICT costs – installation 
ICT costs - maintenance  

 1,042,000  
194,000 

 
194,000 

ICT costs – Dereham 
fallback expansion  

156,000    

HR Relocation costs 
(Suffolk to Norfolk) – 
based on 11 people 
travelling – payable for 
3 years)  

  80,000 80,000  

Redundancy costs    300,000  

Pension costs    250,000  

Recruitment costs  15,000 15,000   

New Uniform and 
Headsets  

3,000 3,000   

Over staffing costs  120,000 40,000   

Dereham travel costs 
during refurbishment  

 3,000   

Change Management 
Team 

200,000 200,000   

Incentivisation costs 
(travel costs)  

  75,000  

Total 749,000 1,380,190 899,000 274,000 

 
Please note that all Estates and Facilities and ICT are estimated costs and based on 
the professional judgement of the staff in the areas concerned (more detailed 
costings will be provided if the decision to proceed goes ahead and following the 
formal procurement process). Please also note that the fallback costs make the 
assumption that Dereham will be able to function at 70% of OCC.   
 
Estates and Facilities Breakdown (OCC) 

Furniture Works: 
  Procurement of new Furniture 
  Design       £2,000 
 Purchase        £12,690 
 Delivery        £1,500 
 Assembly        £750 
  Provision of additional lockers    £10,000 
  Supporting works for additional lockers   £3,500 
 
 Material Works to Building: 
  Adjust Elec-Trak trays     £2,500 
  Movement of existing power    £3,000 
  Provision of additional power    £10,000 
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  Remove supervisor platform    £8,000 
  Provide additional distribution board to CCR  £5,000 
  Alterations / provision of additional UPS   £5,000 
  Changes to Fire System     £1,000  
  Changes to Air Handling     £2,500 
  Changes to BMS      £1,000 
  Assessment to Environmental impact & adjustment £7,000 
 
 Miscellaneous: 
  Logistics / Removals 
   Van and 5 staff for approx. 2-3 days  £1,750 
 
       Total   £77,190 
 
ICT Breakdown (OCC)  

 
OCC 

Item Capex Opex 

Grand totals 1198 194 

sub total (excluding DR 
site) 1042 194 

Racks 15 0 

MER Cabling - Fibre 0 0 

MER Cabling - Copper 0 0 

External services 0 0 

Mast 0 0 

999 ISDN2 1 1 

101 + PSTN 0 0 

Leased lines 10 12 

Mobile GW 0 0 

Structured Cabling 10 0 

Special to Type 15 0 

ICCS 300 130 

CCI / Airwave 100 20 

Microwave  0 0 

Network routing 0 0 

Network switching - user 
side 6 1 

Network switching - core 0 0 

Network switching - server 
side 10 1 

Network firewalls 0 0 

CCTV Infrastructure 15 3 

Applications and licensing 25 25 

Telephony Contact Centre 0 0 

CJX / PSN 0 0 

Heli Downlink 10 1 

Gold / Silver 0 0 

Internet 0 0 

Decommissioning 75 0 

Additional FTE for 18 mo 450 0 
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DR facility 156 0 

 
(The costs shown above relate to capability for the provisioning of increased ICT 
technology functionality for the CCR at OCC.)     

 
Single existing site – Martlesham 
 

Department Description  
FY 
14/15    
(£) 

FY 15/16 
(£) 

 
FY 16/17 
(£) 

 
FY 17/18 
(£) 

Estates and 
Facilities 

Extension of existing 
facilities and 
refurbishment* 

 2,000,000   

Estate costs for 
fallback * 

 1,000,000   

ICT ICT costs – installation 
ICT costs - 
maintenance 

 2,060,000  
319,000 

 
319,000 

ICT costs – fallback  1,442,000   

HR Relocation costs 
(Norfolk to Suffolk) 
Capped at £1000 per 
annum x 10 people 

  10,000 10,000 

Redundancy costs    250,000  

Pension costs   250,000  

Recruitment costs  15,000 15,000   

New Uniform and 
Headsets  

3,000 3,000   

Over staffing costs  120,000 45,000   

Suffolk Temporary 
accommodation costs 
during rebuild and 
refurbishment 

 80,000   

Change Management 
Team 

200,000    

Incentivisation costs   75,000  

Total 338,000 6,645,000 904,000 329,000 

 
* Estates and facilities advise that they are unable to provide detailed estimated costs 
for the conversion at Martlesham PHQ without the engagement of mechanical and 
electrical consultants. They have however provided indicative costs, comparable with 
new build costs. The CCR in Suffolk does not currently have a fallback or temporary 
facility into which the CCR could decant for a sufficiently long period, although 
Dereham could be utilised for a short period.   
 
ICT costs are based on the professional judgement of the staff in that area (more 
detailed costings will be provided if the decision to proceed goes ahead and following 
the formal procurement process). 
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ICT Breakdown (PHQ) 
 

 
PHQ 

Item Capex Opex 

Grand totals 3502 319 

sub total (excluding DR 
site) 2060 319 

Racks 60 0 

MER Cabling - Fibre 30 0 

MER Cabling - Copper 20 0 

External services 10 0 

Mast 30 0 

999 ISDN2 2 0 

101 + PSTN 50 20 

Leased lines 0 0 

Mobile GW 10 10 

Structured Cabling 100 0 

Special to Type 30 0 

ICCS 500 130 

CCI / Airwave 100 20 

Microwave  0 5 

Network routing 0 0 

Network switching - user 
side 18 3 

Network switching - core 50 10 

Network switching - server 
side 80 10 

Network firewalls 0 0 

CCTV Infrastructure 50 10 

Applications and licensing 75 75 

Telephony Contact Centre 0 0 

CJX / PSN 0 0 

Heli Downlink 10 1 

Gold / Silver 50 10 

Internet 10 15 

Decommissioning 175 0 

Additional FTE for 18 mo 600 0 

DR facility 1442 0 

 
7.3.2llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
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7.3.3 This is likely to be a good indicator of the costs which have been included above. 
What will also impact upon the final cost of redundancy will be the number of staff that 
are successfully redeployed which at the current time is unknown. 
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7.4 Proposed Charging Mechanisms 
 

 7.4.1 The PCCs are asked to agree the costs of a joint CCR on a cost share basis, with  
Norfolk paying 56.5% and Suffolk 43.5% (based on the Constabularies’ Net Revenue 
Expenditure for this year). 
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8. The Management Case 
 
 The management case describes the implementation plan and issues surrounding it. 
 
8.1 Change Programme 
 
8.1.1 As mentioned earlier in the business case, all proposals, if agreed, must be 

incorporated into the overarching change plan.  The programme office has worked 
with the project team and support departments to ensure all proposals fit within the 
overall plan.   

 
8.2 Project Reporting Structure 
 
8.2.1 The governance for the project is dealt with by the agreed Norfolk and Suffolk 

collaboration programme governance arrangements.  The CCR project reports into a 
Project Board chaired by the Project Director, previously Assistant Chief Constable 
Tim Newcomb and now chaired by T/Assistant Chief Constable David Skevington. 
The Project Board in turn reports to the Programme Board.  The Programme Board 
then reports to the JCOT, which feeds into the PCCs. 
 
The Constabularies already have, as described above, a highly effective PMO 
function in place that is capable of delivering the programme and project 
management arrangements for the delivery of the SSP, ERP and CCR projects. The 
implementation of the CCR Project should be run by the Strategic Change 
Department PMO alongside the delivery of the broader CSR2 Programme. If the 
programme team tasked with implementing these projects is not suitably resourced 
there is a risk that the projects will not be delivered successfully and that the identified 
benefits are not realised. 
 

8.3 Project Roles and Responsibilities 
 
8.3.1 The project roles and responsibilities are as follows: 

 

Senior Responsible Officer 
(SRO) 

T/Assistant Chief Constable Sarah 
Hamlin 

The SRO has overall responsibility for 
ensuring that the project meets its 
objectives and delivers the projected 
benefits.  The SRO chairs the Project 
Board. 

Project Directors T/Assistant Chief Constable David 
Skevington 

Project Directors have responsibility 
for monitoring the progress of the 
project, for advising on operational 
issues and  are accountable for 
delivery. They have to make sure 
proposals meet the needs of both the 
Constabularies and officers working in 
protective services. 

Project Manager Joint Strategic Change Project 
Manager Sandra Scott 

The Project Manager has the 
responsibility to manage the project 
on a day-to-day basis to deliver the 
required work packages as agreed by 
the Project Board. 
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8.4 High Level Implementation Plan 
 
8.4.1 Management 
 
 Implementation for an interim Joint CCR Management structure over two sites would 

be by April 2014: 
 

 Section 22A agreement  

 Appointment of Chief Supt as lead, a Single Supt and Change Manager 

 Agree roles, responsibilities and joint operational practices     

 Agree governance, performance management and quality assurance structure 
 

8.4.2 Support 

 

An interim structure for CCR support was implemented from Monday 16 December 

 2013. Due to a number of vacancies in Suffolk, there was a pressing need to have a 

 structure in place swiftly to ensure service delivery in these roles across both forces. 

The structure adopted is that line management responsibilities currently remain the 

same but the support team now come under the lead of the Norfolk Support Inspector 

following consultation between both SMT’s. 

 

8.4.3 Joint CCR at a single site 

 

 It is proposed for a fully operational joint CCR at a single site location to be 

 implemented by October 2015. The main considerations and factors associated 

 with this are referred to below. 

 

8.4.4 People 

Recruitment and training of new staff for a joint CCR at a single site, will be  
 dependent on the number of staff initially predicted as likely to move from the closing 
 site. 

 
8.4.5llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll

lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
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8.4.6 Reference was made to the Department for Transports’ ‘Commuting and Business 
Travel’ factsheet last updated in April 2011. This refers to there being a close 
correlation between commuting distances travelled per person to levels of income, 
with those on the lower levels of income willing to commute less distances than those 
on higher levels of income. The majority of the staff in both CCRs are on lower pay 
grades they are therefore less likely to travel long distances to work. The factsheet 
also makes reference that men are more likely to travel longer distances to commute 
to work than women and this applies through all age groups. Age and gender profiles 
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for the staff in both current CCRs have been prepared and are shown on the following 
graphs: 

  

  
  

 

 
 

8.4.7 It is recognised that at this point it is unknown how many staff currently at one site  
 would be prepared to commute to another if a single site is agreed as the way 
 forward. However the above information is useful in making some predictions as to 
 future staff retention. 
 
8.4.8 Retention of the skills, knowledge and experience of the staff from the closing site will 

be key in delivering a smooth transition to a single site. There is also a high risk in 
having so many inexperienced staff in the CCR (45% Norfolk and 54% Suffolk). 

 Incentives are being explored with HR and in order to deliver a smooth transition of 
 service whilst moving to a single site the following are being considered (some of 
 which are outside existing HR policy) 
 

 Arranged transport 

 Paid Travel Time 

 Extension of trial period 

 Redeployment processes 

 Golden handcuffs 

 Relocation policy            
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8.4.9 Staff from other departments affected by the CSR2 savings who will have gained 
knowledge and experience of their respective force could be encouraged to move to 
positions within the CCR as part of the ‘at risk’ process, therefore retaining their 
knowledge. This would maximise the pool of resources available. The PMO will 
oversee the implementation of both SSP and CCR along with the broader CSR2 
programme and should seek to coordinate the ‘at risk’ process. 

 
8.4.10 ICT and Estates 
 
 A detailed implementation programme has not been provided by ICT or Estates. 
 However for works to be undertaken in either existing CCR there is a need to vacate 

the site for a minimum period of 6 weeks to allow refurbishment and upgrading of the 
infrastructure. These costs have been included for Norfolk where the CCR functions 
would move temporarily to the existing fallback site at Dereham and in Suffolk they 
would need to vacate to a purpose built temporary site on PHQ premises.  

 
8.4.11 The ICT programme of works requires an 18 month lead in to allow for procurement  
 processes and supply and installation of new hardware of which the highest costs are 

new ICCS installations and Airwave changes.  
 
8.4.12 The delivery of works for the CCR by ICT needs to be programmed along with the  
 implementation of the  Shared Service Partnership (SSP)and Enterprise Resource 

Planning (ERP) and to ensure that appropriate levels of load bearing and testing take 
place. The Strategic Change Programme Board will oversee the coordination of the 
programme  
 

8.5 Communication Plan 
 
8.5.1 If the business case is approved and an agreed way forward for a collaborated CCR  
 and Switchboard is pursued, an effective communications strategy will be paramount, 

both internally and externally.   
 
8.5.2 Since the project to scope the options for a collaborated CCR began in June 2013  
 there has already been significant internal engagement with the officers and staff 

based within both CCRs, aimed at making staff aware of the project and keeping 
them updated on progress. This has included:  

 
- ACC briefings to senior managers within the organisations 
- Face to Face briefings with all staff in both forces as part of the broader CSR2 

agenda 
- Force wide intranet messages 
- Face to face briefings by CCR Superintendents / CCR SMT members to CCR 

staff 
- ACC engagement with Unison and Police Federation 
- Project Team and Capita engagement with a number of CCR staff and 

managers in both forces, the purpose of which was to better understand their 
roles, the processes and functions they carried out and their thoughts and 
views on a variety of CCR related matters that they felt were pertinent. 

- The project team and Capita also held a day long workshop with 
representative members of staff from both CCRs and Switchboards during 
which the staff shared their knowledge and views on future design options for a 
collaborated CCR and Switchboard. 
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8.5.3 If a decision is taken to move to a single site collaborated CCR and Switchboard, the 
following key points will need to be included as part of a comprehensive internal and 
external communications plan across both forces: 

 
 Internal 

 
- Communication with all the respective CCR and Switchboard staff to explain 

what decisions have been made and what will now happen 
- Communication with wider force personnel about the decision made and what 

will happen in the short term as a result 
- Mechanism in place to ensure necessary updates to both CCR / Switchboard 

staff and officers / staff more generally are regular and informative. These 
should be in a variety of formats both written and verbal. 

- Regular and structured communication with Staff Associations and HR. 
- An external communications strategy designed  

 
 External 
  

- An external communications plan will be required if a decision is taken to move 
to a single site collaborated CCR. Such a decision will inevitably attract public 
and media interest.  Putting in place a communications strategy in conjunction 
with Corporate Communications will be an important marketing tool in 
explaining why the decision has been taken and look to address possible 
political and reputational implications.  

