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GENERAL INFORMATION

I. SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED

This Case Study is a description on the development of special contact centres in the Swedish Police. The mission of the centres is to take care of all – non-urgent – information from or to the public, crime reports, report of lost property, general questions etc.

The basic and first information has been gathered in a special project on call centres in 2001 performed by ATK, through interviews with management, project leaders, employees and union representatives and also surveys in connection with the first project on building and establishing these contact centres at three islands in the Stockholm Archipelago by the Regional Police Authority in Stockholm. The development process has further been followed by ATK being part in a development project (2001 to 2004) in linking these three island centres together with a video-system in order to increase co-operation between the centres. Follow up information through interviewing management and a union representative has been done today – 2007. The final follow up has also included the general development of contact centres in the Police on a national scale in Sweden, to make the picture complete.
II.
GENERAL OVERVIEW OF THE CASE STUDY

Brief basic characteristics of 

· the companies involved: The Swedish Police, Regional Authority in Stockholm
· the business function: Police contact centres
· the units covered: Primarily the Regional Police Authority in Stockholm but also a short description of national development
· products and services: Public/customer contacts – crime reporting, lost property, questions on administrative police matters
· the restructuring: Global expansion, off shoring, merger of companies, integrating cultures and new organisational solutions
· the period of restructuring (when): From 2000 and onwards 
· numbers of workers in the companies 110 in the region of Stockholm, 220 nationwide
· geographic spread of value chain : Main land and the archipelago in the Region of Stockholm
III.
CASE STUDY FINDINGS


The organisation studied is the Swedish Police and their administration and organisation for public contact of non urgent nature - in coming telephone calls from the public reporting crimes, property lost, general questions on police administrative matters. For these contacts there have been a specific telephone number established, which now cover the whole country and is directed to the concerned regional police authority. The organisation varies over the country. Some regional authorities have built up small contact centres, while other co-operates on joint centres. Yet other authorities have a decentralised structure leading the in coming telephone calls to existent police stations. The focus is on the development of this organisation in the Regional Police Authority in the County of Stockholm from it being built up around the year 2000 and further developed until today. There will also be some comments on the national development.
1. Company and value chain (re-)organisation:

1.1.  (re)organisation of the business function, legal and ownership structures, company boundaries

The Stockholm solution to contact centres has been organised in one of the 8 districts – the one that comprises the northern part of the County including the Archipelago.  The Police Contact Centre (PCC) consists of 110 employees of which most are administrative employees, operators “hanging by the telephone”. In the organisation there are 10 so called preliminary investigation officers (trained policemen) who are in charge on decision making on the reports (further investigation, case closed etc)
The basic idea, which was discussed in the Stockholm Police in the late nineties, for organising the contact centres was to use call centre technology together with a suitable organisation to increase availability and service to the public and in doing this free police resources for operational police work. Many operative policemen in police stations were “locked” in taking crime reports in stead of being active in operative police work. The organisation in the Regional Authority in Stockholm consisted in the year 2000 of 8 districts and 40 local police districts. The employees consisted of fewer than 4000 policemen and 1000 administrative personnel. 
The plan was from the beginning to build up three small contact centres. They were in the beginning defined as reporting centres. The basic idea was to take care of crime reporting from the public that wasn’t of an urgent or important character for instance a crime under action, or with a known perpetrator. Complementing to this main task was also reporting of lost property, questions in different police administrative errands.  By this the local police stations would be relieved of a lot of reporting activities, often being handled by police officers. There was also an idea that reporting processes and other public contacts would be more efficiently planned and operated as well as improving the contacts with the public – easier to report crimes, availability etc.

The contact centres did not engage in the more operative contacts with the public. Handling the emergency calls went through a special Regional Communication Central.  
From the beginning the contact centres were organised as a part of a development project, with the project leader taking care also of operational management. The three centres, situated in three different islands in the Stockholm Archipelago, were built and staffed gradually over a period of two years. When finally established the three centres consisted of a total of 40 employees. The project was finished and the organisation was linked to one of the 8 districts – the one that was generally responsible for police operations in the geographical area (the archipelago). The area of responsibility was for the entire region, but it was considered operationally more effective if it was linked as close as possible to the operational police work. One important part of the organisation was the link between those taking the report from a citizen and the responsible police officer for the preliminary investigation of the crime reported.
After two years the contact centres were expanded. This was connected to an overall national strategy on building up contact centres in all regions in Sweden. This was partly done through similar organisational solutions as in Stockholm with specific centres but also through decentralised solutions using the established police precincts. Smaller regions could co-operate building joint contact centres.
1.2. (re)organisational and spatial aspects of the value chain 

