Children’s Services Directorate
To: The Customer & Support Services Scrutiny Meeting on 22nd March      2010

Title:
The Use and Control of Mobile Telephones in the Children’s Services Directorate.

Request for further information  

Subject to the previous report, scrutiny requested further information as to the increase in mobile phone use within the Directorate and the related increase in costs.

A basic questionnaire was formulated and distributed to all third tier managers across the Directorate to identify who held mobile phones and where within service sections across the Directorate to ascertain where phones were actually being held. Typically Bill Manager does not support this type of detailed information. 

A consolidated report was requested for an eleven month period, March 2009 to January 2010 extracted from the standard 02 Bill Manager billing format to partition ‘E’ and ‘S’ cost centre codes from the main report stream.

Given recent figures indicating there are approximately 1,400 staff in the Directorate  1007 connections are listed in the consolidated report, this equates to circa 72% of staff with some form of mobile connectivity.

Analysis of the report reveals actual number of calls made, total duration of talk time,  Kilobyte usage and total cost for the period for calls made by users.

User profile and usage
In total 36 (3.6%) of users made 2000 plus calls including  4 users exceeding 5000 calls each, 8,284, 5,851, 5,187 and 5,021 respectively.

In total 94 (9.3%) of users made calls in the 1000  -  2000 calls range.

In total 134 (13.3%) of users made calls in the 500  -  999 calls range.

In total 743 (73.8%) of users made calls in the  0 - 499 range  including 160 zero usage calls.

High use

Most evident and visible is the incidence of high users, for example, one individual user making  8,284 calls over 11 months, averaging 753 calls per month at a total cost of £911.62,  would suggest a total talk time of approximately 162 hours but no  kb of memory usage is recorded.

However, further analysis of this user in February 2010 (for use in January) reveals a bill of £72.00 for calls and text messaging including evening and weekends as per rate period with only two calls tagged as to denote personal use. 

From the 686 total number of use type, (50%) are logged as Sms text messages at a cost of £13.88 and phoning from the mobile phone to other network mobiles is (18%) at £40.19.

Bill summary for :

	Company Name: Salford City Council

	Corp: SALFO1

	Account: 03751583

	Mobile: 07713998466

	User Name: xxxxxxx

	Cost Centre: E3070

	Invoices Raised February 2010


	Usage Type
	Rate Period
	Number Of Calls

	Free Calls
	Peak
	1

	Local Call
	Peak
	40

	Local Call
	Off-Peak
	3

	Local Call
	Weekend
	6

	National Rate
	Peak
	29

	National Rate
	Off-Peak
	2

	National Rate
	Weekend
	3

	O2 Mobile To Mobex/Groupworker
	Peak
	27

	O2 Mobile To O2 Mobile
	Peak
	55

	O2 Mobile To O2 Mobile
	Off-Peak
	5

	O2 Mobile To O2 Mobile
	Weekend
	16

	O2 Mobile To Other Network Mobile
	Peak
	94

	O2 Mobile To Other Network Mobile
	Off-Peak
	9

	O2 Mobile To Other Network Mobile
	Weekend
	21

	Text Message (Sms)
	Peak
	235

	Text Message (Sms)
	Off-Peak
	54

	Text Message (Sms)
	Weekend
	58

	Voicemail Service
	Peak
	25

	Voicemail Service
	Off-Peak
	2

	Voicemail Service
	Weekend
	1

	
	
	

	Usage Type Total
	 
	686


The cost centre code is identified as E3070 and the manager has been notified

via email as a reminder. 

Viz:
I have a mobile phone bill for xxxxxxxx that has come to my attention, please can you remind xxxx about the council mobile phone policy, and that all private calls must contain the * ( asterisk ) at the end of the number. Unfortunately we can not identify text messages so we advise staff to keep personal texts to a minimum.

The Policy clearly says:

 

" All staff are reminded that handsets are issued on the strict understanding that they are primarily a business tool to effect improved communications, efficiency and security (...). The use of handsets for personal calls or sending non-official text messages should be kept to a minimum, particularly during working hours".  Excessive usage will be monitored and could lead to disciplinary procedures.

The next recorded high use of 5,187 calls typically 33 hours talk time is recorded. However the ID narrative indicates ‘Out of hours’ phone use.  Actual total cost is £353.00. 

