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Dear Sir,

We are pleased to present our report on the Organisation Study
of the Directorate.

In formulating this report we have taken account of comments
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recommendations.
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1.1

INTRODUCTION AND OVEIVIEW

Introduction

This report contains the findings of our Organisaticn
tuay of the Directorate, and our recommendations for
change.

The decision to commission this study was taken during
the course of our design of a management accounting and
budgetarvy centrel system for the Directorate. It
became evident tc us that, although it would be
possible to design a working system which reflected the
existing organisation struckture, this would not be in
the Directorate's best interssts. Given the debate
already under way concerning the organisation ana
management methods of the Diractorate, we came ko the
conclusion that a working system too closely tied to
the existing structure would not be cost-sffective.
Thisg view was reinforced by the CCTA strategy study.

It was therefore agreed that we would suspend work on
designing the management acccunting system at a point
Ffrom which it could eagily be resumed, and undertake ah
organlsation study. The term2 of reference were to:

- review the present functions and organisation of
the Directorate;

- make recommendationz to make it financially
self-supporting, accountable and capable of
affective competition with outside suppliecs.

Overview

Our study has concludea that the Directerate can only
meet the ¢riteria set out in our terms of reference by
taking on the characteristics of an independent
commercial organisatioen. Our recommendations have been
formulated with this new concept in mind.

Introducing this new concept will not be easzvy. Success
in deing this will depend partly upon radical changes
in the organisation atructure and modus cperandi of the
Directorate, and partly upon achieving greater
autonomy. Thia implies a relaxation of some of the
constraints imposed by Central Government regulations
and procedures. Freedom from these congtraints will
allow the development of sound business methods
aessential if the Directorate is to become financially
self supporting, accountable and capable of =ffective
competirion with outside suppliers.



Cur report contalns some strong criticisms. These are
a blend of ocur wisws and the views of those wa have
interviewad., These criticisms need to be interpreted
in the context of the environment in which the

irectorate's management are expected to manage. wWe
nave already mentioned some of the constraints. These
are exacerbated by the lack of clear objectives or
statement of overal! purpose. We have been impressed
by the positive attitude of senicr management who have
shown a clear willingness to change. We are confident
they will receive our criticisms in the constructive
spirit in which they are intended.

Report Structure

Cur main conclusions and recommendations are summarised
in Section 2. In Secticn 3 we examine the
institutional framework within which the Directorate
has to operate. Lo subSeguent secticons we examlne in
detall the existing organisation and management and
make propozals Eor change. We also consider the
implications of these proposals for future systems
development. The final section diacusses the
implementation ¢f our recommendations.



SUMMARY OF COMCLUSIONS AND RECOMMENDATIONS

During the course of cur review we have observed that:

- there 1s no statutory definition of the role or
organisation of the Directeorate. 8o far as we
can tell, therefore, there are ng statutory
constraints upon the Directorate carrying cut a
radical re-organisation if it =0 wishes (see
Section 3.1.3),

- the Directorate has no clear objectives. This
reduces managemenk effectiveness and means that
there is na framework within which managers can
strike the rignt balance between service and
cost (3.1l.4});

- relationships with the Police Department are
informal and not based on regular, structured
management information (3.2);

- charging arrangements are complex, they do not
identify the full cost of services provided, and
do not relate charges to work done; (2.3);

- the Directorate iz subject bto Central Government
constraints, including the prevalence of central
controls, and the lack af delegated authority
(2.4 ana 3.5);

- in the eyes of its customers the Direckorate is
dependable, 1s willing to provide the beat
possible service, and has a wide engineering and
malntenance capapility (4.6.2);

- senior management recognise the need for _
organisational change and appear to be willing
to change {4.6.2):

- the organisational and management structure is
fundamentally flawed in that it lacks:

. . clearly defined reporting relatiocnships;
. a clear distinction between a EBoard of
Managemenkt responsible for policy and a

management charged with its execution;

. a clear aistinction between operational
activities and =support functicns;

. clearly defined responsibilities;

. accountability (4.%5.3);



- certain key management functions are not
afforded sufficisnt staktus in the organisation
particularly project, commercial and materials
management (4.6.4);

- the organisation lacks commercial and managerial
expertise (4.6.4);

- there is no formal project management
methodology {(4.6.4);

- the Directorata has little guantitative data on
which to measure workload s0 as to provide a
demanstrable relationship between warklpad,
employee productivity and number of smployees
required {4.6.3};

- major defigiencies in management information
systems make it almost impossible Eor senior
managers to plan, monitor and control activities
gffectively (4.68.5);

- the Directorate is having difficulty in keeping
pace with technical developments, pacticularly
in the newer technologies. Most of the
technical staff are kechnicians, rather than
chartered engineers, and their potential fer
further qualifications and development is
limited (4.6.6):

our recommendations for organisational and management
change are summarised below. An essential feature is a
change from the characteristics typical of a government
depar tment to those usually found in well managed
independent commercial organisations. We recommend
specifically that:

Objectives

- clear objectives are established and the Home
Qffice should monitor the Directorate's activity
against an annual corperate plan smbedying these
objectives (5.8).