 
8.6 Special Advisers 
 
8.6.1 The project will continue to seek advice from Her Majesty’s Inspectorate of  
 Constabulary and the Association of Chief Police Officers, when necessary. The 

project team have consulted with Pauline Smith the ACPO Lead for Contact 
Management and the College of Policing.    

 
8.7 Benefits Realisation 
 
8.7.1 A savings profile has been prepared for all pay and non-pay savings to be realised by  
 March 2017.   Further work will be completed to provide a profile for the remainder of 

the project.  The project manager reports monthly on the progress of the realisation of 
benefits/savings to the programme office, which in turn is reported to the JCOT. 

 
8.8 Sustainability Impact Assessment and Equality Impact Assessment 
 
8.8.1 A sustainability impact assessment (Appendix G) and an equality impact assessment 

(Appendix H) have been prepared for this business case. 
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Appendix A 
 
Location for a Joint Contact and Control Room and 
Switchboard at a single site 
 
1. Purpose  
 
The purpose of Appendices A and D to this business case are to provide details on 
how it is proposed to implement the second of the two main recommendations from 
Capita on collaborating the Norfolk and Suffolk CCRs. That recommendation is as 
follows: 
 
“Subsequently, the Constabularies should form a merged CCR function based in 
Wymondham” 
 
Appendix A will focus on the second aspect of that recommendation, that a 
collaborated CCR should be located on a single site in Wymondham. In order to 
balance to this particular recommendation JCOT was keen to have a balanced picture 
of all available single site options before making a final decision on the best way 
forward.  JCOT therefore requested that, as well as setting out what it would mean to 
locate a joint CCR at Wymondham, the same should be done on the basis of the 
location being at Martlesham or at an undetermined new site.  
 
Capita evaluated each potential option for a future collaborated CCR using a set of 
weighted evaluation criteria that used a straightforward ‘traffic light’ approach to 
scoring them. The diagram below illustrates these: 

 

 
 
2 Single site – new location 
 
Following Capita’s evaluation,  the option of delivering CCR functions from a new 
single site was rated the lowest. For the purpose of this evaluation, there was no 
differential taken into account as to whether such a new site would be a complete 
new build or based on the acquisition of existing premises that would be refurbished 
as necessary. 
 
Alongside this option is the creation of a single joint CCR Management Team and 
joint support roles and functions, both of which are considered in more detail in 
Appendices B and C. 
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2 (i) Merits of a new location 
 
The greatest benefits and advantages to having a joint CCR on a single site at a new 
location are: 
 

 Delivery of significant financial savings; 
 

 Processes and ways of working would be aligned; 
 

 Increases and supports omni-competence, resilience and flexibility; 
 

 Strong strategic fit within the overall collaborative programme; 
 

 Places both forces in a strong position should opportunities arise for contact 
and control collaboration and partnerships with external partners / agencies; 

 

 A new site could be designed to allow for expansion in the future if required 
should external partnership opportunities arise. 

 

 The cultural benefit to staff associated with working in a new build environment 
(e.g. PFI custody). 

 
2(ii) Constraints of a new location 
 
Collaborating the CCR’s is of course a significant and complex business decision the 
challenges and constraints that a new location would have include: 
 

 Substantial investment required particularly costs associated with either a new 
build or acquiring an existing premises; 
 

 Significant project management commitment; 
 

 Timescales would be unclear until either land or premises acquired; 
 

 Complexity of implementation including staff issues, estates planning, ICT set 
up and alignment of processes; 

 

 Risk associated with placing pressure on operational delivery from such a 
significant change; 

 

 Difference between the two forces local policing models and policy on 
attendance at crimes; 

 

 Potential political and reputational impact by removing the CCR from one of 
the forces. 
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2(iii) Capita Evaluation 
 
Capita evaluated all the options against some weighted criteria as previously referred 
to. The option of a joint CCR located on a new single site rated lowest under this 
exercise. The results of that evaluation were as follows: 
 

 
 
2(iv) Capital  Cost - £8,595,690 
 
 
 
 
 
 
 
 
 
 
 
 

Evaluation Rationale

Financial savings Will deliver considerable savings

Cost and time to 

implementation

Will require substantial investment and project management 

commitment plus the acquisition of a new site makes this 

option prohibitively expensive

Quality of Service 
Aligns processes and ways of working; supports omni-

competence, resilience and flexibility

Strategic Fit & Support of 

Current Policing Model

Strong fit with intent to collaborate in all areas; different policing 

models requires different processes in CCR

Leadership Influences
Uncertainty over location makes it difficult for senior leaders to 

support this option 

Level of Risk

Fundamental change to existing practices that will place 

pressure on operational delivery.  The option with the greatest 

chance of running over budget and time (a la Fire Control)

Localism and Partners

Restructure the working environment to allow centralised 

control with a local delivery focus; allows partners to base 

themselves in CCR for joint working

Implementation Complexity
Highly complex requiring staff consultation, estate planning and 

rationalisation, ICT reconfiguration and contractual changes etc.

Scalability
A new site could be designed with the view to expanding the 

services it delivers to include other partners / clients

Impact on Staff / Officers

Highly impactful; will require staff across both sites to be 

consulted and potentially have their roles put at risk; is likely to 

require redundancies and a proportion of staff to have to 

change their travel costs/time

Non-financial benefits
Brining the functions into one area allows greater efficiencies to 

be delivered more easily

Impact on other Programmes

Will impact work being conducted on estate strategy; aligns 

with ICT collaboration by reducing need to maintain multiple 

sites

Cultural Fit

The Constabularies will no longer own their own CCR service, 

neither Chief Constable will be able to "pop in" to see how 

things are after a major incident; performance management, 

shift planning and adherence, dress code etc. will all have to be 

aligned

Weighted evaluation score / 

rank
41% 9
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3 Single existing site 

 
Capita’s evaluation rated the option of delivering CCR functions from an existing 
single site the highest. It should be noted that this evaluation was based on a single 
location on an existing site but was not specific to either Norfolk (Wymondham) or 
Suffolk (Martlesham). Further details for consideration specific to those two sites can 
be found later in this Appendix. 
 
Alongside this option is the creation of a single joint CCR Management Team and 
joint support roles and functions, both of which are considered in more detail in 
Appendices B and C. 
 
3(i) Merits of a single existing site 
 
The greatest benefits and advantages to having a joint CCR on an existing single site 
are: 
 

 Delivery of significant financial savings; 
 

 Processes and ways of working would be aligned; 
 

 Increases and supports omni-competence, resilience and flexibility; 
 

 Strong strategic fit within the overall collaborative programme; 
 

 Places both forces in a strong position should opportunities arise for contact 
and control collaboration and partnerships with external partners / agencies. 

 
3(ii) Constraints of a single existing site 
 
Collaborating the CCR’s is of course a significant and complex business decision and 
would bring with it challenges and constraints that would include: 
 

 Substantial investment to implement both financially and in time taken; 
 

 Complexity of implementation including staff issues, estates planning, ICT set 
up and alignment of processes; 

 

 Risk associated with placing pressure on operational delivery from such a 
significant change; 

 

 Difference between the two forces local policing models and policy on 
attendance at crimes;  

 

 Potential political and reputational impact by removing the CCR from one of 
the forces. 

 

 The cultural challenges involved a high percentage of experienced staff having 
to move to and work in an existing working environment. 
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3(iii) Capita evaluation 
 
In reaching its recommendations, Capita evaluated all the options against some 
weighted criteria as previously referred to. The option of a joint CCR located on a 
single existing site rated highest under this exercise. The results of that evaluation 
were as follows: 
 

 
 
3(iv) Costs / Savings 
 
The costs and savings associated with introducing a collaborated CCR at an existing 
single site will be covered in more detail below against the two locations being 
considered for this option. 

 
 
 
 
 
 
 
 

Evaluation Rationale

Financial savings Will deliver considerable savings

Cost and time to 

implementation

Will require substantial investment and project management 

commitment

Quality of Service 
Aligns processes and ways of working; supports omni-

competence, resilience and flexibility

Strategic Fit & Support of 

Current Policing Model

Strong fit with intent to collaborate in all areas; different policing 

models requires different processes in CCR

Leadership Influences Supported by JCOT (if CCR location is mirrored by SSP location)

Level of Risk
Fundamental change to existing practices that will place 

pressure on operational delivery

Localism and Partners

Restructure the working environment to allow centralised 

control with a local delivery focus; allows partners to base 

themselves in CCR for joint working

Implementation Complexity
Highly complex requiring staff consultation, estate planning and 

rationalisation, ICT reconfiguration and contractual changes etc.

Scalability

Provides evidence of a single CCR delivering services to two 

forces; could attract other emergency services given the 

relatively small increase in scale required to include them

Impact on Staff / Officers

Highly impactful; will require staff across both sites to be 

consulted and potentially have their roles put at risk; is likely to 

require redundancies and a subset of staff to have to increase 

their travel costs/time

Non-financial benefits
Brining the functions into one area allows greater efficiencies to 

be delivered more easily

Impact on other Programmes

Will impact work being conducted on estate strategy; aligns 

with ICT collaboration by reducing need to maintain multiple 

sites

Cultural Fit

The Constabularies will no longer own their own CCR service, 

one Chief Constable won't be able to "pop in" to see how things 

are after a major incident; performance management, shift 

planning and adherence, dress code etc. will all have to be 

aligned

Weighted evaluation score / 

rank
74% 1
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4 Single existing site – Norfolk (Wymondham) 

 
4(i) PFI (Norfolk OCC) 
 
Buildings One to Six at Norfolk OCC are Public Finance Initiative (PFI) buildings 
managed under contract with Wymondham Ltd. The contract for the number of staff 
on site originally was for between 580 and 600 people however it is not specified as 
to what time frames this applies to.  
 
The site currently has 800 people and concern has been raised that by bringing in 
additional 100 people onto site (not all at the same time) may require a change.   The 
modernisation of the control room is likely to be supported as it will fit in with their 
refresh programme. A meeting will be arranged with the PFI contractor to discuss the 
additional staffing numbers and additional risk that will eminate from the CCR 
modernisation programme.    
 
4(ii) Merits 
 
With regards to the option of such a single site being at Wymondham, the merits of 
this location are: 
 

 Modern custom built CCR facility already in place; 

 Although some reconfiguration would be required to fully accommodate a new 
joint CCR, the costs of this would be at their lowest using this site. 

 
4(iii) Constraints 
 
The constraints of the location being at Wymondham are: 
 

 The CCR facility is part of a long term PFI estate; 

 The cost of reconfiguration as a PFI site; 

 There would be significant displacement of staff from the Suffolk CCR with the 
incumbent relocation issues this would result in. 

 
4(iv) Costs 
 
The capital costs for ICT and Estates are estimated at £1,530,190 
 
5 Single existing site – Suffolk (Martlesham) 
 
5(i) Strategic Command Centre (PHQ) 
 
The existing Local Emergency Centre (LEC) based in Suffolk at PHQ was built in the 
mid 1980’s. It was originally jointly funded by the Sizewell facility, Suffolk County 
Council and Suffolk Constabulary to operate as a Gold contingency centre in 
compliance with the Civil Contingencies Act 2004.  
 
Recent re-categorisation of Sizewell to a potential Grade C facility has resulted in 
testing and prompted Suffolk County Council to provide options for consideration to 
further develop the facility. 
 
Proposal 1 – New build on New Area at Police HQ; 
Proposal 2 – Police Training Block Conversion; 
Proposal 3 – Minimal extension of existing building. 
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At a joint meeting with EDF on 20 September 2013 it was advised that funding is not 
currently available until a decision is made on the new Sizewell build programme, this 
is to be reviewed in 2014. 
 
Suffolk Constabulary also uses the premises as a Gold facility, a provision that will 
need to be maintained in Suffolk for Suffolk Constabulary and their partner agencies 
to attend even if a single site CCR were to move to either a new site or OCC Norfolk.  
 
5(ii) Merits 
 
With regards to the option of such a single site being at Martlesham, the merits of this 
location are: 
 

 CCR infrastructure already in place; 

 Expansion of current CCR facility would be necessary to house a joint CCR but 
costs would be much less than acquiring a complete new building somewhere 
else. 

 
5(iii) Constraints 
 
The constraints of the location being at Martlesham are: 
 

 There would be significant displacement of staff from the Norfolk CCR with the 
incumbent relocation issues this would result in; 

 PHQ requires investment as it has no fall back facility and ICT resilience 
requires investment; 

 Significant requirement to upgrade to provide resilience in the server rooms 
and the MER (this investment is required in any event, regardless of the future 
of the CCR). 

 
5(iv) Costs 
 
The capital costs for ICT and Estates £6,502,000 
 
6  Summary 
 
The project team have concluded that only the OCC is suitably designed and 
equipped to accommodate a single site collaborated CCR. The CCR at OCC has the 
necessary business continuity and resilience arrangements largely in place, albeit 
some further investment is required to cater for the increased numbers.  
 
 

 
Recommendation 1  
 
To agree the collaborated single site Contact and Control Room, serving both  
Norfolk and Suffolk communities as OCC Wymondham.  
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Appendix B 
 

Create a Joint Contact and Control Room Management 
Team 
 

1 Purpose 
 
The purpose of Appendices B and C to this business case are to provide details on 
how it is proposed to implement the first of the two main recommendations from 
Capita on collaborating the Norfolk and Suffolk CCRs. That recommendation is as 
follows: 
 
“the Constabularies initially collaborate their management and support functions” 
 
Appendix B will focus on the first part of that recommendation, namely collaborating 
the CCR Management Team. 
 