Low Use

Conversely instances of low use permeate the report, with typically 3,4,5 6 and 7 calls recorded over the period. Such low incidences should be challenged and possible targeted for reappraisal and re-evaluation of the business case that supported the request for the phone in the first place. 

Report amendments

Given the size of the database content and database entries, inaccuracies are prevalent. 

For example, BSF team are listed as being provided with and using nine internal 3G Data Cards, these are mobile broadband modems that are built into a laptop with a slot to insert a SIM card into. However analysis and discussion with the team reveal seven cards were surrendered some months ago and are no longer in use due to being too slow and inefficient for the team’s needs, even though 3G networks are regularly updated and speeds are increased,. The remaining two in team use cost £152.82. For the card’s surrendered, costs of £24.01 (£3.43 per month x 7) still appear on the bill report.

Leavers 
One leaver is noted as still on the bill report, billed for zero calls but still appears on the billing report to date at a cost of line rental (£9.99) and ‘other charges’ (£28.33) totalling £44.05.

Anecdotal information

Included in this review are typical communication exchanges between the administrator and phone users. The following selection of anecdotal information, by no means exhaustive is included. 

A request was received by the administrator from the Family Placement Section. The narrative on the request form states ‘A post adoption worker is required to make home visits and requires the phone to meet the requirements of the staff visiting policy’.

The requestee satisfies all four criteria as per the policy and was the request was duly authorised by the Head of Service.
A further request was received by the administrator from the Family Placement Section for a phone for a Family Placement support worker. The requestee satisfies only two of the criteria as per the policy and the narrative states ‘phone needed to ensure safety of worker while out in the community’.

A request was received by the administrator from....................Team for six handsets for the Sure start / extended schools team.

In this example the administrator met the request by issuing six returned (spare) handsets. 

A request was received by the administrator to order a phone for..............staff member listed under Customer and support services. The invoice is to be charged against Children’s Services account. When checked and verified, the invoice had been issued from 02 to be charged against Children’s Services account. 

The administrator had to chase and reconcile this transaction.

Other anecdotal evidence continues with scenarios typically whereby the user has lost or misplaced and has not reported it to the administrator. For example, one user failed to report the loss of the phone for over two weeks and the incident was only flagged up as Zero usage via 02 billing. A block was subsequently put on the phone.

Instances where staff have left the department and failed to even return the phone or even acknowledge to the administrator that they are leaving.

 An instance where a member of staff lost the phone ‘several days ago’ and ‘was not sure what to do’.

Instances where staff have requested an upgrade to an XDA but have failed to return their basic mobiles. Each XDA costs approximately £400.00 each. 

An example where excessive text messaging was detected by one individual after analysis of Bill Manager by the administrator. The administrator has subsequently contacted the service head with a summary of charges.

Summary
An examination of the list of names of staff in service sections that hold a mobile phone appears somewhat difficult in many cases to understand the ‘business need’ for such an allocation. 

The mobile phone authorisation form does not incorporate any detailed narrative information for the manager to use to justify the issue of a mobile phone, The phrase ‘business need’ as used in the existing Mobile Phone Policy is too vague and open to interpretation in it’s current format.

Proliferation

It is widely acknowledged that the mobile phone is a primary communication tool.

Typically convenience is an important argument when deciding to use a mobile to phone someone rather than sending a text, but the main reason is how important or time critical the communication is given the nature of many social and care work situations encountered in the Directorate. 

However, it is extremely difficult to quantify the frequency of use of the mobile phone for micro-coordination of work related issues. 

Conversely, in a ‘duty’ situation, instead of the transmission of specific information being the crucial element of making a mobile phone call, in many cases the call itself is what is important.

Additionally, the mobile phone is designed to function independently of location. Consequently, the notion of being ‘out of touch’ while away on holiday no longer applies automatically and it is difficult to quantify if (and how many) work related calls are exchanged whilst an individual is on holiday.   Mobile phone users can now choose whether to stay connected or enforce the customary break in communicative contact.

Lastly the phone will be perceived as a crucial tool no less important than a lap top computer to facilitate agile working arrangements.

 Administrative complexities

Clearly the current mobile phone administrator as coordinator has difficulty functioning effectively and consistently given the amount of mobile phones in circulation and many of the actions i.e. call barring are happening late after the event and actual reporting by individuals is poor.

Typically the anecdotal evidence supports the fact that mobile phone control is very difficult to achieve across the Directorate and communications between service sections and the administrator is tenuous and sporadic. 