An important aspect of establishing the contact centres in the archipelago – and not on shore in more central locations – was the ambition to create jobs in these remote areas. There was originally an initiative from the County Administrative Board on the assignment of the Government to create jobs through co-ordinated public administration in the Archipelago of Stockholm. The Police was one of the few authorities who responded in an active manner. The Stockholm Archipelago consists of over 20 000 islands, with 6000 residents at 150 inhabited islands.  Employment is mainly fishing, farming and tourism. 
Call centres was at the time (2000) one important measure of creating new jobs in the service sector. The County Board as well as the Regional Employment Agency and the concerned municipalities took active par in the establishment of the contact centres.

The three centres were built up over a period of two years. The management of the centres was placed at Norrtälje, head quarter for the north police district in the Region but also with the responsibility for the Archipelago. Norrtälje is on shore at the mainland, with other kinds of police work – criminal investigations, regular uniformed police etc.

Over the next years the operations grew through establishments of centres in both Norrtälje and at Farsta Police Station, in the centre/south part of the Region. Norrtälje is now the biggest centre with 30 employees and 15-20 employees at the other four centres. There is also a very small operation (3 employees) in a local police station on the southern cost but at the mainland.

The reason for expansion was partly due to a larger responsibility also for more complicated reports for instance with known perpetrator. Today the contact centres in Stockholm takes care of 50% of all crime reports. There are also the possibilities of reporting through e-mail or over the internet, which also need to be acted upon, answered etc by the contact centres. But most of the increased traffic came from the new national contact centre solution with one common telephone number for all contacts with the police all over Sweden. The calls were normally distributed to the concerned regional authority, but Stockholm could take care of a lot of the overflow (that is calls that didn’t get any answer in a specific amount of time). If you as a citizen/customer had to wait more than five minutes the call was relocated to another contact centre. 

1.3. contractual and power relation (main power resources of companies and units, forms of governance of the value chain)

The Contact Centres forms a unit in the Roslagen Police District (Norrtälje as HQ) and is a solid part of the organisation with a budget negotiated on a yearly basis. In this they have responsibility for the whole region, and also taking overflowing traffic from other regions.
Each local centre (the five, two mainland and three on the island) has a team-leader who together with the unit manager forms a management committee for the whole unit. Each group has two preliminary investigation officers (PIO) attached to it. These form a specific team as part of the unit.
2. Functions and overall workflow in the value chain
2.1. functions performed in the value chain, changes through restructuring, tasks carried out in different units, division of labour, workflow in core areas

The most important work process where the contact centres plays a role between the public and the police operative work is the crime reports. The contact centre operator gets a report on a committed crime, documents it in the crime reporting IT-system. This report is handled further on by the Preliminary Investigation Officer (PIO) attached to the group. A confirmation is sent by post to the reporting citizen. The PIO makes a formal audit of the quality and decides on if the errand should be investigated, by whom or written off as not possible to investigate. The investigations are then performed by the closest local police station/district by a criminal investigator.

The other tasks are mainly informative to the public. Here the contact centre performs the same kind of information as those at the local precinct receptions.

2.2. geographical structure of companies and units, spatial division of labour along the value chain, geographically distributed work

The process and the value chain of the most important process – crime reporting can be described as follows:
	Process
	Actor/action

	1. Reporting of a crime
	Citizen to PCC or local police station

	2. Administrating the information on the crime
	PCC-operator or local police station

	3. Confirming to citizen
	PCC –operator or local police station

	4. Preliminary investigation
	PIO PCC or PIO LPS

	5. Investigation
	Police district or regional investigation team 

	6  Case closed or to trial
	“


2.3. temporal aspect of the workflow, the role of time and flexibility, consequences of restructuring
The Contact centres are manned and open for public between 0700 and 2200 every day. Staffing is made through periodic planning based on the character and fluctuation of the traffic but also to a certain extent to the individual needs. There is a constant problem in getting adequate staffing for the hours of intense traffic – like early mornings and afternoons or in conjunction with large events and/or holidays etc. There is a service target (defined by the national government) set on 90% of the calls being answered in maximum three minutes. If this is to be up held there is a need for overstaffing over certain periods of the day, over the week and over the year. 
This creates planning problems which can’t be solved by having more on demand employments or by using subcontractors. To a certain extent the national co-operation can handle some of the problems. On demand employment is not possible due to the local agreements on employment and working time. Using sub contractors is not possible due to the need for competence and relation with the PIO.

