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23 MARCH 2015 
 

PUBLIC CONTACT LOCATION PRIORITISATION FOR DETAILED DESIGN 
 
Issue 

1) The decision on the location(s) from which the future collaborative Bedfordshire, 
Cambridgeshire and Hertfordshire (BCH) Public Contact service will operate is a key decision that will 
have a significant impact upon our staff, on service delivery and will be of interest to the public. It is 
therefore critical that a clear and robust approach to the analysis and development of the final project 
recommendation is agreed up-front. This will ensure that senior project stakeholders, including Police 
& Crime Commissioners (PCCs) and Chief Officers (COs), are aware of and satisfied that the analysis 
undertaken meets their requirements. 

2) The OBC decision to explore a one or two site location configurations means five locations are 
currently being considered as potential sites for future collaborative Public Contact services. These 
five sites were highlighted in the paper at Appendix H of the OBC. It is not considered feasible to 
complete the design work required to allow assessment of all possible combinations of five locations, 
at a level of granularity and maturity suitable to underpin the FBC decision, within project plan 
timescales. As a result this paper builds the process of early engagement to identify a suitable short-
list of location permutations. 

3) This paper sets out an assessment of the possible locations and their suitability for future 
collaborative Public Contact services. As a result of this assessment it presents a recommendation of 
the locations that should be prioritised in the detailed design work and presented in the FBC options.  

4) It should be noted that, although this paper identifies those locations to be prioritised for 
detailed analysis, no locations will be excluded from future consideration until the FBC decision is 
taken. Those locations that have been deprioritised will be considered as part of detailed analysis 
should there be sufficient strategic or operational justification. 

Background 

5) Public Contact services in support of BCH forces are currently provided out of the following 
locations: 

 Bedfordshire Police Headquarters (HQ) at Kempston 
 Cambridgeshire Police HQ at Hinchingbrooke 
 Copse Court at Peterborough 
 Hertfordshire Police HQ at Welwyn Garden City 

 
6) A potential location that could house Public Contact services outside the current estate has 
also been identified – the empty Area Fire Control Centre at the Cambridge Research Park, 
Waterbeach. 

7) As a result of the OBC decision taken in January 2015, it was agreed that future Public 
Contact services will be delivered either by two mirrored sites, or by a single site. As a consequence, 
at least two of the existing sites will no longer deliver Public Contact services post implementation of 
the collaboration project.  
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8) In Appendix H of the OBC the following high-level conclusions were drawn in relation to the 
ability of the five locations to support a one or two site location configuration on the basis of available 
capacity alone: 

Table 1: Location configuration analysis at OBC 

Configuration 
Bedfordshire 
Police HQ 

Cambridgeshire 
Police HQ 

Peterborough: 
Copse Court 

Hertfordshire 
Police HQ 

Waterbeach 

Single Centre Not Feasible 
Feasible with 
expansion 

Not Feasible Feasible 
Feasible with 
adaptation 

Two 
Mirrored 
Centres 

Main 
Site 

Not Feasible 
Feasible with 
expansion 

Not Feasible Feasible 
Feasible with 
adaptation 

Second 
Site 

Feasible Feasible Not Feasible Feasible 
Feasible with 
adaptation  

 

9) However, it was felt that a more comprehensive assessment of each possible location, 
incorporating factors in addition to capacity, would be required in order to identify the priority locations 
for Public Contact operating model design. 

10) The decision to withdraw Public Contact services from existing sites will likely be subject to 
intense interest and scrutiny by Public Contact staff, unions, local politicians and residents. It will also 
have an impact on resource and estates planning across the three forces. It is therefore critical that 
the process followed to make the final location decision is clear and auditable and agreed by all three 
forces. 

Progress 

11) Two key decision criteria have been identified in order to assess the suitability of each location 
for collaborative Public Contact: 

Table 2: Location decision criteria and definitions 

Criteria Definition 

Operational 
Risk 

The most significant operational risk captured in the Public Contact Project risk log is the significant 
loss of experienced staff due to the requirement to move location. This could also be exacerbated by 
an inability to recruit new staff with the required skills. Whilst it is individual circumstances that will 
determine whether or not a staff member leaves or moves location, and work is not yet complete to 
determine the specific skillsets and quantities required in future Public Contact, understanding the 
number of existing staff currently based at each site (or within easy commuting distance) provides a 
broad indicator of the level of risk carried in each location.  

An analysis of the impact on individual commutes has been undertaken to determine the level of risk 
and identifies those staff for whom a new location will increase their travel time by at least 50% 
(minimum journey length of 45 minutes). This is considered a sensible indicator as to the likelihood of 
whether a new journey is deemed reasonable based on the outcome of previous collaborations which 
have involved a relocation out of force area.  The cost impact of an increased commute should also be 
considered, particularly for those staff who are paid at the lower grades.  The average commute for all 
current staff in scope is 13 miles with an average journey time of 23 minutes. 