Clearly there is confusion as to basic actions users should be carrying out, as outlined in the anecdotal excerpts.

Implementation of the recommendations made in the review could realise a considerable cost saving for the Directorate and interrogation of bills should be carried out to ensure, for example premium rate services offering either entertainment or information that is charged to telephone bills are not being misused.

Such services can be accessed either by landline, mobile phone, fax or personal computer known as SMS or premium rate text subscription services. Typically these services include competitions, mobile ringtone and logo downloads, technical help lines, phone chat, horoscopes, sports results, jokes, adult entertainment and information such as weather, traffic or news. These can be recognised either because they are advertised on “09“ dialling codes or 5 digit short codes followed by a descriptive keyword. 
If bill interrogation reveals premium rate calls have been made incurring high phone bills for individuals, call barring on premium services could be optional rather than removal of the phone from the individual completely.

A  review of the control mechanism needs to be carried out and in relation to policy and budgetary considerations; there is no clearly defined management responsibility for enforcing the current Mobile Phone Policy. 

A review of the current policy to define in a clear and straightforward manner the conditions under which the Council’s mobile telephony resources may be used. 

Some discussion to date with Procurement has identified an across authority review of the policy for consistency of approach and producing comprehensive information for the end user. Policy development should include definitive information to outline the service limitations of the contract, rather than the contract being perceived to cover all manner of calls and call permutations.

A model policy is in existence with another Authority, which could be used as a ‘base guide’ to policy development for this Authority. General policy inclusions should reinforce that in the event that the device is stolen or lost, staff will be expected to report the theft/loss to the mobile phone administrator within 24 hours of discovery of the occurrence. It is the duty of the requester to ask for a complete block to be placed on the phone to ensure that it cannot be used.

Mobile phones in need of repair should be returned to the mobile phone administration department who will return them to the supplier for repair or replacement. It should be noted that manufacturers’ warranties do not normally cover damage caused by misuse or neglect.

Where  a specific event in a policy is contravened with financial cost to the Authority knowing a mobile phone has been stolen, failing to report it and this results in calls being made from it or if a repeat event occurs, for example, loss or damage a second time to a mobile phone.

and it is agreed that carelessness or negligence on the part of the employee caused the loss or misuse, the Council reserves the right to pass the costs on to the employee.
General recommendations for personal usage
Not all users are taking care of the phone in their possession, barring genuine accidents where the phone is returned broken. 

Users must use and care for the phones in their possession in a responsible manner. Breakages, damage or loss of equipment may lead to the need for reimbursement to the Authority of any associated costs incurred to the Council, in relation to the repairs or replacement of the affected equipment.

Users are required to keep mobile phones clean, and in serviceable condition to

the best of their ability, keep batteries charged at all times and report all irregularities immediately.

There are a number of built in protection mechanisms that should be used in  operation and day to day use of a mobile phone and they are as follows:-

Activate the “Keypad Lock” b) For extended periods (i.e. several days etc) switch the phone off when not in use. 

If the phone is subsequently stolen or lost, a PIN code must be used to unlock the phone.

The Sim Card will need to be taken out of the phone if someone else is to use the

phone, or if the phone is to be sent away for repair. 

Recommendations 
A list to be handed annually or bi- annually to Heads of Service to verify the need for their staff to continue to receive a mobile phone , However, the Directorate should consider the wider issue, such as:

Reviewing the need for council supplied mobile phones (to those who already have them) and issuing council mobile phones to those staff on a proven ‘business case’ basis and according to a consistent set of criteria. 

Review as a matter of urgency the call activity of those individuals flagged as ‘high users’ irrespective of whether calls have been work related and  /  or  recharged and billed as personal. The underlying high use should be challenged and verified by section managers.

On the basis that the above options are sensible and pragmatic further recommendations are -

A Head of Service should be identified as being the owner of the Mobile Phone Policy (the controller) and take ownership and responsibility for the update of the Policy and the management and administration of the mobile phones. 

Local registration of mobile phones and  departmental registers should reside with team and section managers for phones issued , to track changes and  generally organise the management of phones within their team(s). To reiterate the current policy that Managers will be responsible for managing and monitoring personal usage.

This will enable management of the equipment to be carried out more effectively on a local level.

Or:

A  corporate decision to pool and centralise the administration of mobile phones for all Directorates administered by a core procurement team.

