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Name of Project

Safe Staff, Secure Staff at Manukau City Council
Name of entering council/s

Manukau City Council
Category
Building Organisational Capability
1. The Rationale for the Project and Expected Benefits

Our greatest resource within Manukau City Council is our people.  As our city progresses and grows, there are new challenges that Manukau City Council staff face out in the community. In particular, for our staff who are at the front line in their role such as librarians, parking wardens and environmental health officers. The safety and welfare of all of our staff is paramount.  Ensuring our people have the resources and the tools to keep safe within these front line roles is critical.

As an organisation, Manukau City Council (MCC) is consistently looking at new ways to see how it can improve in this area of health and safety.

In July 2007, MCC became aware of the real need to develop a process to better manage the risk of violence to staff due to the increasing number of violent incidences at council libraries from non-employees.  

The original concept was to identify the physical safety and security needs of library staff and to increase awareness through a training programme. However, it became apparent that this problem was not just confined to libraries, so it was decided to implement this council-wide.

This was the beginning of a significant process to change the behaviour of our staff from ‘reactive’ to ‘proactive’ when threatened in the workplace by another person (generally not an employee) and who may or may not be known to the employee.  

For the purpose of this project, violence is defined as: A form of aggression in which a member of the public threatens, attempts to inflict or actually inflicts physical harm on, or physically constrains an employee.    

Aggression is defined as:   Any incident in which an employee suffers verbal abuse, physical abuse or threats, involving an implicit or explicit challenge to their safety, wellbeing or health.

MCC developed a ‘Violence in the Workplace’ policy in which violence, in any form, will not be tolerated or condoned by the organisation. The council is committed to taking all practical steps to deal with violence as a workplace hazard and to appropriately support employees who may be at risk.

MCC provides local authority services to the third largest city in New Zealand, employing a total of 890 full time employees.  This does not include Manukau Leisure Services Limited (MLSL) and Manukau Building Consultants Limited (MBCL), which are council owned companies with a further 481 full time employees. There are 40 work places and roles throughout Manukau city that have been identified as areas where staff have the potential of being exposed to workplace violence. 

These locations are primarily at the coalface of the organisation such as libraries, CABs etc. There are also 22 job functions identified with a rating of medium and higher risk level, including parking wardens and park rangers.

There had been a poor culture within the council around reporting incidents, particularly issues of violence against staff from non-employees. The extent of the problem was not known due to lack of recorded data.   

It was considered that having proper processes in place for incident reporting and a robust training programme to give staff the personal tools to deal with this would help to mitigate this problem.

2. Linkage to Council’s Strategic Direction

Manukau City Council has adopted the vision of Tomorrow’s Manukau - Manukau Apopo as its own.  That vision is to have a city that is progressive, proud and prosperous.

From this has stemmed the organisation’s own mission and values to be a leading city and council connected internationally and nationally.

Our principles or values of ‘knowledge and understanding’, ‘accountability’, ‘achievement’ provide staff with the fundamentals from which we work and operate with each other and how we interact with the community we serve. 

There are seven broad themes, or areas of people’s lives to which communities and the city as a whole aspire. Key to this project is ‘Safe Communities’. The broad themes provide a picture of overall wellbeing to achieve the vision.   

Fear of crime is a significant area of public concern. Manukau’s future as a great place to live, work and play, with an attractive quality of life depends on preventing crime and reducing fear of crime so that people feel safe and secure. When people feel free from danger or risks, both real and perceived, they are more likely to be involved in their communities.

The project is two-fold as many of the staff who work for the council are also residents and/or ratepayers of Manukau. Ensuring that robust processes are in place for staff supports the culture of a ‘Good Employer’ whereby people are considered the most important asset of the organisation.
3. Project Planning

From the outset, an effective project management approach was taken to develop the Objectives, Responsibilities, Resourcing requirements and Timelines. 

The project was supported by the Executive Leadership Team led by the Chief Executive Officer. A steering group was formed to drive the project with support from our internal project management team.  

The magnitude of the problem was revealed through a pilot study of a work location considered to be ‘at-risk’ and a Project Execution Plan was drawn up. The project team, with representatives from across the council, was established to manage the project.

Use was made of MS Project to set out the time lines and a Project Execution Plan was used to provide guidance for the steering committee.

Such was the priority of the group that regular project team members who could not attend were requested to send delegates to ensure that the project was kept on schedule.

4. Project Management

Effective use was made of the council’s internal project management team to ensure that the project scope was met; that work carried out was outcome-focused and deadlines adhered to with the implementation of a Project Execution Plan.

The project was evaluated at each milestone and adapted accordingly.  It originally outlined five main objectives: 

· Establish clear business rules and guidelines relating to the identification, management and control of aggression and violence in the workplace;

· Enable staff to identify and appropriately manage situations that could be deemed aggressive or potentially violent;

· Develop a system of tracking at-risk employee’s whereabouts by location (where necessary);

· Increase the level of incident reporting of situations which are deemed to be aggressive or violent; and

· Provide staff with appropriate safety equipment.