2 Current Command / Management Structure 
 

 The first 2 diagrams show how the CCR Management Teams are currently structured 
in Norfolk and Suffolk: 

 
 

 
  

Norfolk

Chief Superintendent 
(Vulnerable People, 

Community Safety & CCR)

Superintendent (CCR)

M4 Manager M3 Manager

Suffolk

Chief Superintendent
 (Local Policing Command)

Superintendent (CCR & 
Community Safety)

Chief Inspector M2/3 Manager
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3 llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
 

 lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 

 
   

 

  

Chief 
Superintendent 
(Interim Joint)

 

M6 Change Manager
 (Interim Joint)

Superintendent (Operations) 
(Existing - Joint)

 

M3 Manager 
(Joint)

Chief Inspector
(Joint) 

M4 Manager
(Joint)

M2/3 Manager 
(Joint)

 
  
 
 As highlighted in the diagram above the proposal is to replace one of the existing 

Superintendent (Operations) with a dedicated Chief Superintendent for the duration of 
the implementation phase. This appointment is consistent with previous large scale 
collaborative change programmes and is considered good practice. The appointee 
will be responsible for both operational CCRs and the implementation of a one site 
centre CCR. 

 
 A further option may be to not have a dedicated Chief Superintendent but to report 

into an existing Chief Superintendent during the implementation until business as 
usual.  A risk with this option will be a lack of capacity and capability with the Chief 
Superintendent role to deliver a complex and high risk change project. 
 

 During this phase operational delivery will be provided by a single Superintendent 
(Operations) and retention of the full existing management team. The project element 
will be delivered by a temporarily appointed M6 change manager and their dedicated 
team. 

 
 The rationale for keeping the full existing management team during the 

implementation phase is based on the professional judgement of members of the 
project team and senior managers within the CCR.  CCR is a critical area of business 
to both constabularies and whilst they remain based at two separate locations and 
with harmonisation work still needing to be done to align policy, training, operational 
practice, performance management and audit and review it is considered prudent to 
use this step changed approach prior to being fully collaborated at one site.    
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 lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 

  

Chief 
Superintendent

(Existing) 

 
Superintendent 

(Operations - Existing)
 

M3 Manager
 

Chief Inspector
 

M4 Manager
 

 
 

lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
 
The proposed structure highlighted above for the Joint CCR Management Team is a 
streamlined model that is consistent with management structures in other 
collaborated departments. The model provides a blend of senior police officer and 
police staff leadership and the resilience necessary for a joint operational CCR.  

 
4 Budgetary and staffing details 
 

Norfolk  Suffolk  Combined lllllllllllllllllll 

Officers = 1 
Staff  = 3 
Total = 4 
(includes PA to Supt) 

Officers = 2 
Staff = 1 
Total = 3 

Officers = 3 
Staff = 4 
Total = 7 
 

Llllllllllllllllll 
Llllllllllllllll 

Llllllllllllllll 

Llllllllllllllllllllllll 

lllllllllllllllllllllllllll 

Savings Identified llllllllllllllllllll 

 
5 Risks 
 

Risk Likelihood Impact Evaluation Controls 

Reduction in senior 
managers will 
reduce resilience at 
that level 

3 2 6 
Med 

The proposed management structure is 
considered to be operationally resilient 
once based at a one site centre. This 
risk will also be mitigated through the 
use of operational CCR Inspectors to 
support where necessary. 
 

 
6 Training and Implementation Costs 
 
It is not anticipated that there will be any significant training or implementation costs 
associated with this particular aspect of the business case. 
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7 Summary 
 
The modelling highlighted in this section is in line with the Capita report 
recommendations other than their proposal to release both Superintendent 
(Operations) posts and replace them with a single Chief Superintendent.  This 
specific proposal is not supported by the project team on the grounds that this is not 
consistent with other hierarchical structures within the constabularies and our 
professional judgement that it would not be operationally effective to run the current 
two force CCRs or a future one site CCR without having a Superintendent 
(Operations) post as part of the managerial structure.  
 

 
Recommendation 2 

 
Further to Capita’s recommendation for a joint CCR management team, the  
structure proposed within this business case is agreed. 
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Appendix C 
 
Create Joint Contact and Control Room support roles and 
functions 
 
1 Purpose 
 
The purpose of Appendices B and C to this business case are to provide details on 
how it is proposed to implement the first of Capita’s two main recommendations on 
collaborating the Norfolk and Suffolk CCRs. That recommendation is as follows: 
 
“the Constabularies initially collaborate their management and support functions” 
 
Appendix C will focus on the second part of that recommendation, namely 
collaborating the CCR support functions. 
 
These support roles and functions undertaken are broadly similar currently in both 
forces and comprise of the following: 
 

 Problem Solving Officer; 

 Abnormal loads management and administration; 

 Security systems and alarms administration; 

 Technical and systems support for the CCR; 

 Training provision for CCR staff; 

 CCR administrative support. 
 
2 Current support roles and functions – Norfolk 
 
The first diagram shows how the CCR Support roles are currently structured in 
Norfolk: 

Norfolk
 

Support Inspector
 

Policy & Plans 
Officer

Sc 6
1.00 FTE

CCR Systems Problem 
Solving Officer

 SO1
1.00 FTE

CCR Trainer
Sc 6 

1.00 FTE

CCR Tutors
Sc 5

5.00 FTE

Security Systems 
Officer

Sc 5
1.00 FTE

 
CCR Systems 

Assistant
Sc 4

1.00 FTE
 

Abnormal Loads 
Officers

Sc 3
1.54 FTE

Security Systems 
Assistant

Sc 4
1.00 FTE
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3 Current support roles and functions – Suffolk 
 
The second diagram shows how the CCR Support roles are currently structured in 
Suffolk: 

 

Suffolk
 

Training Co-ordinator
 Sc 6

1.00 FTE

Admin Clerk
Sc 2

0.5 FTE

Data Administrator
Sc 5

2.00 FTE

Security System 
Administrator

Sc 4
1.00 FTE

Data Management 
Clerk
Sc 2

1.00 FTE

CCR Systems Problem 
Solving Officer

 SO1
1.00 FTE

 
 
4 llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 

 

Inspector
 1.00 FTE

CCR Systems Problem
 Solving Officer

SO1
1.00 FTE

CCR Trainer
Sc 6

1.00 FTE

Policy & Plans Officer
Sc 6

1.00 FTE

Data Administrator
Sc 5

1.00 FTE

Abnormal Loads 
Officer

Sc 3
1.54 FTE

Security Systems 
Officer

Sc 5
1.00 FTE

Security Systems 
Assistant

Sc 4
1.00 FTE

Security Systems 
Officer

Sc 5
1.00 FTE

CCR Systems Problem
 Solving Officer

SO1
1.00 FTE

CCR Trainer
Sc 6

1.00 FTE

CCR Tutor
Sc 5

5.00 FTE
Admin Clerk

Sc 2
0.5 FTEData Management 

Clerk
Sc 2

1.00 FTE

Suffolk based posts
 

Norfolk based posts
 

 
To maintain business as usual and address the issue of resilience in the support roles 
until such time as a single site joint CCR is agreed and becomes operational, an 
interim structure has also been proposed and is displayed above. The model 
illustrates a collaboration of all existing support assets but puts them under the single 
command of one police inspector.  
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lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllll 

Inspector
1.00 FTE

CCR Systems Architect
SO1

1.00 FTE

CCR Trainer & 
Recruitment Supervisor

Sc 6
1.00 FTE

Policy & CCR Liaison 
Officer

Sc 6
1.00 FTE

CCR & Training 
Administrator

Sc 4
1.00 FTE

Events and Internal 
Communication Officer

Sc 4
1.00 FTE

Senior Abnormal Loads & 
Recordings Officer

Sc 4
1.00 FTE

Security Systems 
Officer

Sc 5
1.00 FTE

Senior Systems 
Developer

Sc 6
1.00 FTE

Abnormal Loads & 
Recordings Officer

Sc 3
0.54 FTE

System 
Administrators

Sc 2
2.00 FTE

Security Systems 
Assistant

Sc 4
1.00 FTE

 
 
The proposed structure above was designed following consultation with existing CCR 
Senior Management Team. This included interviews with support staff and a process 
mapping exercise of all support roles.   
 
Historically CCR support is an area of business that has not always had the resource 
investment and resilience required to effectively service operational needs. The 
project team was therefore very mindful of the requirement to ensure that any future 
structure was sufficiently robust and resilient to support effective operational delivery.  
Emphasis was placed on prioritising the support functions and a professional 
judgement determination made that systems support, policy and training were critical 
to effective operational delivery but 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 

 
5 Budgetary and staff savings 
 

Norfolk  Suffolk  Combined llllllllllllllllllll 
 

 

Officers = 1 
Staff  = 12.54 
Total = 13.54 

Officers = 0 
Staff = 6.50 
Total = 6.50 

Officers = 1 
Staff = 19.04 
Total = 20.04 
 

Lllllllllllll 
Llllllllllllllllll 

Llllllllllllllllllll 

Lllllllllllllllllllllllll 

lllllllllllllllllllllllllllllll 

Savings identified llllllllllllllllllll 

 
6 Harmonisation 
 
The CCR support functions currently undertaken by both forces are broadly similar. 
Work is already underway to align support activities such as Policies and Standard 
Operating Procedures. However, this remains work in progress and there is also a 
recognised need to harmonise operational practice across both counties. 
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Suffolk Constabulary moved to using the Storm command and control system on 19 
November 2013. As a result of this key alignment, both CCR Senior Management 
Teams were able to recognise the benefit of early collaboration of the CCR support 
personnel.  
 
A joint CCR Senior Management Team meeting was held and agreement made that 
as of Monday 16 December 2013 the CCR support would become a temporary 
collaborative function under the command of Norfolk’s CCR Support Inspector. 
 

7 Risks 

 

Risk Likelihood Impact Evaluation Controls 

Reduction in the tutoring 
capability will have a 
detrimental impact on 
the training of 
operational CCR staff 
and lead to a reduction 
in the quality of service 
provided 

3 2 6 
Med 

Sufficient suitably trained CCR 
personnel on each core team who 
are dual trained to also deliver 
tutoring where appropriate.  
 
 
 
 

 
8 Training and Implementation Costs 
 
It is not anticipated that there will be any significant training or implementation costs 
associated with this aspect of the business case, in particular if the location is one of 
the two possible existing sites. There would of course be costs associated if a new 
site were chosen as part of any new build or refurbishment of an acquired building to 
ensure the support roles had suitable accommodation to enable them to perform their 
functions effectively. 
 
9 llllllllllllllllll 
 
Lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllll 
 

 
Recommendation 3 

 
Further to Capita’s recommendation for a joint CCR support team, the structure 

 proposed within this business case is agreed. 
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Appendix D 
 

Create a Joint Contact and Control Room and Switchboard 
operating from a single site 
 
1 Purpose 
 
The purpose of Appendices A and D to this business case are to provide details on 
how it is proposed to implement the second of the two main recommendations from 
Capita on collaborating the Norfolk and Suffolk CCRs. That recommendation is as 
follows: 
 
“Subsequently, the Constabularies should form a merged CCR function based in 
Wymondham” 
 
Appendix D will focus on the predominant roles and functions performed within the 
CCRs in Norfolk and Suffolk and provide details on the considerations for 
collaborating such roles to a single location. 
 
The roles and functions included within this Appendix are: 
 

 Switchboard / Central Call Answering (CCA); 

 Contact; 

 Control; 

 Supervisors and Sergeants; 

 Inspectors. 
 

Main roles and functions 
 
2 Switchboard (Norfolk) / CCA (Suffolk) 
 
Both Constabularies have a single point of entry for customers contacting on the non-
emergency numbers of “101” or the previous entry numbers of 0845 456 4567 in 
Norfolk or 01473 613500 in Suffolk.  
 
Their function is to identify the nature of the call and route the customer either 
internally within the organisation, or into the contact centre or in some instances 
resolve the enquiry. No details of the call are captured although all contacts are tape 
recorded. 
 
During October 2012, A data capture exercise was undertaken in Norfolk to 
understand who was contacting, the nature of the demand, and routing of calls prior 
to the introduction of an auto-attendant. The following table shows the breakdown of 
the source of of calls:     
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2(i) Total calls received – Norfolk Switchboard October 2012 

 
In the month of October 2013, the same exercise was undertaken in Suffolk 
Constabulary. 
 
2(ii) Total calls received – Suffolk CCA 9 October 2013 to 5 November 2013 
 

 
 
 
The vast majority of calls received in both forces were from external members of the 
public. In Suffolk there were a significantly higher proportion of internal calls received.   
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The routing of the calls from Switchboard in each Constabulary was found to be as 
follows: 
 
2(iii) Norfolk – where calls from Switchboard are routed to 

8558, 52% 

90, 1% 

89, 0% 108, 1% 

485, 3% 

90, 1% 

1696, 10% 

902, 5% 

18, 
0% 

1135, 7% 

160
, 1% 

941, 6% 

2073, 12% 

229, 1% 
CCR

Community Safety

Corporate Communications

Finance

HR

ICT

Joint Justice Command

Other - specify in notes

Performance & Analysis
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2(iv) Suffolk – where calls from CCA are routed to 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
From a customer perspective details of their incident or enquiry are given at the first 
point of contact, the customer is then transferred into the CCR where they have to 
again provide the details of their incident or enquiry. This is an unnecessary step in 
the process to the service provided.     

 
2(v) Call Demand 
 
Data showing the volume of calls received were obtained for both Switchboards 
covering the 18 month period from 1 April 2012 to 30 September 2013. The monthly 
call demand profile for both forces is broadly similar as demonstrated on the following 
graph:  

 

 
 
 

10276, 40% 

60, 0% 

2246, 
9% 
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Corporate Communications
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2(vi) Switchboard / CCA Non-Emergency Call Demand (April 2012 – March 
 2013) 
 
The volume call data obtained was used to show how many calls both Switchboards 
received in total during the year from 1 April 2012 to 31 March 2013: 
 
Suffolk 475759 
Norfolk 503563 
Total  979322  
 
2(vii) Service Levels 
 
Both forces’ have set service standards for the percentage of non-emergency calls to 
be answered within a given time. 
 
In Norfolk the service level is to answer 90% of calls within 30 seconds (and less than 
3% abandoned) and in Suffolk the service level is to answer 80% of calls within 20 
seconds.   
 
2(viii) Current Switchboard Establishment 

 
Norfolk  1.00 Scale 5 
Norfolk  7.70  Scale 3 
Suffolk  12.00 Scale 2 + 2   
Total   20.70 

 
2(ix) Supervision 
 
In Norfolk the Switchboard supervisor also has responsibility for the Resource 
Management Team (which is moving to RMU from April 14) and the Resolution Unit 
jointly with a Sergeant. In Suffolk the CCA is overseen by a Sergeant.   A business 
case for a support supervisor in Suffolk with responsibility for line management of the 
CCA is pending.     
 
