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John Biggs (Chairman):  We move straight on to item five which is front line policing.  We 
welcome our witness who is Robert Quick - Bob Quick - who has form, as they say in London!  
We have got a number of questions for you.  We are doing this scrutiny into front line policing 
from the budget and performance perspective in London.  We are very grateful that you have 
given us some of your time.  We have a biographical note about you.  Do you want to start with 
a little comment about your general perspective on these things or shall we go straight into 
questions? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I will say a couple of words 
by way of my interest in this subject.  After 32 years in the service I think it is an enormously 
challenging question that you are trying to deal with.  What I hope I can bring to the 
conversation really is simply my experience over that time where, in the last half of my career, I 
was very much focused on this whole question of modernisation and how to balance the very 
best in the policing model that we have today with, perhaps, some of the disciplines that are 
seen in other sectors of the economy that are very much related to efficiency and productivity. 
 
Latterly, as a Chief Constable, I was Head of the Association of Chief Police Officers (ACPOs) 
workforce modernisation business area - or workforce development as it was called - which was 
a slight misnomer because it was not just about the workforce; it was actually about business 
modernisation as well.  So, hopefully, I can add to the conversation. 
 
Mike Tuffrey (Deputy Chair):  Just to set the scene, in a sense, the Chairman is absolutely 
right to say that we are a Budget and Performance Committee; we are not an operational 
scrutiny of the Metropolitan Police Authority (MPA), so that is one area just to be aware of.  
The other is to emphasise that this is a scrutiny of front line policing and, while the issue of the 
moment is public expenditure restraint - and I am sure there will be lots of questioning on that - 
the origin of this scrutiny was when we were having a dialogue about how do you measure 
police capacity?  Is it simply headline numbers, is it numbers of uniforms or it is total workforce?  
It was around Londoners’ expectations for front line policing.  How we would police the MPA 
and the Metropolitan Police Service and measure it?  Then, yes, how does one get into those 
sorts of efficiency questions? 
 
Perhaps you could set the scene by giving us your perspective on that question: is it front line 
versus back office, where do specialists sit in that, and is it visible or non-visible?  What are the 
language and the definitions we should be using to think about this? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  First of all, the term front 
line policing is bandied about quite a lot and means so many different things to so many people, 
to the point where it is not always helpful.  I am sure you have probably heard this.  In many 
respects people talk about front line policing as street policing.  Others have a slightly broader 
interpretation of it, being any activity that is concerned with directly serving the public or 
providing services to the public.  Then, at the third level, there is an even broader definition 
which embraces all policing activity that is concerned with reducing crime and countering 
threats to public safety and delivering services directly to the public.  There are various 
interpretations of front line policing. 
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More recently, there is some clarity emerging in the debate in terms of what is considered to be 
at the front line, what is considered to be in the middle office - which is a term often used now 
- and what is back office.  I think we are generally now very clear about what are back office 
support functions that are part of the infrastructure; that is an enabling infrastructure to allow 
policing to be delivered. 
 
Then you have the middle office, which is a slightly greyer area, if I am honest, because there is 
a blurring of the lines between front line police staff, whether they are police constables or 
Police Community Support Officers (PCSOs) or other support officers, and those that support 
them directly to do their job.  Examples of that in many forces are investigative support officers 
or staff that work in neighbourhood teams that perform support functions to neighbourhood 
constables and neighbourhood PCSOs by, for example, arranging public meetings and 
engagements, updating websites that the public are using in communities and things like that.  
Call handling centres would be another example of that middle office where, of course, some of 
the time they are dealing directly with the public, a lot of the rest of the time they may be 
dealing with officers and staff inside the organisation and not the public.  That middle office, I 
think, is a very big area of potential improvement in policing, which we might explore. 
 