Promote the use of ‘pool’ mobile phones which are designated as ‘office’ for occasional use when someone needs a mobile phone and could be shared across service sections on a ‘duty phone’ basis, although this option would need to be investigated as to the practicalities of such an arrangement if the ‘duty phone’ holder is called out and terminates their actual duty at home and the changing nature of duty patterns within service sections should be taken into consideration. A Duty phone is in use as noted on the consolidated report; this should be investigated with that actual team to evaluate if this arrangement is effective.

For low use phones a pay as you go approach may prove to be more cost effective. Low use, pooled phones could work out cheaper if actually used on a pay as you go tariff. This may require a one off investment in actual handsets.  The current tariff structure for Standard voice tariff is £2.00 per month for a standard Nokia phone. 

The current monthly data tariff for XDA rental is £7.38 per month, which includes a  Gb (Gigabyte) data allowance which should suffice for the average user and voice line rental. Actual phone charges are over and above this and are charged as per the standard mobile phone contract call charge. The current standard tariff for USB/ dongle connections is £12.77 per month.

Very briefly, the increase of PDA (Personal Digital assistant) technology accessible via XDA’s relies on a synchronisation between the desktop PC, and Windows Mobile / Pocket PC devices. It supports synchronisation of Contacts, Calendar, email, Tasks and Notes with MS Outlook and offers increased flexibility for agile working. 
Costs associated with this are incurred each time a synchronisation action takes place either automatically or manually.

Information from the central registry data base / 02 billing platform shows in January 2009  853 mobiles in use. In January 2010, 828 mobiles were in use, an actual decrease of 25 mobiles. 

However, analysis of actual total usage spend reveals £2,350 in January 2009 and an increase to £3,408 in January 2010 respectively.

In January 2010 usage as defined as off peak and weekend use was :

	Off peak use
	£376

	Week end use
	£253

	Total 
	£629


Total usage multiplied by 12 months typically equates to approx. £7,548 per annum although further analysis needs to be carried out monthly to determine a spend pattern and consideration should be given to call barring as standard practice with only special exceptions to lift call barring.

In January 2010 analysis of peak business hours  - including calls from overseas  -equates to £1,200.

New requests

A review of new requests over a recent seven month period was carried out (see table). 

Out of a total of 29 requests, 17 are new connections in June (5) July (8) 

August (0) September (4).

From October 2009 to January 2010 a request for 12 phones was received. 
New Users – From June 2009 to January 2010 
	Month
	Requestee name
	Code

Allocation
	New Connection
	Use existing phones

	
	
	
	
	

	June 2009
	xxx
	S
	1
	

	
	xxx
	E
	1
	

	
	xxx
	E
	1
	

	
	xxx
	E
	1
	

	
	xxx
	E
	1
	

	July 2009
	xxx
	E
	1
	

	
	xxx
	E
	1
	

	
	xxx
	E
	1
	

	
	xxx
	S
	1
	

	
	xxx
	S
	1
	

	
	xxx
	S
	1
	

	
	xxx
	S
	1
	

	
	xxx
	S
	1
	

	September 2009
	xxx
	E
	1
	

	
	xxx
	E
	1
	

	
	xxx
	E
	1
	

	
	xxx
	S
	1
	

	October 2009
	xxx
	E
	
	1

	
	xxx
	E
	
	1

	
	xxx
	E
	
	1

	
	xxx
	E
	
	1

	
	xxx
	E
	
	1

	
	xxx
	E
	
	1

	November 2009
	xxx
	E
	
	1

	
	xxx
	E
	
	1

	
	xxx
	S
	
	1

	January 2010
	xxx
	E
	
	1

	
	xxx
	E
	
	1

	
	xxx
	S
	
	1

	
	
	
	
	

	
	
	Totals
	17
	12


Action to date 

Phone reissues
The Directorate administrator is taking a proactive approach to ensure returned phones are re-assigned where practicable and new numbers issued where the phone is in good condition.  

The administrator has been limiting new connections by using existing numbers and subsequently from October 2009 there have been no new connections needed. 

Zero usage
As identified the Directorate will target zero and low usage mobile phone activity and challenge the business case that supported the use of these phones. Clearly such phones identified and if surrendered will be returned to maintain a buffer stock for redistribution. Additionally alert 02 bill administrators in the event of leavers and to ensure individual’s account and name is deleted from the account database.
This review is not static and will be ongoing to establish whether actual requests for new connections are increasing and the rate of any such increase or if new requests for connections are stabilising or decreasing. 

1