2(x) Opening Hours 
 
Following a review of the opening hours of Switchboard in 2012, the opening hours 
were reduced to 0700 to 2200. In Suffolk the opening hours are 0700 to midnight. 
 
2(xi) Switchboard / CCA demand 
 
A detailed review of the forecasted average weekly joint demand has been 
undertaken and shows the following profile, 70% of calls come in between 0900 and 
1700 on weekdays: 
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Daily 

       Day of Week Mon Tue Wed Thu Fri Sat Sun 

Daily total 17.3% 16.8% 16.5% 16.4% 12.5% 8.7% 11.8% 

        00:00 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

00:30 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

01:00 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

01:30 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

02:00 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

02:30 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

03:00 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

03:30 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

04:00 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

04:30 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

05:00 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

05:30 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

06:00 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

06:30 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 0.00% 

07:00 0.14% 0.14% 0.14% 0.14% 0.11% 0.08% 0.09% 

07:30 0.14% 0.14% 0.14% 0.14% 0.11% 0.08% 0.09% 

08:00 0.44% 0.40% 0.40% 0.39% 0.29% 0.19% 0.30% 

08:30 0.44% 0.40% 0.40% 0.39% 0.29% 0.19% 0.30% 

09:00 0.79% 0.75% 0.72% 0.71% 0.52% 0.31% 0.48% 

09:30 0.79% 0.75% 0.72% 0.71% 0.52% 0.31% 0.48% 

10:00 0.80% 0.75% 0.74% 0.72% 0.53% 0.35% 0.53% 

10:30 0.80% 0.75% 0.74% 0.72% 0.53% 0.35% 0.53% 

11:00 0.76% 0.73% 0.72% 0.71% 0.55% 0.36% 0.50% 

11:30 0.76% 0.73% 0.72% 0.71% 0.55% 0.36% 0.50% 

12:00 0.72% 0.69% 0.68% 0.68% 0.52% 0.37% 0.49% 

12:30 0.72% 0.69% 0.68% 0.68% 0.52% 0.37% 0.49% 

13:00 0.72% 0.70% 0.67% 0.68% 0.51% 0.33% 0.48% 

13:30 0.72% 0.70% 0.67% 0.68% 0.51% 0.33% 0.48% 

14:00 0.76% 0.76% 0.74% 0.73% 0.51% 0.31% 0.48% 

14:30 0.76% 0.76% 0.74% 0.73% 0.51% 0.31% 0.48% 

15:00 0.78% 0.77% 0.72% 0.71% 0.52% 0.30% 0.48% 

15:30 0.78% 0.77% 0.72% 0.71% 0.52% 0.30% 0.48% 

16:00 0.72% 0.73% 0.71% 0.68% 0.48% 0.32% 0.47% 

16:30 0.72% 0.73% 0.71% 0.68% 0.48% 0.32% 0.47% 

17:00 0.54% 0.51% 0.51% 0.51% 0.41% 0.31% 0.39% 

17:30 0.54% 0.51% 0.51% 0.51% 0.41% 0.31% 0.39% 

18:00 0.43% 0.43% 0.42% 0.43% 0.35% 0.31% 0.35% 

18:30 0.43% 0.43% 0.42% 0.43% 0.35% 0.31% 0.35% 

19:00 0.38% 0.36% 0.36% 0.37% 0.31% 0.27% 0.31% 

19:30 0.38% 0.36% 0.36% 0.37% 0.31% 0.27% 0.31% 

20:00 0.31% 0.30% 0.31% 0.31% 0.26% 0.24% 0.27% 

20:30 0.31% 0.30% 0.31% 0.31% 0.26% 0.24% 0.27% 

21:00 0.25% 0.24% 0.25% 0.28% 0.24% 0.21% 0.23% 

21:30 0.25% 0.24% 0.25% 0.28% 0.24% 0.21% 0.23% 

22:00 0.08% 0.08% 0.08% 0.09% 0.08% 0.05% 0.03% 

22:30 0.08% 0.08% 0.08% 0.09% 0.08% 0.05% 0.03% 

23:00 0.04% 0.05% 0.06% 0.06% 0.07% 0.04% 0.02% 

23:30 0.04% 0.05% 0.06% 0.06% 0.07% 0.04% 0.02% 
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In addition a weekly analysis of staffing levels required to meet the forecasted joint 
demand has been undertaken. These initial proposed revised staffing levels are 
based on current demand, prior to the introduction of an auto-attendant to divert the 
calls from customers who already know the extension number of the internal 
department they wish to speak to and answering 90% of calls in 30 seconds.    
 
The staffing numbers include shrinkage (leave, sickness, time away from desk, 
training etc) and an allowance for the variability of call arrival. Due to the fluctuating 
demand over the year the forecasted minimum number of staffing required would be 
8.9, the maximum would be 10.5 and the average 9.5. 

 

 
 
2(xii) Continuous Improvement 
 
With the introduction of an auto attendant (to be followed by an Interactive Voice 
Response (IVR) call demand is expected to reduce by 45% as customers self select 
the person or department they wish to speak to.  
 
As a result, the staffing numbers will be reduced further to a minimum number of 5.6, 
the maximum number of 6.4 and an average of 6.1. This is a further staff saving of 
3.40 posts. 
   
In line with Capita’s proposal, the majority of non-emergency calls will be delivered 
directly into the Contact Centre. Access to a meta directory will be required for all staff 
in the Contact Centre to enable calls to be routed promptly and accurately if required.     
 
By way of example, a customer will dial “101” and receive the Norfolk or Suffolk 
option as now. An IVR will provide the options to speak with a named person or 
department. If none is selected the call will be delivered to the appropriate area desk 
in the centralised contact centre. The only calls that will be answered by switchboard 
are those for whom we are unable to identify their location (no Caller Line Identifier 
(CLI)) or those calling on the old Constabulary numbers. (NB. The old Constabulary 
numbers should have been withdrawn by this point). 
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2(xiii) Switchboard / CCA Budgetary and staff savings 

 
Norfolk  Suffolk  Combined Llllllllllllllllllllll 

llllllllllllllllllllll 
Llllllllllllllllllll 
Llllllllllllllllllll 

lllllllllllllllllllll 

Officers = 0 
Staff  = 8.70 
Total = 8.70 

Officers = 0 
Staff = 12.00 
Total = 12.00 

Officers = 0 
Staff = 20.70 
Total = 
20.70 
 

Llllllllllllllllll 
Lllllllllllllllll 

Llllllllllllllllll 

Lllllllllll 

Lllllllllllllllllll 

Lllllllllllllllllllllll 

lllllllllllllll 

Lllllllllllllllllllllllll 
Lllllllllllllllllllllllll 
Lllllllllllllllllllllllllll 
Lllllllllllllllllllllllll 
Llllllllllllllllllll 
Lllllll 
Lllllllllllllllllllllll 
lllllllllllllllllllllllll 

Savings identified £231,662 £100,388 

 
The critical nature of the business in the CCR does not lend itself to vacant posts, 
therefore the CCR Futures Board agreed that until a decision is made and 
implementation is being progressed vacancies will be filled if necessary on temporary 
posts. 
 
Capita proposed a reduction of 15 switchboard staff, leaving 6. The project team is in 
agreement with this, once the customer self-selection intervention is provided.   

 
Risk Likelihood Impact Evaluation Controls 

Use of technology to 

route customer calls will 

not sufficiently reduce 

demand and this could 

have a negative impact 

on customer 

experience. 

2 3 6 
Medium 

Sequencing the reduction of 

switchboard staff ensuring both the 

technology is in place and is 

effective in meeting customer 

needs. Service level agreements 

are in place with affected internal 

departments and self-service is 

encouraged for internal staff. 

 
 
lllllllllllllllllllllllllllllllllllll 

 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllll          
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3 Contact and Control 

 
The purpose of the contact and control function is: to receive both non-emergency 
and emergency calls; triage according to risk, harm, threat and caller vulnerability; 
and dispatch an officer or PCSO to attend within a given time frame if required. 
 
There are currently five shifts operating in each CCR.  
 
3(i) Contact Centre 
 
The Contact Centres in both forces receive emergency calls, non-emergency calls 
and calls direct from partners such as Fire and Ambulance. They also receive emails 
and texts.   
 
All calls are delivered into a Constabulary wide centralised function and there is no 
geographic breakdown within the county boundaries.   
 
3(ii) Emergency Calls (999) 
 
When a customer dials 999 their call is initially routed to a BT operator who asks 
which emergency service is required – either Police, Fire, Ambulance or Coastguard. 
BT is able to identify the county the caller is ringing from and in most cases deliver 
the caller to that county. There are established contingency plans that enable the 
caller to be routed to another county during times of high demand and possible delays 
in delivery.  
 
A national performance measure exists to answer 90% of 999 calls within 10 seconds 
on transfer from BT.  This measure is stringently overseen.  
 
Once delivered into the Contact Centre, these calls receive the highest priority. 
 
It is not proposed to make any changes to the process of handling emergency calls in 
a collaborated CCR at a single site.  
 
The volume of 999 calls is similar in both forces. The following figures are the volume 
of 999 calls received for the year long period of 1 April 2012 to 31 March 2013: 
 
Norfolk 86413 
Suffolk 84134 
Total         170547   
 
3(iii) Emergency call (999) performance 
 
The following figures demonstrate the performance of both CCRs in respect of 
handling 999 calls during the year from 1 April 2012 to 31 March 2013, in particular 
against the national target of answering 90% of 999 calls within 10 seconds. 
 
Norfolk 

 Total 999 calls received    - 86,413 

 999 calls answered within 10 seconds  - 91.7% 

 999 calls abandoned   - 0.25% 
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Suffolk 

 Total 999 calls received    - 84, 134 

 999 calls answered within 10 seconds  - 94.8% 

 999 calls abandoned   - unknown 
 
3(iv) Emergency call (999) trends 

 
The following graph demonstrates how over the last eight years, the average number 
of 999 calls received by both forces has gradually declined. 

 

 
 
The following graph demonstrates that the proportion of calls received that are 999 
has fallen from 32% in Dec 2011 (following introduction of 101) to 26% in Sep 2013. 
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3(v) Non-emergency Calls 
 
Non-emergency calls are currently transferred into the respective Contact Centres 
from the Switchboard / CCA. Previous graphs show the percentage transferred from 
switchboard in Suffolk is 40% 1and in Norfolk is 52%.  Calls from partners such as the 
Ambulance and Fire Services by-pass the switchboard function and are delivered 
direct into Contact.  
 
It is proposed that the delivery of non-emergency calls is changed in a collaborated 
CCR at a single site.   
 
The volume of non-emergency calls received into contact is quite different in the two 
forces. The following figures are the volume of non-emergency calls received for the 
year long period of 1 April 2012 to 31 March 2013: 
 
Norfolk 256802 
Suffolk 167537 
Total  424339 
 
The reason for the disparity between these two figures for each CCR is partly 
because Suffolk retains an Investigation Management Unit (IMU) that receives calls 
direct from the switchboard if it is a reported crime that is not in progress, 3 % of 
demand. The call listening exercise (demand diversion) undertaken found the 
following differences between Norfolk and Suffolk: 
 
Request attend or help –     Norfolk 18.9%  Suffolk 13.6% 
Request update or further information -  Norfolk 6%   Suffolk 4 % 
Seek advice or reassurance –    Norfolk 3.3%  Suffolk 1.9% 
 
This disparity between non-emergency calls into contact is an area that at this stage 
is not fully understood but does present an opportunity for further analysis with a view 
to creating demand reduction. 
 
3(vi) Non-emergency call performance 
 
The following figures demonstrate the performance of both CCRs in respect of 
handling non-emergency calls during the year from 1 April 2012 to 31 March 2013 
 
Norfolk 
Total non-emergency calls received     - 256,803 
Non-emergency calls answered within 30 seconds   - 86.9% 
Non-emergency calls abandoned     - 1.73% 
 
Suffolk 
Total non-emergency calls received     - 167,537 
Non-emergency calls answered within 20 seconds   - 88.1% 
Non-emergency calls abandoned     - unknown 
 

                                                 
1 In Suffolk non-emergency calls relating to crimes not in progress are routed from the switchboard directly into 
the Investigation Management Unit (IMU)  
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3(vii) Non-emergency call trends 
 
The following graph demonstrates that over the last eight years, the volume of non-
emergency calls received by both forces has remained relatively consistent. 

 

 
 
3(viii) Service Level 
 
The non-emergency service level in Suffolk is to answer 80% of calls in 20 seconds 
and in Norfolk to answer 90% in 30 seconds. As this is a locally agreed standard it is 
proposed that within a collaborated CCR, agreement is reached by the Police and 
Crime Commissioners for a single standard. Staffing numbers are directly attributable 
to the standard agreed. For the business case staffing numbers have been calculated 
and explored on both existing standards and a new standard of 85% in 60 seconds 
that has recently been introduced by Avon and Somerset Police.  
 
In the business case future staff costing calculations have been based on the 
recommended standard service level from HMIC of 90% in 30 seconds contained 
within the First Contact Thematic report.   
 
From 2014 the Home Office have made performance of “101” part of their Annual 
Data Return. They will be requesting service level, average speed/time to answer and 
abandoned call rate. A 90% in 30 seconds service level for non-emergency will 
ensure that abandoned calls are kept to a minimum and customers get through on 
average in a reasonable wait time. 
 
3(ix) Control  
 
The control function in each Force is directly attributable to the number of local patrol 
talk groups, currently 6 in each force. The optimum scenario is for each local talk 
group to have one controller to manage the airwave traffic and one support – in total 
two staff per local talk group.   
 
In Norfolk the staffing patterns of controllers are aligned with operational officers. 
Each controller has a preferred talk group; this enables familiarity with the intelligence 
for each district and the deployable officers. The number of staff assigned to control 
positions is dynamically managed according to predicted and actual demand. Staff 
working on the control support positions are also expected to take 999 calls if 
required.   
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In Suffolk it is intended that the new shift pattern which is under consultation is 
aligned with officers.  
 