3. Changes of employment 
3.1. employment structures (categories of workers, basic gender relations, employment contracts) including changes

The contact centres operators are administrative employees in contrary to the PIO who are trained police men with an educational background in the Police Academy. In Stockholm there are 10 PIOs (male dominated) and 100 administrative employees (over 90% women). Nationwide there are about 230 labour years involved in the operations but about 700 employees if you also count those with part time work at the regions with a distributed technology and decentralised organisation.

3.2. employment conditions (terms and conditions, contractual flexibility), human Resource Management and internal labour market (including changes)

The terms and conditions at work are regulated through central (state level) and local agreements (Regional level). 

The working hours are 38 hours a week planned in a period of six weeks. About 10-20% is part time work. Especially at the island centres there are those (about 20%) who have a part time work at the centre combined with another job for instance in the tourist industry. The normal wage for an operator is around 2000 euros a month with a couple of hundred more for team leaders and PIOs.
3.3. negotiations on changes in employment (redundancies, transfer of workers etc) and employment conditions 

The establishment of the first three call centres was built up with the support by and co-operation with the local unions. All along the development of the Police Contact Centres has been supported by the unions of the administrative employees (ST) as well as the Police Union. 
There are two important reasons. Firstly the centre operators are a new emerging administrative profession in the Police and in this works as an alternative career path for administrative employees.  Recruitments have been made externally especially in the islands amongst island population, but also internally (mainland). Nationwide there has been some problems getting internal recruitments due to a shift in location. But still no one has been laid off. In a continuing development nationwide there are discussions on establishing 3 – 5 large centres over the country. This might cause problems due to need of relocation and demands for geographical mobility. Secondly no redundancies have been defined as effects of the establishment of the centres. Instead it has relieved contact pressure in the local police stations.
3.4. impact on quality of work

During the first establishment years a work environment study was made by the employees at two of the islands. From this enquiry we could find that the two most important qualities at work were the customer relations and social relations with colleagues. And in these aspects the results were good compared to other call centres. Also participation and managerial support scored rather high. The problems expressed were mainly the intense character of the work (customers on queue) and that of being tied to the work place, the telephone and the computer. 
There have been some developments of tasks where using the telephone is not necessary, where crimes can be recorded over the internet or by e-mail. This still means locked to the computer but not to having the citizen in the telephone and more hanging on the line. Early on there was also other tasks like taking care of graffiti complaints but has not been considered as suitable tasks. Getting the centres to take responsibility for typing out interrogations has also been tested – but was found difficult to combine due to the high time demands on these tasks.
4. Changes of work organisation 

4.1. content of work, cooperation, managerial control, spatial aspects (distributed work, workers‘ mobility), role of customers (including changes)
The organisational development of the contact centres can be seen in three steps. First was the establishment of the centres and moving part of the public calls (crime reports and other general issues) from the local police stations to the centres. This was of course a completely new organisation. There is no record of a changing organisation at the local police stations – taking reports and communicating with the public – were often added tasks to reception work etc, both for administrators and policemen.
The organisation of the first three island groups followed a traditional way of creating teams on each island with their own team leaders. The project leader had a joint both development and operative responsibility and was after the project period replaced by a unit manager. PIOs were added to the teams but were located at the police district together with the management on the mainland (two during the establishment period). After the establishment of all three units and the management participated in an experimental project using video technology for joint co-operation in real time between mainland and two of the islands. The purpose was to create cohesion between the groups – joint planning, discussions face to face and generally create a team feeling between the islands. This was not successful partly because of technical failure and partly that the demand from a work perspective on direct cooperation was not that forceful. 
The second step meant an expansion of the operations and the tasks – more qualified crime reports and a wider geographical responsibility. Two new locations were established on the mainland. The number of PIOs increased. The basic work organisation remained intact – rather self regulating groups (especially those at the islands) with team leaders and PIOs (two per team/location). The new mainland teams were located together with other police operations. This has created some differences in that the mainland groups are more closely linked to the police organisation while the islands teams have developed more independency.
There are two kinds of managerial and quality control systems. The team leaders get monitoring from the system – but only on group level. The PIOs act as quality auditors in commenting and feed backing on the documented crime reports from each operator. This is parallel with the PIO performing his normal tasks as a PIO in general – judging and disseminating the case in the organisation. There is little disturbance among the employees on control and monitoring.
4.2. organisation of working hours, differentials in working hours between companies, temporal flexibility (including changes)