The five key deliverables included:  

Stage One:   
Implement a “Violence in the Workplace” policy and establish and implement procedures and accountabilities.

Stage Two:    
Implement a “Personal Safety Training Programme” for staff and prioritise participants.

Stage Three: 
Implement a “Welfare Monitoring” system.

Stage Four:

Improve the “Incident Reporting” system.

Stage Five:    
Investigate and recommend appropriate role specific personal safety equipment.

Completion date was scheduled for March 2008. However, the Project Sponsor recommended that deliverables 3 and 4 be subsumed into a separate Security Review Project. Therefore this project was completed 53 days ahead of schedule and became ‘Business as Usual’.

5. Relationship Management and Communication with Stakeholders

Throughout the development of the policy, risk matrix procedures and training, extensive consultation and communication was undertaken with stakeholders across the organisation and where appropriate, outside of the council. This included security company ADT, police, Maori Wardens etc.

The draft policy was presented to the Steering Group for consultation and distributed to the HR consultants for feedback to ensure that from a people perspective, all factors were considered.  It was then sent out to a number of staff for general consultation and then to the PSA (union).  This provided the framework and direction for the development of the strategies to reduce the consequences of violence in the workplace.

Pilot Study

One of the first steps was to undertake a pilot study of a location considered high-risk.  It was from this that the magnitude of the safety and security in a work situation for council staff was revealed and understood fully by the project team. 

As a result of this exercise, a further specialised study was carried out by ADT Security on the physical security situation at the premises and a report (kept confidential for obvious reasons) forms part of the next project to review the physical and intellectual security of MCC property. [Explained further in application.]

A comprehensive 46-point action plan was developed by the project team as a result of the findings at this location and roles and responsibilities were assigned by the Project Sponsor to eliminate, isolate and reduce the identified risks. Some of these identified actions require capital expenditure and have been planned for the next financial year. It was also established by the steering committee that the findings were more or less indicative of all other council facilities to either an equal or lesser extent.  As success is gained in the initial implementation of the recommendations at this location, they will in turn be adopted by the other locations.

Risk Matrix

It was identified that there was a real need to be able to identify readily all MCC, Manukau Leisure Services Limited and Manukau Building Consultants Ltd employees considered to be in at-risk roles or locations.  A risk evaluation tool was developed to assist managers to identify the levels of exposure to the risk from physical assault by location and by job function. The information received was used to develop the risk matrix and to identify and prioritise those employees and categories of employees at highest risk requiring urgent training. This matrix was completed in January 2008.  

Training

By the end of June 2008, 225 employees had already undergone the specialised training programme adapted to meet the needs of Manukau. Training is now mandatory for employees in those functions and locations identified in the risk matrix as medium and above. Courses are run every 3 months for employees as part of the corporate calendar. Additional courses are also available on demand. 

Clear procedures

Although some procedures did exist prior, they were not comprehensive or effectively controlled, communicated, updated and revised. For example, very few of the risk registers held at the 40 occupied locations identified physical violence as a workplace hazard. A generic template of documented procedures to support the ‘Safety and Security in the Workplace Policy’ was introduced and staff were able to populate these accordingly. The resulting procedures were subsequently put into place throughout the identified risk areas.  

Communication Strategy

Communications was involved from the outset. A comprehensive communication strategy aimed at increasing awareness of the project while at the same time ensuring that a balanced approach to such a ‘controversial’ subject was used in a bid to avoid any ‘alarmist’ publicity. All levels of staff were targeted.  Key messages were included:

· Personal safety is a priority for all;
· Help stay safe at work by following the correct procedures; 

· Prevention comes before cure – ensure you have the right knowledge and training.
6. Innovation and Originality

The need for individuals and communities to take a more proactive but considered approach to reducing crime alongside the Police was a discussion point for ‘Safe Communities’ – one of the seven community outcomes of Tomorrow’s Manukau – Manukau Apopo.

An increase in the threat of violence incidences to staff in at-risk areas has confronted MCC with new challenges.

Areas that were notably affected by the threat of violence were the enforcement functions, cash handling and libraries, as well as to a lesser extent function that had a face-to-face component in the job.

It was quite apparent that there was a potential risk of physical harm to employees that needed to be isolated, eliminated or reduced without disrupting the ability of the need to provide excellent service while still protecting employees.   

Manukau approached several councils to see if they had any plan in place for dealing with this issue. However, it was found that due to  Manukau’s unique location, no other council had experienced problems on the same scale and was therefore required to start with an almost ‘blank page’.

Staff safety is paramount to the organisation and Manukau prides itself on its customer-service focus. A pressing issue was the need to continue delivering a high standard service and ensuring public accessibility at all times to the services under threat, while at the same time ensuring staff safety.