Following the introduction of Storm into Suffolk CCR the deployment grading structure 
has been aligned to that of Norfolk. There are four grades of deployment utilised: 
 

 Grade A (urban 15 minute emergency response, rural 20 minute emergency 
response);  

 Grade B (priority response in 60 mins); 

 Grade C (scheduled response); 

 Grade D (resolution without deployment).  
 
3(x) Current Structure of each CCR  

Norfolk 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

Suffolk 
 

 

Head of CCR

Supt x 1

Customer Service Manager

M3 1.00 FTE

Teams 1 - 5

Insp x 5

Personal Assistant

Sc 4 1.00 FTE

Contact and Control Room

Operations Manager

T/Chief Inspector x1

Operations 

Manager

M4 1.00 FTE
(Currently on secondment 

to Strategic Change)

Support Inspector

Insp x 1

Operational Support

Insp x 1

Demand Team 

Supervisor

Sc 6 1.00 FTE

Demand Team 

Manager

Sgt x 1

Vulnerability Unit

PC x 1

Customer 

Resolution Unit

PC x 13

Duties Coordinator

Sc 5 1.00 FTE

Assistant Duties Coordinator

Sc 4 1.00 FTE

CCR Trainer

Sc 6 1.00 FTE

CCR Systems Problem 

Solving Officer

SO1 1.00 FTE

Policy & Plans Officer

Sc 6 1.00 FTE

Abnormal Loads Officer

Sc 3 1.00 FTE

Security Systems Officer

Sc 5 1.00 FTE

Quality Assurance Team 

Supervisor

Sc 5 1.00 FTE

Quality Assurance Officer

PC x 1

Quality Assurance 

Researchers

Sc 3 3.00 FTE

Security Systems 

Assistant

Sc 4 1.00 FTE

CCR Systems Plans Officer

PC x 1

Senior Public Enquiry 

Officers

Sc 6 3.00 FTE

Public Enquiry Officers

(countywide)

Sc 3 – 30.00 FTE

Communications Officers 

sc 4 117.09 FTE

PC x 3

CCR STORM Project Assistant 
(Secondment post)

Switchboard Supervisor

Sc 5 1.00 FTE

Switchboard Operators

Sc 3 7.70 FTE

Supervisors

sc 6 8.00 FTE

Sgts x 7

Tutor

Sc 5 5.00 FTE

CCR Systems Assistant

 (Maternity Leave)

Head of CCR and 
Community Safety

Supt x1

CCR Chief Inspector
X 1

Customer Service and 
Ops Support Manager

M2/3 1.00 FTE

Call Taker 
Supervisors

Sc 5 4.50 FTE

Controller 
Supervisors

Sc 6 5.00 FTE

Call Takers
Sc 3 37.29 FTE

Controllers
Sc 4 64.57 FTE

CCR Trainer
Sc 6 1.00 FTE

Admin Clerk
Sc 2 0.50 FTE

Inspectors x 5 Support Inspectors
X 2

Data Administrator
Sc 5 1.00 FTE

Security System 
Administrator
Sc 4 1.00 FTE

Data Management 
Clerk

Sc 2 1.00 FTE

CCR Systems 
Problem Solving 

Officer
 SO1 1.00 FTE

Support Sergeants
X 5

Central Call Answering
(Switchboard)

Sc 2+2 12.00 FTE

Police Direct
Support Sergeant x 1

Police Direct 
Message Operator

Sc 3 3.00 FTE
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3(xi) Budgetary and staffing details 
 
In Suffolk the call handling (contact) and control functions remain distinct and the staff 
are employed at different grades. Since May 2009 in Norfolk the roles have been 
joined and all staff are expected to undertake both call handling and control functions. 
The added benefits of this approach have been: 
 

 Clear progression opportunities for staff 

 Knowledge of the process from initial contact to incident closure 

 Improved understanding of roles 

 Flexibility to move staff in advance and in real time 

 Maximisation of flexibility to meet demand 

 Improved customer service 

 Performance targets met on a consistent basis    
 
It is proposed in a single site collaborated model that staff are all omnicompetent and 
are scale 4.  
 
The current establishment staffing levels are: 
 
Suffolk 
Call Takers    scale 3  38.29 
Control Room Operators scale 4  64.57  
 
Norfolk  
Communication Officers scale 4  117.09 
Police Constables          3.00  
 
Total 222.95  
 
3(xii) Call Demand Profiles 
 
A detailed review of the average forecasted weekly joint demand has been 
undertaken for both emergency and non-emergency call handling and provides the 
following profiles: 
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3(xiii) Emergency Profile 

 
Daily 

       Day of Week Mon Tue Wed Thu Fri Sat Sun 

Daily total 13.6% 13.8% 13.3% 13.6% 15.3% 15.6% 14.8% 

        00:00 0.26% 0.24% 0.25% 0.27% 0.28% 0.47% 0.56% 

00:30 0.19% 0.19% 0.22% 0.18% 0.22% 0.43% 0.43% 

01:00 0.14% 0.18% 0.19% 0.16% 0.19% 0.42% 0.52% 

01:30 0.15% 0.16% 0.13% 0.14% 0.15% 0.34% 0.45% 

02:00 0.12% 0.14% 0.10% 0.13% 0.13% 0.29% 0.36% 

02:30 0.10% 0.13% 0.07% 0.11% 0.15% 0.28% 0.35% 

03:00 0.10% 0.15% 0.08% 0.10% 0.11% 0.31% 0.35% 

03:30 0.07% 0.11% 0.08% 0.09% 0.09% 0.25% 0.34% 

04:00 0.10% 0.09% 0.07% 0.07% 0.11% 0.24% 0.32% 

04:30 0.10% 0.10% 0.06% 0.06% 0.09% 0.17% 0.22% 

05:00 0.08% 0.07% 0.07% 0.07% 0.08% 0.10% 0.16% 

05:30 0.09% 0.07% 0.06% 0.07% 0.07% 0.11% 0.12% 

06:00 0.11% 0.09% 0.08% 0.08% 0.08% 0.09% 0.10% 

06:30 0.12% 0.09% 0.08% 0.11% 0.09% 0.11% 0.11% 

07:00 0.14% 0.17% 0.14% 0.17% 0.14% 0.11% 0.10% 

07:30 0.20% 0.22% 0.19% 0.24% 0.23% 0.16% 0.11% 

08:00 0.23% 0.26% 0.24% 0.24% 0.27% 0.19% 0.16% 

08:30 0.22% 0.25% 0.28% 0.25% 0.26% 0.22% 0.16% 

09:00 0.32% 0.27% 0.31% 0.25% 0.28% 0.26% 0.18% 

09:30 0.26% 0.30% 0.27% 0.25% 0.29% 0.25% 0.27% 

10:00 0.29% 0.23% 0.27% 0.28% 0.34% 0.31% 0.26% 

10:30 0.30% 0.29% 0.29% 0.30% 0.30% 0.33% 0.27% 

11:00 0.31% 0.31% 0.31% 0.29% 0.33% 0.31% 0.28% 

11:30 0.30% 0.30% 0.32% 0.34% 0.35% 0.32% 0.31% 

12:00 0.32% 0.28% 0.35% 0.34% 0.32% 0.39% 0.35% 

12:30 0.35% 0.32% 0.34% 0.31% 0.31% 0.32% 0.32% 

13:00 0.35% 0.34% 0.34% 0.39% 0.36% 0.37% 0.34% 

13:30 0.33% 0.34% 0.32% 0.39% 0.36% 0.36% 0.30% 

14:00 0.36% 0.33% 0.37% 0.38% 0.37% 0.36% 0.29% 

14:30 0.34% 0.39% 0.37% 0.41% 0.42% 0.31% 0.30% 

15:00 0.40% 0.38% 0.39% 0.38% 0.43% 0.35% 0.36% 

15:30 0.46% 0.45% 0.38% 0.42% 0.46% 0.43% 0.34% 

16:00 0.49% 0.47% 0.43% 0.45% 0.50% 0.31% 0.40% 

16:30 0.50% 0.45% 0.46% 0.52% 0.54% 0.38% 0.41% 

17:00 0.52% 0.56% 0.47% 0.47% 0.53% 0.39% 0.40% 

17:30 0.47% 0.51% 0.48% 0.47% 0.49% 0.38% 0.38% 

18:00 0.47% 0.49% 0.44% 0.44% 0.53% 0.40% 0.34% 

18:30 0.43% 0.41% 0.44% 0.45% 0.46% 0.39% 0.37% 

19:00 0.40% 0.45% 0.46% 0.39% 0.48% 0.36% 0.37% 

19:30 0.39% 0.40% 0.40% 0.39% 0.43% 0.42% 0.39% 

20:00 0.39% 0.38% 0.38% 0.40% 0.44% 0.39% 0.36% 

20:30 0.37% 0.38% 0.38% 0.36% 0.46% 0.39% 0.36% 

21:00 0.43% 0.37% 0.32% 0.41% 0.45% 0.40% 0.37% 

21:30 0.35% 0.37% 0.37% 0.37% 0.42% 0.47% 0.40% 

22:00 0.35% 0.38% 0.33% 0.36% 0.49% 0.45% 0.34% 

22:30 0.33% 0.34% 0.35% 0.29% 0.47% 0.46% 0.33% 

23:00 0.25% 0.32% 0.29% 0.30% 0.45% 0.50% 0.29% 

23:30 0.25% 0.27% 0.30% 0.26% 0.50% 0.53% 0.29% 
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3(xiv) Non-emergency profile 

 
Daily 

       Day of Week Mon Tue Wed Thu Fri Sat Sun 

Daily total 15.0% 14.6% 14.8% 14.8% 15.1% 12.8% 12.8% 

        00:00 0.17% 0.22% 0.20% 0.21% 0.23% 0.22% 0.23% 

00:30 0.14% 0.16% 0.14% 0.17% 0.16% 0.22% 0.24% 

01:00 0.11% 0.13% 0.10% 0.12% 0.13% 0.24% 0.25% 

01:30 0.10% 0.10% 0.09% 0.09% 0.11% 0.20% 0.23% 

02:00 0.08% 0.08% 0.08% 0.09% 0.10% 0.17% 0.21% 

02:30 0.07% 0.06% 0.06% 0.08% 0.09% 0.16% 0.18% 

03:00 0.08% 0.06% 0.05% 0.07% 0.08% 0.13% 0.15% 

03:30 0.06% 0.05% 0.05% 0.06% 0.07% 0.11% 0.17% 

04:00 0.05% 0.05% 0.04% 0.05% 0.06% 0.11% 0.15% 

04:30 0.04% 0.06% 0.05% 0.04% 0.06% 0.10% 0.11% 

05:00 0.05% 0.06% 0.05% 0.06% 0.06% 0.07% 0.10% 

05:30 0.07% 0.08% 0.07% 0.07% 0.08% 0.10% 0.09% 

06:00 0.10% 0.11% 0.10% 0.10% 0.10% 0.11% 0.11% 

06:30 0.13% 0.13% 0.14% 0.13% 0.13% 0.12% 0.12% 

07:00 0.14% 0.14% 0.14% 0.12% 0.13% 0.10% 0.14% 

07:30 0.19% 0.19% 0.18% 0.15% 0.18% 0.14% 0.21% 

08:00 0.27% 0.25% 0.26% 0.25% 0.23% 0.20% 0.18% 

08:30 0.33% 0.31% 0.36% 0.31% 0.33% 0.24% 0.20% 

09:00 0.47% 0.44% 0.43% 0.44% 0.46% 0.33% 0.25% 

09:30 0.51% 0.47% 0.44% 0.47% 0.47% 0.35% 0.29% 

10:00 0.53% 0.45% 0.46% 0.44% 0.45% 0.39% 0.33% 

10:30 0.48% 0.45% 0.43% 0.45% 0.46% 0.41% 0.36% 

11:00 0.49% 0.45% 0.49% 0.45% 0.49% 0.40% 0.35% 

11:30 0.48% 0.44% 0.45% 0.45% 0.48% 0.39% 0.34% 

12:00 0.47% 0.42% 0.45% 0.45% 0.48% 0.37% 0.35% 

12:30 0.46% 0.45% 0.46% 0.44% 0.45% 0.35% 0.36% 

13:00 0.48% 0.45% 0.43% 0.46% 0.45% 0.35% 0.33% 

13:30 0.47% 0.41% 0.48% 0.44% 0.49% 0.34% 0.31% 

14:00 0.51% 0.45% 0.44% 0.47% 0.49% 0.37% 0.33% 

14:30 0.50% 0.45% 0.46% 0.46% 0.47% 0.34% 0.33% 

15:00 0.48% 0.53% 0.49% 0.48% 0.47% 0.35% 0.31% 

15:30 0.50% 0.50% 0.49% 0.51% 0.52% 0.35% 0.32% 

16:00 0.52% 0.49% 0.52% 0.52% 0.52% 0.34% 0.37% 

16:30 0.52% 0.52% 0.52% 0.54% 0.53% 0.36% 0.34% 

17:00 0.46% 0.51% 0.56% 0.53% 0.51% 0.35% 0.35% 

17:30 0.50% 0.50% 0.51% 0.50% 0.49% 0.39% 0.34% 

18:00 0.50% 0.47% 0.47% 0.45% 0.47% 0.35% 0.32% 

18:30 0.43% 0.44% 0.46% 0.44% 0.42% 0.33% 0.33% 

19:00 0.42% 0.40% 0.43% 0.43% 0.38% 0.33% 0.35% 

19:30 0.41% 0.40% 0.41% 0.44% 0.36% 0.33% 0.32% 

20:00 0.39% 0.40% 0.37% 0.42% 0.35% 0.30% 0.33% 

20:30 0.34% 0.34% 0.36% 0.37% 0.35% 0.28% 0.30% 

21:00 0.33% 0.32% 0.32% 0.32% 0.33% 0.27% 0.29% 

21:30 0.30% 0.28% 0.32% 0.31% 0.31% 0.28% 0.29% 

22:00 0.25% 0.29% 0.29% 0.27% 0.29% 0.30% 0.42% 

22:30 0.24% 0.23% 0.27% 0.25% 0.28% 0.28% 0.36% 

23:00 0.19% 0.21% 0.22% 0.21% 0.26% 0.25% 0.29% 

23:30 0.19% 0.20% 0.22% 0.20% 0.25% 0.26% 0.25% 
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3(xv) Explanation of profile tables  
 
Emergency profile – the call arrival pattern shows that between 1530 and 1900, 
Monday to Friday, is when the highest number of 999 calls are received with a peak 
at 1700. On a Friday this continues until 0100 and on a Saturday the increase is from 
2130 to 0130 on Sunday morning. 
 