Organisation Structure

- the Directorate is rz-organised as shown
overleaf (3.3);

- management posts should be supportad by detailed
job descriptions setting out clearly defined
reparting relaticnships and responsibilities
{appendix III).
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Goard of Management

- the Dirsctarate should be headed by a Roard of
Management cCOmMprising:

. the Chairman;
. the Managing Director;
. representatives of Police Forces and Firce

Brigades;
. a rapresentative of Local Authoritcies:

. a representative from Finance Division of
the Home Office;

. businesamen and professional experbks fcom
tha private sector (5.4.1).

- the Beard of Management's functions should be to
lay down policy and monitor and coentrol its
axecution by management (5.4.2).

- the Board should meet formally every guarter
(3.4.4).

Management Functions

- the Managing Directar (MD) should be the top
full time official of the Directorate. His core
funetion should bhe to plan, direct, control and
ca-ordinate all the activities of the
Directorate in accordance with policies and
objectives laid down 2y the Board of Management
(5.5.1). .

- one of the top managers should deputise for the
Managing Director when he is away. The deputy
should be nominated by the Beoard in consultatiaon
with the MD (5.5.2}).

- a General Manager Operations should be appointed
to manage the activitles of the Field Services
Organisation. In addition ne should have
functicnal respeonsibllity for tecghnical suppert
to the Field Services Organisation and for
materials management (5.5.3).

- in the event of the Directorate becoming more
autonomous a Personnel and Training Managsr
should be appeinted. His core function should
me to ansure that the Dirsctorate has the rignt
staff, and that they receive the reguired
training to undergo successfully the proposed

tranaformation (5.5.4).



- an Engineering and Planning Manager should be
appointed ta plan, specify and develon
telecammunications eguipment and systems to the
point at which they are installed (5.5.5).

- a Commercial and Projects Manager should be
appoeinted to raise the priocrity given to sales
and marketing and project management (5.5.8).

- a Finance and Administraticon Manager should be
appeinted to direct and co-ordinate tha
management of the Directorate®s finances and
administration. A particularly important aspect
will be the implamentation of budgetary cantrol,
management accounting and statistical procedures
(5.5.7).

- the Pinance and Administration Manager should
take initial project respenainlity for the
development of IT systems, At some point in the
future it may prove necessary to establish a
separate IT function as demands in this area
increase (3.5.7).

Methods of Contral

- radical changes should be made to the current,
rather informal, methods of conkrol. We
recommend more farmal systems, based on
measurament of performance against
pre-determined plans and objectives and greater
ageountapiliey (5.6) .

Financial aAccounting Systams

- the present accounting systems should be changed
to meet the needs of a commeccially oriented
Directorata. Their development will require
major resource inpuk, and considerable
strengthening of the present accounting function
(5.9).

Management Accaunting and Financial Ceontrol

- a new rzporting package should be introduced,
including annual financial statements, regqular
monthly management accounts, and perEformance
indicators (3.68).

Stock Control Syatem

- in the light of the importance of stock control
the Direckorate gnould consider introducing
simple interim systems to provide basic

information on stock wvalues and usage {5.6).



Project Caontreol

- a project management methodology and reporting
system should be developed (5.6).

Time Recording

- the Directorate should introduce time recording
at all levels, so as to monitor the costs and
progreds of its activitiss and to establish a
proper base upon which to identify and plan
manpower reguirements. For this task to be done
effectively line management should be fully
involved in identifving the manpower needed to
achieve defined objectives (5.6).

Executive Committes

- an Executive Committee, comprising the Managing
Director and seniocr functional manadecrs, meekb
formally esvery month to consider and agree
management actian {(5.7).

Skills Profile

- . management zhould undergo a comprehensive
training programme to develop additional
management skills and attributes, particularly

in the commercial context (6.2).

Charging System

- the charging system should be revised so that
the full costs of services are identified and
charged (3.3).

Implementation

- implementation should be phased to reflect
changes that can be made in the short term and
those which will take longer (2.1).

- the first phase includes changes relating to the
internal =fficiency of tha Directorate,
including scructurs, managsment, systems and
staff. These changes can be implementad
irrezpective of institutional ceonstraints (9.1).

- as part of the first phase an interim structure
should be developed to reflect available staff
resources (9.2).

- the second phase includesa institutional changes,
particularly the relaxation of central
controls, This will be necessary in the long
term if the Directorats i3 to derive maximum
nenefit from organisational change (9.3).



i. INSTITUTICONAL FRAMEWTRE
1.1 The Directorate of Telecommunications
3.1.1 Main Activities

The Directorate of Telecommunciations, which is
a division of the Home 0ffice, provides
telecommunications engineering ana technical
Support services in England and Wales to:

- palice forces;

- fire brigades;

- Civil Defencsa;

- the Prison Department;

- Immigration Services and cther users
within the Home Offics.

These services include:

- development and design of communications
systems;

- provision of consultancy services in both
radio and line communicationssy

- procurement of telecommunications systems;

- installation and maintenance of
communicacions systems at customer sites
through the Home Office Wireless Rental
Scheme;

- installation and maintenance of terminals
for the Police Mational Computer network;

- regulation of frequency sub-bands
allocated to the emergency services;

- liaison with the Scottish and Northern
Ireland offices and other Government
departmencs on telecommunications matbers.






















































































































































































































