The Contact Centres have a specific 6 weeks period planning system for the staffing over the hours and days. The basis for this is some “must-hours” where it is necessary with a high staffing. From this every team with each team member puts forward their wishes leaving the first team to choose rather freely and the last to fill up what’s left. To make it fair there is a continuous shift in which team to make the first choice.
4.3. functional flexibility, team working (including changes)

Every team member has to be competent on every task – there is no formal specialisation in dedicated tasks to certain positions. Every operator than has to be flexible in the range of the complete quantity of tasks. Due to the expansion some specialisation has been necessary.
4.4. impact on quality of work

There is generally a high satisfaction on the work situation as earlier said. Very few feel over monitored. 100% feel that they have major influence on their working time and also express a good work-life balance. If these figures are accurate after six years is though still too early to say.  All these measures were done during the initiation period. If this also is evident for the new mainland teams is uncertain. But on the other hand – the work content has not changed that much over this period.

5. Skills, knowledge and learning
5.1. formal skill structures (including differences between men and women) and actual skill needs

The general skill demands for the work as operator is more on a personal level – service attitudes and social competence.
The call centre operators in the original island teams were in much recruited from the island inhabitants, some also from the close mainland. There were no demands on a formal police and/or administrative background. Experiences from different part of the society were considered equal as important. The necessary basic competence for the tasks were give through introductory training for four weeks combined with two weeks of practice under supervision. This has developed over the years and applied to the new establishments. For these there were also internal recruitments from communication centrals, local police districts etc. The developed and adjusted training now comprises of two weeks of applied legal training and after that necessary supervision combined with study visits at the local police districts. 
There is a discussion of making this training nation-wide for all of the centres over the country. For the moment there is no such general demand among the other regions.

There are also discussions on alternative tasks and career paths where you could combine other development tasks for administrative parts of investigation work (also freeing police resources) and at the same time getting the organisation more flexible.

For the PIOs there is a formal demand on exam from the Police Academy and some years as a working policeman and investigator.
5.2. knowledge intensity of the different tasks, standardisation and formalisation of work

Many of the tasks demand knowledge on criminal investigative work and what is important in the early stages for instance of getting the right information, using the right concepts and document them in a thorough way. For the operators being close to the PIOs is an important aspect. This has been especially important for the new tasks on taking reports on crimes with a known perpetrator which demands special knowledge and more intense supervision. The way in which crime reporting should be done is well standardised and codified in a specific IT- System (RAR) for all crime reporting – be it at the centre or at a police station. Much of the communication between the operator and the PIO is done through the system.
5.3. learning opportunities, training policies 

As earlier said the Stockholm Police has developed a standard introductory program which has not (yet) been established over the country. For the operators the PIO functions as mentors giving continuing feed back on quality and procedures through their control function. The PIOs get further training as every other police investigator.
There are discussions now on making practice at the contact centre as part of the Police academy training. Police academy trainees have over the last year been used as substitutes during summer holidays.
5.4. impact on quality of work 

By establishing contact centres one can say that a new administrative profession were created, which is considered as a good alternative career path for the administrative personnel. Through recruitment and training policies the demands are becoming clearer and the operator is slowly growing into a profession of its own with its own status. Suggestions on a certification process have been put forward.
6. Industrial relations & regulations

6.1. forms of workers’ representation

The operators are to a 90% degree organised in the Union of Civil Servants (ST) and the PIOs in the Swedish Police Union. These are also nation figures. In the Stockholm PCC there is a union work place representative as well as an Occupational Health and Safety representative in every team. These functions could be shared or divided between two different persons. The OHS-rep is also considered a union function but is regulated through the Act on Occupational Health and Safety with specific rights concerning OHS.
The unions, especially ST, have been very positive to the restructuring. Most important has been the possibilities of creating a new administrative career besides the other rather limited career opportunities in the Police organisation for administrative personnel. 