The non-emergency profile shows that the majority of calls arrive 0900 to 1800 
Monday to Friday with a peak again at 1700. 
 
In order to be able to manage the 1700 peak in both emergency and non-emergency 
calls either the shift pattern should be adjusted accordingly (currently staffing is at its 
peak 1400 – 1600) or part time staff should be utilised more effectively at peak period 
times.    
 
The total call handling staffing numbers include shrinkage (leave, sickness, time away 
from desk, training etc) and an allowance for the variability of call arrival. Due to the 
fluctuating demand over the year the forecasted minimum number of staffing required 
would be 74, the maximum would be 93 and the average 81 based on achieving a 
service level of 90% in 30 seconds (industry accepted 3% abandoned) and 999 
answering of 90% in 10 seconds. 
 
The non-emergency call handling service level for both forces is something that has 
been agreed locally. The project team have used the HMIC recognised “good 
practice” standard of 90% answered in 30 seconds (Norfolk’s current non-emergency 
service level) as the basis for calculating a future staffing levels. The diagram below 
illustrates staffing level requirements for 3 distinct service levels.  

 

 
 
      Minimum Maximum Average 
90% in 30 seconds (3% abandoned)  74  93  81 
80% in 20 seconds (5% abandoned)     69  88   76 
(further reduction of 5 staff) 
85% in 60 seconds (Avon & Somerset)  69   88           76 
 
Due to the seasonal variability of call demand the table below shows the forecasted 
weekly staffing requirements for both emergency and non-emergency call answering: 
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3(xvi) Comment on Call Handling Demand Modelling 
 
The calculations (call modelling) for staffing numbers in a single site CCR have been 
based on forecasted demand and average call handling times remaining as current.  
Although the long term trend does show a reduction in 999 calls (linked to the 
introduction of 101), the long term trend for public calls has remained constant in both 
forces since 2006.  
 
In order to inform and calculate the staffing requirement an average time of call 
handling time is required (talk time + hold time + after call activity), this has been 
averaged to be 15 seconds for the switchboard and 270 secs (5 mins) for the main 
contact centre, any changes to the volume of calls or to the average call handling 
time will directly impact on the number of staff required to required to meet demand. 
 
3(xvii)  Control performance 
 
Control is an area of policing business that has not traditionally had the same level of 
metrics scrutiny afforded to call handling. The NPIA National Contact Management 
Principles and Guidance suggests the following incident performance indicators form 
part of a force’s overall suite of diagnostic indicators: 

 Emergency response URBAN-Volume and % of incidents attended within 15 

mins 

 Emergency response RURAL -Volume and % of incidents attended within 20 

mins 

 Priority response- Volume and % of incidents attended within 60 mins 

The following figures demonstrate the performance of both CCRs for the financial 
year 2012/13: 
 
Norfolk  
 
Grade A (urban) 
Target: Grade A (urban) - 90% attended within 15 minutes 
Performance achieved – 95.1% 
Additional local performance measures for Grade A (urban) 
Average time from received to dispatch – 2m 13s 
Average time from dispatch to attendance – 5 m 10s 
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Grade A (rural) 
Target: Grade A (rural)- 90% attended within 20 minutes 
Performance achieved – 90.9% 
Additional local performance measures for Grade A (rural) 
Average time from received to dispatch – 2m 18s 
Average time from dispatch to attendance – 9m 6s 
 
Grade B 
Target: Grade B- 90% attended within 60 minutes 
Performance achieved – 90.1% 
Additional local performance measures for Grade B 
Average time from received to dispatch – 11m 57s 
Average time from dispatch to attendance – 19m 2 s 
 
Suffolk  
 
Grade 1 
Target: Grade 1 – 90% attended within 15 minutes (NB for 2012/13 there was no 
differentiation between urban and rural although this changed for 2013/14) 
Performance achieved – 90.4% 
Additional local performance measures for Grade 1 
Average time from received to dispatch – 3m 35s 
Average time from dispatch to attendance – 7m 22s 
 
Grade 2 
Target: Grade 2 – 90% attended within 60 minutes 
Performance achieved – 93.8% 
Additional local performance measures for Grade 2 
Average time from received to dispatch* – 31m 12s 
Average time from dispatch to attendance – 25m 45s 
 
*includes incidents initially graded lower but re-graded to Grade 2 
 
Contextually it is noteworthy that Norfolk and Suffolk, prior to Suffolk going ‘live’ on 
STORM MA on the 19th November 2013, were working to different deployment 
policies and targets. As a result the attendance time data presented is for illustration 
only and not for like for like comparison. 
 
However, an examination of the average time from received to dispatch and dispatch 
to attendance does highlight some significant differences in the time taken to perform 
these functions between the two forces and is an operational area of practice that will 
be subject to review going forward and will form part of a yet to be agreed aligned 
basket of performance measures for a collaborative CCR. 
 
3(xviii) Control Staffing 
 
Controllers have 2 key functions, the first is to manage the county wide resources on 
the ground, ensuring their availability and locations are optimised to meet incident 
attendance. The second is to allocate and manage incidents. 
  
The project team, following engagement with CCR staff and supervisors, have used 
their professional judgment in concluding that the majority of time each local talk 
group can manage with a single radio operator and a shared support. However for the 
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Norwich and Ipswich talk groups it would be preferable to have a dedicated support at 
times of higher demand. 
 
In calculating staffing requirements for control the following is recommended: 
 
A minimum of 18 controllers per shift (5 shifts) in a collaborated structure. In order to 
achieve this number working at any given time shrinkage that takes into account 
leave, sickness and the variable arrival of incidents would require llllllll controllers.   
 
Any changes to the number of talk groups and slow time incident attendance will 
result in changes to the number of controllers required.  
 
3(xix) Balancing of staff resources to cover periods of maximum   
 demand 
 
Annualised Hours 

 
Seasonal demand fluctuation has historically been a challenge for both CCR’s to 
manage, especially as the period of highest demand coincides with the greatest 
requests for annual leave (mid June to beginning of September). Both CCRs have 
tried to balance their resources by offering overtime, recruiting staff on short term 
temporary contracts (for example students during their summer break), using agency 
staff and staff on zero hours contracts.  
 
An option to assist with managing this seasonal demand from within the regular CCR 
workforce is utilising annualised hours which are detailed within the Flexible Working 
FPD. These are a set number of hours worked over a certain period (normally a year) 
but rather than working set hours each week, the hours are distributed throughout the 
year. Therefore they can be more flexibly aligned to the seasonal variations in 
demand. 
 
It is suggested that a percentage of communication officers within a single 
collaborated CCR are recruited on annualised hours contracts, with part time hours 
(minimum of 2 shifts per 6 shift block to maintain skills) worked during the more 
regular periods of demand and full time hours worked during periods of peak demand.  
 
Joint CCR configuration 
 
Capita recommended an early decision regarding the working practice within the 
room.  Specifically, would the room be a single team made up of staff from both 
forces deploying resources and managing incidents across both forces?  
Alternatively, would the room contain two logical control rooms made up of force 
specific personnel working within the boundaries of the existing forces?   
 
Capita went on the recommend a single site model…offering most savings with a 
single cross border teaming arrangement.   
 
This method of working would ultimately require a closely aligned policing model to 
ensure operational flexibility if maintained.   
 
The project Team developed the following ‘daisy wheel’ configuration to deliver a 
centrally based, locally focussed control room.  This creates geographic focus and 
greater resilience and flexibility of resources with associated economies of scale.   
Staffing of each wheel will be dependent on the forecasted demand for each district.  
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The following diagrams show the current layout of the CCRs at Wymondham and 
Martlesham followed by the proposed future configuration at both of those sites. Both 
proposed new configurations have been designed with 54 workstations. 

 
Norfolk existing site – current CCR configuration 
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Norfolk single site – proposed future configuration for collaborated CCR 

 
 

Suffolk existing site – current CCR configuration 

 
 
 

Suffolk single site – proposed future configuration for collaborated CCR 
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3(xx)  Communication Officers (90% in 30 secs) 
 

Norfolk  Suffolk  Combined llllllllllllllllllllll Lllllllllllllllllllll 
Lllllllllllllllllllllllll 

Llllllllllllllllllllllllllllll 

Officers = 3 
Staff  = 
117.09 
Total = 
120.09 

Officers = 0 
Staff = 
102.86 
Total = 
102.86 

Officers = 3 
Staff = 
219.95 
Total = 
222.95 
 

Llllllllllllllllll 
Lllllllllllllllllll 

Lllllllllllllllllllll 

Llllllllllllllllllllllllll 

Lllllllllllllll 

llllllllllll 

Llllllllllllllllllllllll 
Llllllllllllllllllllllll 
Llllllllllllllllllllllllll 
Lllllllllllllllllllllllllllllllllll 
lllllllllllllll 

Savings identified llllllllllllllllllllll llllllllllllllllllllll 

 

  Lllllllllllllllllllll 
Lllllllllllllllllllllllll 

Llllllllllllllllllllllllllllll 
Llllllllllllllllllllllll 
Llllllllllllllllllllllll 
Llllllllllllllllllllllllll 
Lllllllllllllllllllllllllllllllllll 
Lllllllllllllll  

Savings identified lllllllllllllllllllll 

 
*Reduction opportunity 1 would be possible if a demand reduction of 10% were 
achieved. 
 
**Reduction opportunity 2 would be possible if the Service Level was reduced from 
90% in 30 seconds to 80% in 20 seconds. 
 
The critical nature of the business in the CCR does not lend itself to keeping posts 
vacant therefore the CCR Futures Board agreed that until a decision is made and 
implementation is being progressed vacancies will be filled if necessary on temporary 
posts. 

 
Although the operational background of officers being in the CCR as Communication 
Officers can be useful, there are no warranted powers utilised in this role.  
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lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll  
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
 
If the Suffolk non-emergency call answering service level of 80% in 20 seconds was 
adopted, a further reduction of 5 posts could be achieved  making a total reduction in 
Communication Officers of 18.95 (8.50%) .    
 
Having reviewed the Avon and Somerset non-emergency service level of answering 
85% in 60 seconds it is the professional judgement of the project team to rule out this 
option on the grounds that the staffing reduction achieved would only be the same as 
adopting the existing Suffolk 80% in 20 seconds model which provides a better 
customer quality of service. 
 
 
 
 
Capita included in the business justification report that a reduction of lllllllllllllllll could 
be achieved if the call handling and control staff in Suffolk CCR became 
omnicompetent, a cost of £176,000 for the re-grading of the 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll llllllllllllllllllllllllllllllllllllllll was also included.  
Neither the saving nor the cost has been included within this business case as a 
requirement of moving to one site would be for all staff to be omnicompetent.       
 
In their business justification report Capita at Option 3 also included a reduction of “12 
other roles”. Further demand analysis indicates there may be an opportunity for a 
reduction in control support roles in the future but this will require re-modelling of the 
management of grade C slow time incidents. This demand reduction work has not 
been included as part of this business case but will be incorporated in business as 
usual continuous improvement activity which may result in a further reduction in due 
course.   
 
A savings figure of £208,000 which relates to a 75% reduction in overtime was also 
included as a saving within the Capita business justification report (Page 67, Table 
20, intervention 7). Although there is an expectation that overtime will significantly 
reduce as the staffing better matches the forecasted call and incident volumes the 
project team have at this stage been unable to quantify a precise reduction therefore 
this has not been included as a specific saving.   
 
3(xxi) Continuous Improvement 
 
The CCR call listening exercise (details at Appendix F) concluded that as a minimum 
a 10% reduction in non-emergency calls could be achieved as a result of demand 
diversion. 
 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
 
Alongside any implementation plan for a collaborated single site CCR would run a 
Continuous Improvement plan that would in particular focus on ways to reduce 
demand into the CCR, ensuring the processes employed and functions undertaken 
are aligned with the overall purpose of the CCR, assist the management team with 
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creating a performance framework and look at more efficient and effective ways of 
dealing with slower time Grade C incidents. 
 
The resolve not resource ethos, which is already proving successful in Norfolk (2013 
year to date of 60.91%) provides another collaborative opportunity to reduce repeat 
calls into the CCR, demand on control and demand on frontline operational 
personnel. 
 
A copy of the plan in full can be found via this link: 
 
Error! Not a valid link. 
 
 
3(xxii) Risks 
 

Risk Likelihood Impact Evaluation Controls 

Potential to have a 

high proportion of staff 

with less than 2 years 

experience, the impact 

on supervisory team to 

maintain a high quality 

of service. 

 

3 3 9 
High 

Incentives for staff to move to single 

site, training plan in place for any staff 

recruited and a temporary increase in 

supervisory numbers for a limited 

period to provide support and 

monitoring. 

Lack of familiarity with 

new areas to which 

staff will be deploying 

resources. 

3 3 9 
High 

Training and effective familiarisation 

programme for staff within new single 

site environment. 

Different policing 

models remain when 

transfer to a single site, 

therefore causing 

confusion on 

deployment 

requirements. 

3 3 9 
High 

Providing staff with effective 

knowledge of requirements if the 

Policing Models have not been able to 

be aligned. 

 

 

 
Recommendation 5 
 
That the Service Levels for non-emergency calls are aligned for both forces.

  

 

          
          llllllllllllllllllllllllllllllllllll 
 

lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 



V 3.2 (Final)   NOT PROTECTIVELY MARKED 83 

lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllllllllll 
            

lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
llllllllllllllllllllllllllllllllllllllllllllll 

 

 
 
 
 
 
 
4 Supervision of each CCR 

 
4(i) Supervisory structure 
 
The supervisory structure in each CCR is different. 
In Norfolk the supervisors are omnicompetent and there is no difference between the 
role of a Sergeant of a civilian supervisor. The Sergeants are retained due to their 
operational knowledge and to provide secondary support to Oscar 1. Each shift has 3 
supervisors with a minimum of a Sgt.  
 