Another key driver of risk is the level of change required to a given location in order to run Public 
Contact services, particularly technological change and the requirement to install/update police and 
Public Contact specific technologies in sites. 

Scalability The potential the site offers to add additional services to Public Contact and therefore to 
accommodate and support more staff within the location (without significant negative impact on 
physical work environment). This will be increasingly important if the decision is taken that the Athena 
Investigations Management Unit (IMU) falls within Public Contact scope as this function will potentially 
require additionally space.  
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12) The use of ‘Cost’ as a criteria was also considered; however, it was decided that the true costs 
as a result of each location can only be determined through detailed analysis, which is not available at 
the time of writing this paper. 

13) Each location has been scored as ‘red’, ‘amber’ or ‘green’ (with ‘green’ indicating relatively 
high operational risk as a result of closing the site, low operational risk in retaining the site, and high 
potential for scalability) against each of these criteria with full justification captured. The results of this 
assessment are presented below.  

 

Table 3: Location assessment and justification 

Location Criteria Assessment Justification 

Bedfordshire 
Police HQ 

Operational 
Risk 

 There are 178 Public Contact staff at Bedfordshire HQ, 23% of the 
total staff population.  

Bedfordshire HQ is approximately 25 miles south of 
Cambridgeshire HQ, 35 miles north of Hertfordshire HQ, which are 
the two closest other locations options. If Bedfordshire HQ is 
selected as a future location instead of either Cambridgeshire HQ 
or Hertfordshire HQ, there would be approximately 150 staff 
members in each case who would face an increase in their journey 
time of more than 50% and a future commute of more than 45 
minutes. In contrast, if Bedfordshire HQ were to close 
approximately 45 staff members would face this level of disruption 
if staff were relocated to Cambridgeshire HQ (110 if staff were 
relocated to Hertfordshire HQ. Therefore it is considered relatively 
low operational risk to close Bedfordshire HQ. 

In addition, there would be considerable investment required in 
order to ensure the facility is fit to run collaborative public contact 
services, resulting in a small amount of additional risk of disruption 
to operations during implementation. 

Scalability  Facilities are currently at capacity and there is no opportunity for 
scalability without significant future investment.  

Cambridgeshire 
Police HQ 

Operational 
Risk 

  There are 140 Public Contact staff at Cambridgeshire HQ, 18% of 
the total staff population. If Cambridgeshire HQ were to be closed 
down, the vast majority of these staff would face increased 
commuting times of at least 50% to over 45 minutes to either 
Bedfordshire or Hertfordshire HQs. This would be reduced in the 
case of moving to Copse Court or Waterbeach; however, neither 
site could accommodate this number of staff without significant 
disruption and investment. 

In contrast, there is potential to support additional staff at 
Cambridgeshire HQ with a lower level of change and operational 
risk limiting the risk of losing large numbers of experienced staff as 
a result of moving operations from Copse Court (17 staff with a 
significantly increased commute) and Bedfordshire HQ (45 staff) to 
Cambridgeshire HQ. 

Scalability  Although there is capacity at Cambridgeshire HQ to accommodate 
staff in a single site option, this would require relocation and 
rationalisation of the ICT function, which currently occupies the 
lower floor of the facility. There would also be a requirement to refit 
the facility, removing existing management offices etc. 

These issues would become increasingly significant if there were a 
drive to scale up to accommodate additional services.  
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Location Criteria Assessment Justification 

Copse Court 

Operational 
Risk 

 
 

 

  There are 116 Public Contact staff at Copse Court, 15% of the total 
staff population.  

The location is to the far north of Cambridgeshire, 20 miles north of 
Cambridgeshire HQ, which is the only other site within 40 miles of 
Copse Court, and is therefore likely to be unattractive to large 
numbers of existing staff who would have to transfer from other 
sites, increasing the risk of losing key experienced staff. In 
contrast, 17 staff members would face significantly increased 
commutes if Copse Court were closed and staff relocated to 
Cambridgeshire HQ.  

In addition, significant disruption would be required in Copse Court 
to accommodate more Public Contact staff.  

Scalability  Although Copse Court is a large site, the area occupied by public 
contact services is small and therefore it would require an high 
level of disruption to other functions to be used as a single site, 
much less to be expanded to support additional services. 

Hertfordshire 
Police HQ  

Operational 
Risk 

  There are 341 Public Contact staff at Hertfordshire HQ, 43% of the 
total staff population.  

The greatest proportion of Public Contact staff in the region work in 
Hertfordshire Police HQ; therefore it would be very high risk to 
close this site, particularly given the expansion limitations within 
other sites. If Hertfordshire staff were to move to Bedfordshire over 
150 would face significantly longer commutes; in the case of 
moving to Hertfordshire HQ this increases to over 200.  