6.2. information and consultation, issues of negotiations

The development of the contact centres in Stockholm was done with positive support from the unions. It has been done in the framework of the Act on co-determination and in part local agreements on co-operation based on this act where those exist in the regions. The basic principle has been that the employer has negotiated before the change. From ST important issues in the negotiations has been creating self sustaining units and not disseminating the contact centre tasks among existing organisational units. Other issues have been establishing formal and mandatory introductory training.
The information and consulting on the day to day running of the operations in the Stockholm PCC is conducted under a specific agreement on co-operation. This builds on decentralised decision making all the way down to the teams. In so called work place meetings all things around the work situation is informed and discussed between the team leaders and the operators. Things that can’t be solved at that level is discussed in local co-operation groups on unit level between the unit manager and the work place and OHS reps.
6.3. impact of national and European regulation (on the involvement and negotiation of consequences of restructuring,) and problems of enforcement
The impact of national action on the development has bit been any specific rules or regulations. But important has been the national politic ambition of using contact centres as an important job creator in remote or job crisis areas.
Discussion on the application of the Directive on computer work from the National Board on Occupational Health and Safety has influenced not the organisation of the call centres per se but the shaping of the work environment in the centres.

6.4. pressures on regulations and national institutions

No pressures have been seen

7. Conclusions

7.1. basic characteristics of the case

The establishment and development of the Police Contact Centres is one example of how public authorities, in this case the Police, can improve the contacts (service levels and availability) with the citizens through building up new organisational units with IT- and telephone support and in this create new professional roles. This also encompasses possibilities to rationalise important police processes, in this case primarily crime reporting and the early stages of criminal investigation. The Police case also illustrates another driving force in this development – using these organisational solutions as job creating in areas with high unemployment.

In contrast with many other public contact centre establishments this has also been actively supported by the unions as a part of a professional development for their members. In other instances there has been doubts if these centres are sustainable but for employment and work environment in the long run.
7.2. importance of the case for the WORKS research questions

Changes in work organisations from the perspective of global restructuring
Through the use of IT and the contact centre organisational solution the Police has straightened up the processes of crime reporting and in this also improved their service levels towards the public. If this has been an efficient solution in terms of resources saved in other parts of the organisation (freed time of trained policemen) has not been calculated and is yet to be seen.
The restructuring is still an internal re-organisation of the value chain – focusing on the contacts with the citizens and in this in one way rationalising the organisation from the customer perspective in combination with the technological possibilities. One should be aware of that it is the combinated ICT or call centre technology that has supported. But at the same time parts of the Police organisation has used the technology in the framework of the existing organisation making it a decentralised contact centre. You could say that at present the police nationwide stands at the crossroads choosing between a highly centralised structure – 3 -5 centres all over the country – and a more decentralised based on technology rather than organisational solutions
Changes in use of knowledge and skills 
The contact centre operators is for one part a general service – a centre for information and for the other part the first link in the errand operations. In the later sense it shows the professionalisation of customer contacts – in the Police case the first part of the criminal investigation process.
Before the change crime report receivers often were professionally trained policemen. This was in many cases, especially for simpler errands, considered a waste of police resources. By this new professionalisation “in between” the citizen and the police operative work has lead to new competence demands and that the function of a police trained Preliminary Investigative Officer becomes more important.
In the early establishments skill demands on the operators were rather vague and focused on general competence (social and service oriented). The introductory training in for instance police work was extensive. In the later mainland establishments there have been more internal recruitments. The introductory training has been cut down but has also been formally established in the Stockholm region. Nation wide this is not the case, but there are discussions on a nation wide training.
7.3. impact of restructuring on quality of work and quality of life


In one sense the quality of work in the earlier establishments was at a rather high

level – social contacts with customers and colleagues were highly appreciated. The

quality problems was, as in other contact centres, the intense work locked to the work

place. This has put forward the question if the work in itself in the long run is

Physically sound.
 The most important effect on the quality of life has been the establishment of the island centres. This has enabled people to get work close to home and with lesser needs for transportation – if possible. This has also lead to flexible solutions combining part time work at the centre with other work in the Archipelago
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