Norfolk 
 

 7 x Sgts  

 8 x Scale 6 police staff 
 
In Suffolk the supervisory roles are distinct between contact and control and the Sgts 
do not have shift line management responsibilities. The Sgts are in the process of all 
being trained as TFCs to provide resilience to Oscar 1.    
 
Suffolk 
 

 5 x Sgts 

 4.50 x scale 5 staff 

 5 x scale 6 staff 

 
4(ii) Proposed supervisory ratio llllllllllllllllllllllllllllllllllllllllllllllllll 
 

Norfolk  Suffolk  Combined llllllllllllllllll 

Officers = 7 
Staff  = 8 
Total = 15 

Officers = 5 
Staff = 9.50 
Total = 14.50 

Officers = 12 
Staff = 17.50 
Total = 
29.50 
 

Llllllllllllllllllllll 
Llllllllllllllllllll 

Lllllllllllllllllllll 

Lllllllllllllllllllllllllllllllll 

lllllllllllllllllllllllll 

Savings identified lllllllllllllllll 

 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll  
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
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lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
 
 
4(iii) Risks 

 
Risk Likelihood Impact Evaluation Controls 

Lack of familiarity with 

structures and both 

internal and external 

personnel from another 

force area. 

2 3 6 
Medium 

Training and effective familiarisation 
programme for supervisors within new 
single site environment. 
 

 
 

           
           llllllllllllllllllllllllllllllllllllll 
 

llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllllllllllllllllllllllllllllllll        
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5 Inspectors 

 
5(i) Current state 
 
Norfolk and Suffolk currently have a total of 16 FTE CCR Inspector positions (8 each). 
Both forces split the roles functionally with 5 being core CCR Inspectors and three 
CCR support Inspectors.  
 
The CCR core Inspector (‘Oscar 1’) has responsibility for the operational command 
and control of county resources and daily operational CCR performance.  The Oscar 
1 is also responsible for initial incident management in areas such as firearms, 
missing persons, public disorder, critical and major incidents. The CCR support 
Inspectors provide the operational resilience for the Oscar 1role and undertake other 
support functions such as policy, training, systems support, performance 
management and audit and review. 
 
Historically both forces have found it difficult to resource the Oscar 1Inspector role 
from self-sufficient CCR resources and have needed to draw on other Oscar 1 trained 
Inspectors from operational policing. This resource deficiency and the need to 
arrange Oscar 1 cover has sometimes led to difficulties in CCR Inspectors booking 
annual leave and has also impacted on operational Inspector coverage in both 
counties.  
 
Suffolk Constabulary has looked to resolve the issue by training some of their CCR 
Sergeants in firearms command and authorising them to ‘act up’ as a CCR Oscar 1 
when required. A proposal to follow a similar model in Norfolk was considered but not 
adopted. It is against this backdrop that future modelling for a joint one site centre has 
been resourced on the basis of having substantive or temporarily promoted 
Inspectors only. 
 
5(ii) Future state 
 
Given the increased volume of demand when two counties become one, the 
increased collective critical incident command responsibility on the Oscar 1 role and 
the reputational risk to both forces it is the project team’s professional judgement that 
adequately resourcing this area of business is paramount to operational success.  
 
An example of the increased demand on the combined Oscar 1 role would be Norfolk 
and Suffolk’s ARV and taser deployment figures.  
 
In financial year 2012/13 Norfolk had 527 and Suffolk 647. This equates to roughly 
1.44 deployments a day in Norfolk and 1.77 a day in Suffolk.  Collectively this equates 
to 3.21 deployments.   
 
A further example is Norfolk and Suffolk’s misper figures. In the calendar year 2012 
Norfolk had 1480 misper reports and Suffolk 2643. This equates to roughly four per 
day in Norfolk and seven per day in Suffolk. Collectively this equates to approximately 
11 missing person reports per day.   
 
Although the Capita report does not propose any savings in CCR Inspector numbers, 
it is the project team’s proposal following consultation with existing CCR Senior 
Management Team, a sample of CCR inspectors and members of the Resource 
Management Unit that the 16 FTE Inspector posts can be reduced to 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
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The proposal is that lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll will form a self-sufficient pool 
of Inspectors responsible for both the Oscar 1 and the support role functions. The 
need for self-sufficiency is heightened further given the likelihood that both forces 
may look to reduce operational inspector coverage as part of CSR2 (Operational 
policing review). There may be capacity for the Inspectors to take on additional 
portfolios whilst working in the CCR. 
 
A proposed shift pattern has been discussed with RMU that will meet these 
requirements, further details of which can be provided. 
 
It is the professional view of the RMU that working on an abstraction rate of 42%, this 
proposed model gives you resilience within the CCR, and flexibility to cover most 
eventualities without needing to look outside of the CCR. 
 
The option is designed for 10 inspectors to work the core Oscar 1 role and five the 
support pattern responsibilities (this includes one inspector to manage the back office 
support team).  
 
Operationally the model will provide a 24/7 365 days a year CCR Oscar 1 provision 
on early turn (7-3), late turn (15-23) and night duty (23-07). It will also provide two 
additional Inspectors on variable hours in each 24 hour period e.g. (Sunday to 
Thursday 8-16 and 16-24 or similar) and (Friday and Sat 10-18 and 18-02 or similar), 
who in addition to nominated functional support responsibilities will provide 
operational resilience to the Oscar 1 for initial incident management.  
 
5(iii) Budgetary and staff  savings 

 
Norfolk  Suffolk  Combined lllllllllllllllll 

Officers = 8 
Staff  = 0 
Total = 8 

Officers = 8 
Staff = 0  
Total = 8 

Officers =16  
Staff = 0 
Total = 16 
 

Lllllllllllllllllllllllll 
Llllllllllllllllllll 
Lllllllllllllllllllllll 
 
Llllllllllllllllllllllllllllll 
llllllllllllllllllllllllllll 

Savings identified lllllllllllllllllllll 
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5(iv) Risks 
 

Risk Likelihood Impact Evaluation Controls 

Failure to adequately 
resource the core CCR 
inspector function will 
lead to continued 
operational impact on 
frontline inspector 
coverage, adversely 
affect performance and 
affect morale. 

4 3 12 

High 

Adoption and operational 

maintenance of the self-sufficient 

resource levels proposed. 

 

 

 

That insufficient 
numbers of Inspectors 
will be prepared to 
travel to neighbouring 
force to undertake 
Oscar 1 role having 
regard to Federation 
rules on distance/time 
permitted to travel to 
work 

3 3 9 

High 

Early consideration of which 

Inspectors might be posted into a 

newly collaborated CCR with regard 

to the site chosen. 

 
 
5(v) Training and Implementation Costs 
 
It is not anticipated that there will be any significant training or implementation costs 
associated with this particular aspect of the business case, other than costs already 
incurred to train and refresh CCR inspectors. 
 
5(vi) Summary 
 
The Capita report did not recommend a reduction in CCR inspector posts. However, 
as highlighted above the project team have identified a reduction of lllllllllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
 

            
           Recommendation 8 
 

Further to Capita’s recommendation to create a joint CCR and switchboard, the  
structure proposed for CCR Inspectors within this business case is agreed. 
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6 Other CCR Functions  
 
Norfolk  

 
6(i) Resolution Unit   
 
Purpose of the unit: Responsible for the slow time management of Norfolk 
Constabulary’s Grade C CADs, following the initial CCR deployment. Their core role 
includes receiving officer updates, managing customer expectations and providing 
advice and guidance to victims who call the unit. The team are also currently involved 
in an initiative with partner agencies aimed at reducing persistent caller activity.  
 
Resources: The team comprises of 1 sergeant, 1 scale 6 police staff supervisor and 
12 police constables.  
 
Cost £663,372 
 

            
           lllllllllllllllllllllllllllllllllllll 
 

llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
       

 
6(ii) Quality Assurance Team  
 
Purpose of the unit: Responsible for overseeing the constabulary’s quality of service 
in relation to keeping victims of crime informed. The team are also responsible for 
quality of service call backs and the management of service recovery issues. 
 
The following call backs are made by the Quality Assurance Team to selected victims 
of crime: 
 

 72 hour call-back investigated crime – attempted calls on average of 725 per 
month (quality of service, management of expectations and agreed follow up 
process)  

 1 month call-back – attempted calls on average of 525 per month (quality of 
service, management of expectations, and closure or agreed follow up 
process) on priority crimes  

 72 hour call-back on screened out crime – attempted calls on average 350 per 
month (quality of service, management of expectations, follow up enquiries 
and closure)    

 Service recovery  
 
The Quality Assurance Team is responsible for reporting against their 72 hour call-
back process on a daily basis through the Force wide level 2 DMM process. This 
enables the force to monitor performance and proactively deal with any service 
recovery. 
 
Their 1 month follow up call-back is both a review on the service provided and a 
quality assurance check ahead of any contact in relation to the outsourced User 
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Satisfaction Survey process. This is a statutory requirement from the Home Office the 
content of which feeds into national statistics. 
 
The 1 month data from the Quality Assurance Team is also fed into the Tactical 
Tasking and Co-ordination Group (TTCG) enabling the LPC to monitor and recover 
quality of service. 
 
The internal quality assurance processes appear to be resource intensive and an 
area of business where efficiency savings can be made. However at this time the 
project team has not had the opportunity to fully review the impact of the removal of 
current processes and provide suggestions as to how and where the work or 
elements of the work undertaken by this unit can be absorbed within the organisation. 
The establishment of the new Joint Improvement and Evaluation Team within Joint 
Performance and Analysis Department (JPAD) may offer such an opportunity and is 
an area to explore. As a consequence the project team have included the potential 
savings within the business case but the details of how this will be achieved still need 
to be worked through and will be shared as soon as available.                
 
Resources: The team comprises of 1 scale 5 police staff supervisor, 3 police 
constables and 3 scale 3 police staff researchers.     
 
Cost £282,297 
 
6(iii) Budgetary and staff savings 
 

Norfolk  llllllllllllllll 

Officers = 4 
Staff  = 4 
Total = 8 

lllllllllllllllllllllll 
lllllllllllllllll 
lllllllllllllllllll 
 
lllllllllllllllllllllllllllll 
lllllllllllllllllllllllll 

Projected 
Savings 

llllllllllllllllllllllllll 

 
 

            
           lllllllllllllllllllllllllllllllllllllll 
 

llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll

        

 
6(iv) CCR Resource Management Unit  
 
Purpose of the unit: Responsible for the management and operational resourcing of 
CCR and the Resolution Unit.  
 
Resources: The team comprises of 1 Scale 5 and 1 Scale 4 police staff members. 
 
 
 
 



V 3.2 (Final)   NOT PROTECTIVELY MARKED 90 

6(v) Contextual update 
 
It has already been agreed that this team will transfer to the RMU as of April 14 and 
has therefore not been included in the financial calculations within this business case.  
 
Suffolk 
 
6(vi) Police Direct 
 
Police Direct is a messaging service designed to provide subscribers with up to date  
sent by email, by text or by leaving a voicemail. It is free to join and subscribers can 
choose in which format(s) they wish to receive messages. 
 
The service provides a range of information relating to policing, which includes: 

 Latest information on local crime  

 Warnings about bogus callers  

 Crime reduction advice  

 Updates from the local Safer Neighbourhood Team  
 
Resources: the team comprises 3 x scale 3 police staff members 
 
Cost £73,700 and in addition further non-pay cost of £41,252 for IT services and 
support    
 

            
           llllllllllllllllllllllllllllllllllllll 
 

llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
llllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllllll 
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Appendix E 
CCR Project Potential Impacts 

 

Project Owner Current Position  Impact / Concerns 

Norfolk Policing 
Review 

Supt Jo Doyle Slow time response is being 
piloted in Norwich for an 8 
week period from January 
14  

Lllllllllllllllllllllllllllllllllllllllllllllll 
Llllllllllllllllllllllllllllllllllllllllllllllll 
Lllllllllllllllllllllllllllllllllllllllllllllllll 
Lllllllllllllllllllllllllllllllllllllllllllllllll 
Llllllllllllllllllllllllllllllllllllllllllllllllll 

ANPR Review Supt Katie 
Elliot 

Overseen by a Programme 
Board chaired by ACC 
Gareth Wilson.  

Additional resource in 
CCR to manage ANPR 
hits and subsequent   
deployments. 
Location, ownership of 
resource, conflict in 
deployment of 
operational resources,  
coverage 

Athena T/ACC Dave 
Skevington 

Overseen by a programme 
board chaired by T/ACC 
Dave Skevington  

Crime management in 
both forces to be aligned 
under Athena could either 
increase or decrease 
crime calls and 
management   

Information 
Management 
Review 

Hayley Youngs 
/ Tony Britain  

PNC Bureau line 
management change to 
collaborate and reduction in 
staffing levels 

Level and type of PNC 
checks expected in each 
CCR following change  

Operational 
Business Support 
Review 

C/Supt Bob 
Scully 

Lllllllllllllllllllllllllllllllllllllllllllllllllll 
Llllllllllllllllllllllllllllllllllllllllllllllllllll 
Lllllllllllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllllllllllllllllllll 

Llllllllllllllllllllllllllllllllllllllllllllll 
Lllllllllllllllllllllllllllllllllllllllllllllll 
Lllllllllllllllllllllllllllllllllllllllllllllll 
Llllllllllllllllllllllllllllllllllllllllllllllll 
llllllllllllllllllll 

Public Access 
Strategy 

TC/Supt 
Ransome 

lllllllllllllllllllllllllllllllllllllllllll Llllllllllllllllllllllllllllllllllllllllllllll 
Lllllllllllllllllllllllllllllllllllllllllllllll 
Lllllllllllllllllllllllllllllllllllllllllllllll 
Llllllllllllllllllllllllllllllllllllllllllllllll 
lllllllllllllllllllllllllllllllll 

CCR Resource 
Planning to RMU 

CCR Supts  Suffolk CCR duties 
transferred to RMU, Norfolk 
to be transferred April 14  

Withdrawal of workforce 
management tool to be 
replaced by DMS will not 
provide sufficient detail 
for real time management 
and therefore not realize 
identified savings in 
supervisor numbers.  