As well as establishing robust policies and procedures, training needs were also identified and a specialised programme set up to address these needs.

Training

A pilot course to enhance personal safety and security was run and upon successful feedback was introduced into the council’s corporate calendar for all new employees who are in roles or locations considered to be at a medium to above-risk level.

The training programme is designed to:
· Reduce the risk of physical, stress or trauma related injuries from physical attacks by identifying the warning signs of behaviour, body language, location and type of function done by the employee;

· Reduce the costs related to post incident management by reducing the severity of any physical acts;

· Develop an understanding of the physical safety and security risks;

· Develop a sense of identification of early warning signs;

· Provide positive, safe responses in potentially difficult situations;

· Implement practical and sensible precautionary measures; and

· Increase the level of staff confidence in dealing with such situations.

The training programme offers practical solutions which can also be used outside of work situations to diffuse tense situations before they escalate to violence in everyday life situations.

Consequently, Manukau has been asked for advice by a council outside of the Auckland region experiencing similar problems.

This work was also recognised at the Safeguard New Zealand Workplace Health and Safety 2008 Awards.  It won the ‘Department of Labour Best Initiative to Address a Safety Hazard’ category. 

7. Evaluation Framework

The original project plan was evaluated at each milestone to ensure that the objectives were still being met. As a result, two of the five deliverables were considered to be best handled in the Physical Security and Intellectual Property Security project, as these two phases had a wider impact than just employees:

This referred to the proposed “Welfare Monitoring” system. The recommendation is for further investigation into the benefits and delivery of a welfare system.  Further investigation into the benefits and implementation of personal safety equipment has also been proposed.
Another clear example is the review of the Risk Matrix in March 2008.  As a living document, it has since expanded to almost twice its size.

Increased awareness was measured by the increase in incident reporting, which climbed sharply as the communications plan was at its peak. This subsequently decreased with the introduction of training that enabled staff to deal with situations more effectively, therefore reducing it escalating to an incident.

8. Category Specific Criteria

Building Organisational Capability 

Manukau City Council had both a legal and moral obligation to provide protection to its employees and to continue to provide the expected high standard of service.  MCC must also ensure that staff would continue to feel safe in their role in any location deemed to be at risk.  Elimination and isolation of the risk was deemed not to be possible due to the nature of the role of staff considered at risk and in many cases also due to the location of the work being carried out. The only remaining option was to reduce the risk to an ‘acceptable’ level. With functions and locations at risk being so diverse, this dictated the need to find a number of workable solutions given the various roles and locations involved. It was not simply a ‘one size fits all’ approach.

It was easy to put this in the ‘too hard’ basket. Manukau is consistently under the spotlight for many issues that are outside the power of its control. However, to do nothing was not an option and this issue needed to be addressed. 

This project empowered staff to defuse situations using skills to to protect themselves, the public and the person involved.  This has great positive spin-offs for the public as well as for our staff, ensuring that people know they are in a safer environment
The speed at which the project was completed – from concept to launch, to implementation was exceptional given the number of staff roles and functions and breadth of locations involved, and the ‘prickly’ subject.

That this project was rolled out without any negative media publicity being picked up was down to the consistent messaging around the project.

And perhaps most telling is the staff feedback:

“Back in September Roy Hunter who is a HFTE Co ordinator (was classed as Warden) took part in the above training session.   I have had a meeting with him today and he said that he used the techniques that he learned at the course on one of our Housing for the Elderly complexes over the Christmas break.  He had to deal with a tenant who was drunk and very aggro.   He was able to diffuse the situation without incident.”

“Many thanks for giving my staff the opportunity to take part in a course that can give them the skills to handle this type of incident.”

“I was on the initial trial training (the full day session) for the ICON training. It was definitely useful, as it made me more aware of my own personal safety in the way I approached the situation. I think that the fact the gentleman came back in to apologise was a good sign in that I used the right approach.”

 

Next Steps
The issue of violence in the community impacting on staff and the way they carry out their role is a serious challenge and therefore MCC is ensuring staff safety remains at the forefront of the organisation and ‘top of mind’ for all employees. The following capture work is planned going forward:
· In June and early July 08 a spate of serious assaults and fatalities in the Manukau Counties area led to a feeling of unease amongst the MCC staff.  This led to further information on becoming ‘street smart’ being distributed amongst the staff across the organisations (MCC; MBC and MLSL).
· In mid July 08 the safety and security in the workplace training was enhanced to include an additional one-hour session on becoming “street smart”.
· Auditing of the risk matrix and the procedures on reduction of risk will be done in September 08 after all have been notified of this in August 08. This will include proof of delivery of both external awareness training and internal communication on systems of mitigation.
· The formulation of the project group will take place in August 2008 to work on the council’s physical security needs.