In addition, Hertfordshire HQ could accommodate additional staff 
with relatively limited investment and change, although it is 
relatively distant from the other existing locations (35 miles south of 
Bedfordshire HQ, the nearest site), which would result in higher risk 
of staff leaving as a result of their jobs moving to Hertfordshire HQ.  

However, one risk associated with the location is the proximity of 
the London which can be a draw on trained resources and can lead 
to increased turnover.  Salary costs are naturally higher at this site 
than the other locations to maintain staff retention.  

Scalability  The location is of sufficient size that it could be scaled up to provide 
additional services with limited additional investment. 

Waterbeach 

Operational 
Risk 

 There are currently no staff at Waterbeach and therefore the use of 
this site as opposed to other local sites (the site is 20 miles from 
Cambridgeshire HQ, 35 miles from Bedfordshire HQ, and 40 miles 
from Copse Court) would inevitably require significant staff 
movements resulting in high operational risk. 

In addition, significant up-front investment and change would be 
required in the facility to be fit-for-purpose for police public contact 
as, unlike other options, public contact is not currently provided 
from this location. Adaptations would be required to the internal 
layout of the building, in addition to substantial ICT investment to 
introduce the required infrastructure (e.g. installation of Airwaves 
provision).  

Scalability  In addition to the high upfront investment required to make the 
location fit-for-purpose for use as part of a two-site option, the 
changes to the facility to use as a single site or expand the service 
would be prohibitively expensive as they would require possible 
extension and substantial re-fit. This would need to be delivered 
within the PFI constraints outlined in the cost assessment against 
this site.  

 

14) This assessment represents the initial view based on input from: 
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 Project Sponsor ACC Michelle Dunn 
 Deputy Change Director Parjinder Basra 
 Project Lead Simon Megicks 
 Bedfordshire Estates Lead Nigel Achurch 
 Cambridgeshire Estates Lead Colin Luscombe 
 Hertfordshire Estates Lead Ian Potter 
 FCR Design Lead John Nelms 
 Public Contact HR Lead Lucinda Tonathy 
 
15) This paper will be circulated to wider project team members and key stakeholders for review 
and update to ensure that it reflects a common consensus.  

16) As a result of this assessment, Cambridgeshire and Hertfordshire Police HQ have been 
identified as the most suitable locations for future collaborative public contact services. The three 
constabularies are currently carrying a significant number of high risks associated with the 
collaboration programme and other major change programmes. Changes to public contact functions 
within the police service are notoriously difficult and have often resulted in a failure of the service and 
a move to reduce the sites from which we operate will present additional risk. On the basis of 
operational risk, Cambridgeshire and Hertfordshire HQs offer considerable advantages over other 
locations. The other options should not be rejected at this stage; however, analysis should be focused 
on these two locations given the low appetite for carrying additional risk at this time.  

17) In order to complete the location decision analysis and identify FBC recommended 
configuration and location(s), over the next few weeks the Project Team will: 

1. Determine feasible combinations of prioritised locations given space required for expected 
staff numbers (this will result in the confirmed FBC options); 

2. Determine Estates strategies in each feasible combination (i.e. how would the wider estate be 
changed if public contact services were no longer at a site or if additional accommodation at 
the site were required); 

3. Determine Information Communication Technology (ICT) change requirements for each 
feasible combination; 

4. Assess implementation and operating costs each feasible location combination; 
5. Complete full (financial, qualitative and risk) investment evaluation of each feasible 

combination to identify recommended option; 
6. Communicate recommended option to senior project stakeholders through FBC review 

process, incorporating feedback received to enable a final decision. 
 

Recommendation 

18) The Board is asked to agree: 

1. That the Project Team should prioritise Cambridgeshire HQ and Hertfordshire HQ for detailed 
design and analysis as locations from which future collaborative Public Contact services could 
operate. 

Finance 

19) The outcome of this paper will direct FBC financial analysis. The Finance workstream within 
Public Contact will play a key role in supporting the detailed location appraisal process. 

Communications and Stakeholder Engagement 
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20) Communication and stakeholder engagement will be considered carefully as the Project Team 
progresses the analysis given the important nature of the decisions that will be made. 
Miscommunication may cause business-as-usual operational issues due to falling morale and 
increased uncertainty if staff believe a decision has been made about Public Contact locations before 
the decision has taken place and been formally communicated post-FBC.  

21) The key message as result of this paper is that no decision on the location(s) that will be used 
by the collaborative Public Contact service will be made until FBC. The recommendation in this paper 
will allow the Project Team to focus detailed analysis on a manageable number of locations and 
configurations; however, the Project Team will continue to consider the viability of all options and will 
include deprioritised locations in the detailed analysis should there be sufficient strategic or 
operational justification. 

22) There is no requirement for proactive communication with staff as a result of this paper; 
however, the above message will be communicated if an enquiry on the approach being taken is 
received. 

Impact on Plan 

23) The approach outlined in this paper aligns with the current project plan to deliver the Public 
Contact FBC by the end of May 2015. 

 