IR3 Strategic 
Change (Vicki 
Cowey) 

 Should benefit the CCR 
but implementation would 
need to be carefully 
managed 
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Project Owner Current Position  Impact / Concerns 

Mobile Data Project Insp Donohue Currently with ICT to assess 
viability of applications 

Demand reduction 
opportunity for CCR 
controllers if greater 
access to systems is 
undertaken remotely. 
Increased deployment 
(visibility and availability) 
operational personnel   

Suffolk Policing 
Review  
 
 

TC/Supt 
Ransome 

Review of Suffolk Local 
Policing Demand and 
resource allocation. 
Harmonisation of structures 
and business processes. 
CPC joint working cross 
border. 
 

Failure to harmonise local 
policing models will lead 
to issues regarding 
consistency of 
operational practice, 
performance and quality 
of service.  

 
 
 
 
 
 



V 3.2 (Final)   NOT PROTECTIVELY MARKED 93 

Appendix F 
CCR Demand Diversion 
 

Norfolk  & Suffolk Constabularies

CCR Demand Diversion

By Sandra Scott – CCR Project Team

RESTRICTED

 
 
 

Background

RESTRICTED

Identify value and failure demand from a customer perspective
Cheshire Constabulary undertook with the assistance of Vanguard (Systems approach) 
for all customer contact across the Constabulary (24,000 individual pieces of demand) 
– approach shared on POLKA 
Included Identification of avoidable and preventable calls received in each CCR on 
contact
Previous demand work in Norfolk Switchboard and now Suffolk Switchboard has 
identified opportunities to directly route calls via auto attendant    
Identification of options for diverting demand from CCR and potentially front line
Norfolk CCR undertaking demand reduction activities once call received according to 
incident type June 13 and JPAD looked at reducing demand in Dec 12
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Methodology

RESTRICTED

Identify statistically representative sample 95% confidence 
Project team spend time in each CCR to understand an overall perspective of what 
customers are asking us for not necessarily how we record under HOCR
Design and tested bespoke data capture template
Real time call listening from an unbiased view 
ICT provided calendar to book appointment and input data from template
CCRs provided overview for volunteers and supported initiative
Pilot undertaken with Strategic Change staff
Volunteers requested via Force News on 30th August  
Call listening undertaken 9th Sept to 6th Oct – 200 volunteers attended from students 
to ACC 58/42 of staff and officers
QA by CCR Supervisor
JPAD analysed data captured
Volunteers have gained and subsequently promoted an understanding of the work 
undertaken in the CCRs

 
 
 

Findings

RESTRICTED

1009 calls reviewed 53% Norfolk / 47% Suffolk

Calls reviewed are broadly in line with typical call demand

Vast majority on non-emergency number 74% reflective of current ratio of 101 / 999 
split

81.4% of calls made by Public

11% from partner agencies

13.1% not appropriate (136 calls), we still attended 25 of these calls
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Findings

RESTRICTED

What did the customer ask for? Norfolk Norfolk % Suffolk Suffolk % Total Total %

Report or give info 202 20.0% 205 20.3% 407 40.3%

Request attend or help 191 18.9% 137 13.6% 328 32.5%

Request update or further info 61 6.0% 40 4.0% 101 10.0%

Providing update/further info/asked to call 35 3.5% 45 4.5% 80 7.9%

Seeking advice or reassurance 33 3.3% 19 1.9% 52 5.2%

Other 8 0.8% 23 2.3% 31 3.1%

Silent Call 5 0.5% 5 0.5% 10 1.0%

Total 535 53.0% 474 47.0% 1009 100.0%

 
 
 

Findings

RESTRICTED

Avoidable calls that we are able to influence a reduction in:

• Request update or further information – 6%

Preventable calls totaled 27.9%,  an opportunity  exists to address the following:

• Police failure (e.g. Delay in attending) – 5.64%

• Expectations not met, 2nd call made – 1.48%

• Insufficient information given on previous contact (e.g. direct number not given) –
1.38% 

•Highest volume other agency calls (mental health, Ambulance) – 8.42% (but require
further analysis for opportunities)  
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Proposals for Consideration

RESTRICTED

That the Norfolk and Suffolk public web site is amended to make “Frequently Asked 
Questions” much more prominent enabling customers to self serve

That the officer’s calling card is standardised and includes an email address for contact

The customer’s email address is taken so they can be kept updated / informed of 
progress at any time

Self service opportunities – such as track my crime are further explored

Opportunities to reduce unnecessary demand with partners are further explored 

A joint team is established that follows the customer journey, keeping them updated 
and monitoring the service provided  

 
 
 

Thank you

www.norfolk.police.uk

www.suffolk.police.uk

RESTRICTED

 
 
 
 
 
 
 
 
 
 
 



SUSTAINABILITY IMPACT ASSESSMENT                                                                                                               Appendix G 
 

Officers preparing a Service Plan/Committee Report / Project are required to complete a Sustainability Impact Assessment.  The purpose of this Impact Assessment is to record any 
positive or negative impacts that this activity is likely to have on each of the Constabularies sustainability themes.   

BUSINESS CASE / PROJECT TITLE: BUSINESS CASE FOR JOINT CONTACT AND CONTROL ROOM AND SWITCHBOARD 

THEME (POTENTIAL IMPACTS OF THE ACTIVITY) 
POSITIVE 
IMPACT 

NEGATIVE 
IMPACT 

NO SPECIFIC 
IMPACT 

WHAT WILL THE IMPACT BE?  IF THE IMPACT IS NEGATIVE, HOW 
CAN IT BE MITIGATED? (ACTION) 

Use of energy, water, minerals and materials (consider 
increase in budget provision) 

   
The move from two sites to a one site centre and the collective 
reduction in staff will lead to a reduction in usage. 

Does the activity support the corporate strategy to reduce 
consumption of natural resources 

   As above 

Pollution to air, land ad water    
The move from two sites to a one site centre will reduce the use of 
utilities and reduce the pollution impact. 

Factors that contribute to Climate Change    

The move from two sites to a one site centre will lead to increased 
travel use and mileage for a percentage of the staff. Issue to be 
monitored and car sharing to be promoted. Force may wish to 
incentivise in the short term and consider assisting staff with travel. 

Protection of and access to the natural environment (new 
builds) 

   
If either existing site is used then this is not an issue. If however the 
decision is taken to move to a new purpose built premise then this 
issue will form part of the planning considerations. 

Travel choices that do not rely on the car     

Meet local needs locally    

The CCR is a centralised command and control function designed to 
assist operational personnel meet their local needs locally. If the 
transition from two sites to one is smooth then the operational 
impact should be minimal. 

Social inclusion / engage and consult communities    

Moving CCR to a single site in either Norfolk or Suffolk is politically 
sensitive. The internal and external communication strategy will be 
key to mitigating this risk and ensuring there is no negative public 
impact. 

Is there an increase in the use of vehicles (consider fuel, 
mileage, parking arrangements) 

   See above 

Accommodation / furniture / equipment - existing 
resources available 

   
The move from two sites to one is likely to result in a full 
refurbishment of furniture, with old furniture reused elsewhere if 
possible. Existing ICT equipment will be used. 
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EQUALITY IMPACT ASSESSMENT WORKBOOK  
 

          
 

EQUALITY IMPACT ASSESSMENT WORKBOOK 
 

FOR STRATEGIC CHANGE BUSINESS CASES 
 

 

  
Name of Business Case: Joint Contact and Control Room  
and Switchboard. 

 

Project Manager: Sandra Scott-Strategic Change  
 
  

This document replaces the generic initial and full impact assessment 
document, and must be completed in full by the Project Manager, and 
approved by the individuals below: 

 
 

Author 
Name: Sandra Scott 
Position: Project Lead 
Date:  26 November 2013 
 
Head of affected Joint CCR: 
Name: TBA 
Position: Chief Superintendent-Head of Joint CCR 
Date:  26 November 2013 
 
Diversity Unit Norfolk: 
Name: Abraham Eshetu 
Position: Corporate Equality & Diversity Manager 
Date:  26 November 2013 

 
Diversity Unit Suffolk: 
Name: Jennifer Powell  
Position: Chief Inspector  
Date: 26 November 2013 
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Section 1: Details of the business case 
 

1.1 Summarise the main aim(s) or purpose of the business case  

 
The principal aim is to provide a business case from which the decision 
to progress collaboration, the site location, the management and 
support structure and the level of resources to be used to run a joint 
CCR can be made. 
 

1.2 Identify individuals and organisations internally and externally that 
are likely to have an interest in, or be affected by, the business case 

 

 Chief Officers 

 PCC’s 

 CPC 

 CCR 

 Specialist Ops 

 Intelligence 

 Forensic services 

 Custody 

 Serious and Organised Crime 

 Professional standards 

 Public protection 

 Strategic Change 

 Corporate comms 

 Unison 

 Federation 

 HR 

 Finance 

 Estates and facilities 

 ICT 

 Legal 

 Public 

 Other emergency services 

 Partner agencies e.g county and city councils 

 Norfolk resilience forum 

 Suffolk resilience forum 
 

1.3 What factors could contribute or detract from the main aim of the 
business case? 

 

 The level of financial savings that can be delivered within the 
CSR2 period 

 The cost and time to implement 

 The impact on the quality of service provided to front-line 
officers/staff and the public 

 The political will 
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 The strategic fit and support of the current policing models 

 Level of organisational reputational risk 

 The impact on partnership working and localism 

 Implementation complexity e.g contractual, technological and 
legal 

 Scalability of the options in terms of regional police forces and 
partner agencies 

 Impact on staff 

 Impact on other constabulary programmes 

 Cultural fit 

1.4 Is there a public concern regarding the subject of the business case?  
If so, describe how these concerns have been identified. 

 

 A move to a single site CCR in Norfolk, Suffolk or a neutral 
location is likely to be politically sensitive and may result in some 
public concerns. Given the potential sensitivities, the decision 
was taken not to undertake any public consultation during the 
business case phase. However, should the decision be taken to 
move forward with a single site option then the importance of an 
effective external engagement/communication strategy becomes 
a key element. 

1.5 Provide details of any changes in legislation or national guidance 
which have pre-empted the business case 

 
The business case is driven by CSR 2 only and not as a result of any 
legislative or national guidance changes. 

 

 
  
Section 2: Consultation 
 

2.1 Which individuals and organisations internally and externally have 
been consulted or involved in the creation of the business case at 
this point in time, and how were they consulted or involved? 

 
Internal only at this stage 

 Chief Officers 

 PCC’s 

 CCR SMT 

 CCR Inspectors  

 CCR Supervisors  

 CCR operational staff 

 CCR support staff 

 CPC Lead 

 Operational police officers and staff 

 Joint Senior Managers – Norfolk and Suffolk (all Superintendents 
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& above and police staff equivalents) 

 Unison 

 Federation 

 Superintendents Association 

 Strategic Change 

 Corporate comms 
 
Consultation has and will continue to involve a mixture of face to face 
interviews and focus group sessions, the content of which has helped 
populate and shape the direction of the CAPITA report and Strategic 
Change business case. 

 

2.2 Has the business case been amended in light of the consultation or 
involvement, in relation to equality issues? 

 

 No amendments have been made but the content of the 
consultation elements have been included in the business case 
where appropriate. 

 
 

2.3 What further consultation is planned – who will this be with and when 
will it take place? 

 If the decision is taken to progress the one site centre option then 
further internal consultation will take place with CCR SMT,CCR 
Inspectors, CCR Supervisors and CCR operational and support 
staff, as well as CPC Senior management and operational 
personnel.  There will also be a need to undertake external 
consultation with the general public, both of which will take place 
prior to the implementation phase. 
 

 
Section 3: Impact of the business case 
 
All questions below should be considered from the perspective of all diversity 
strands, i.e. age, disability, gender reassignment, marriage and civil 
partnership, pregnancy and maternity, race, religion or belief, sex and sexual 
orientation and from the perspective of family status e.g. dependants or caring 
responsibilities and economic status. 
 

 
3.1 Are any groups of individuals disproportionately highlighted as being 
at risk of redundancy or subject to other impact as a result of the 
business case? 
 

 Yes, if the decision is taken to move to a Norfolk or Suffolk one 
site centre then the staff from the site not chosen will be 
disproportionately highlighted as being at risk of redundancy, 
whereas the staff already working at the chosen site will not. If 
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however the decision is taken to move to a neutral site then all 
existing staff would be at the same risk of redundancy. 

 
If so, can evidence be provided that selection of these individuals was 
not related directly or indirectly to any characteristic protected under 
equality legislation?  
 

 The posts to be affected by reduction and relocation were not 
selected directly or indirectly by any characteristic protected 
under equality legislation.  

 
Will any of these individuals be subject to an adverse impact compared 
with others highlighted for redundancy or similar impact? 
 
 

 Yes the relocation issue is likely to have an impact on some 
personnel with caring responsibilities and also some of those 
members of staff with disability. Accordingly these issues will be 
considered as part of the HR strategy and where appropriate 
reasonable adjustments made to reduce any potential adverse 
impact in accordance with the Equality Act 2010.  

 The requirements of individuals will be considered on an 
individual basis as part of the consultation process. 
 

Is there an alternative means of achieving the business case’s aim, 
objective or outcome? 
 

 No, various options were considered in preparing the business 
case but they did not achieve the full aims and objectives. 

 

3.2 What changes, if any, have been made to the business case already 
as a result of the Equality Impact Assessment to reduce adverse 
impact?   

 

 Strategic change have already had and will continue to have 
active engagement with HR/UNISON and Federation in order to 
understand and manage the legal, HR (including reasonable 
adjustment requirements where appropriate) and staff 
association issues and will look to minimise the impact wherever 
possible to staff. 

 
 

3.3 What changes, if any, were considered but not implemented? 

 

 At this stage no changes have been considered 
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3.4 If the potential remains for the business case to have a negative 
impact on members of one or more groups, explain why implementation 
is to continue and can this be justified? 
 

 

 If the decision is taken to move to a one site centre as a result of 
CSR2, then preventing a negative impact on at least one group of 
existing staff becomes unavoidable but will have been deemed 
necessary and justified as part of the constabularies’ broader 
spending cuts. 

 
 