Mike Tuffrey (Deputy Chair):  This started with what will the public pay for because, at the 
end of the day, policing is a publicly paid for service and we have to carry the taxpayers with us.  
Their perceptions are, traditionally, that they want to see somebody on the street and they want 
somebody to respond if even there is a minor incident.  That is one angle.  The other angle is, 
‚No.  Let’s fundamentally tackle crime detection rates and then the perceptions will follow if 
you get the fundamentals right‛.  Do you have a view as to - when we are trying to divvy up a 
tight cake - whether one should be dealing with the fundamentals or, also, dealing with the 
perceptions? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I think we have to deal with 
perception because the truth is policing is very complex and it is one of the most inter-
dependent endeavours that I have ever encountered - and I have worked outside of policing at 
different points in my career.  I think there are communications and perception issues.  For 
example, I am very familiar with the understandable public appetite to see front line visible 
police officers on the streets intervening in the issues that trouble them.  That is very reassuring.  
They like to see the police in action tackling those problems. 
 
As I was often at pains to try to convey to the communities that I served in Surrey, and latterly 
in London, behind the scenes you have the invisible side of policing that, naturally, is not 
directly visible to the public but plays a very direct role in their daily quality of life and safety.  
For example, as we sit in this room today, across the country there are many undercover police 
officers deployed, in a variety of operations, who, at great personal risk, are infiltrating criminal 
gangs who are dangerous and, sometimes, armed.  What price on that activity?  How do we 
know that the work that they do to infiltrate and get the evidence and then convict serious 
organised crime groups, what impact does that have on drug misuse, substance misuse in 
communities, car theft, burglary and all the other crimes that trouble people? 
 
The evidence for that is not that robust, actually.  There are areas of research where the 
evidence suggests that it does have a big impact but I would not say the evidence is fully 
developed yet.  I think we have to make more use of it to try to explain the whole endeavour of 
policing and try to convey to the public the choices that we all have - that taxpayers have, that 
the public and communities have - and operational police commanders have to make within the 
framework of the law and their responsibilities. 
 



 

John Biggs (Chairman):  OK.  I think we would all agree that there have been fairly significant 
increases in public expenditure in the last few years across the board but, particularly, funding 
for the Metropolitan Police Service in London.  Massive growth.  There is not, necessarily, a 
great clarity about where that growth has been.  Can you tell us, from your understanding, what 
areas have expanded most in the Metropolitan Police Service in the last ten years? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  Yes.  There are lots of areas 
of growth.  We have to see this in the context of a public service that actually has enjoyed 
almost unbroken growth for the best part of 30 years, so that is a remarkable thing in itself.  I 
think there have been a few flat years in that time but not that many.  I think there is 
widespread acknowledgement that the police have fared well and they have been supported by 
successive Governments, with new resources, to meet escalating demands and threats and new 
standards in terms of public tolerance of behaviour, whether it is on the street or whether it is 
particular types of crime. 
 
Some of the areas would include homicide.  In the post-Macpherson Inquiry1 era we saw a very 
sizeable investment in staff, money, time and energy in raising the standard of homicide 
investigation across London.  London, undoubtedly, led the way and the rest of the country 
followed. 
 
Other areas of course: compliance.  There has been a massive expansion of staff involved in the 
compliance industry in policing, whether it is health and safety, performance management, Her 
Majesty’s Inspectorate (HMI) inspections, the inspections by other regulatory bodies - of which 
there are many - and, unfortunately, that has led, probably, to an expanse of that type of 
activity and the staffing of it that has, probably, on balance, been unwelcome and been thought 
to have gone too far. 
 
Neighbourhood policing has seen a big expansion.  The renaissance of neighbourhood policing 
in London and elsewhere, with dedicated fixed policing teams that are visible and known to the 
local community and who are there dedicated to local issues has seen a welcome increase and, 
arguably, new money has funded some of that, but not all. 
 
Counter terrorism.  Another one that, in many respects, over the last decade speaks for itself in 
terms of what has happened on the international stage and, indeed, tragically, what has 
happened here in the UK.  We have seen something like 3,500 staff nationally dedicated to 
counter terrorism activity and a large chunk of that, of course, is in London.  A lot of these 
activities have been the subject of ring-fenced and specific funding streams from Government. 
 
Partnership activity has seen a big growth in resources: collaborative work.  I think the evidence 
about the benefits of some of the partnership working is sketchy but there are, undoubtedly, 
some fantastic examples of when public authorities pool their resources, particularly in policing 
and with local authorities.  Very good things can be done, and better outcomes, overall, can be 
achieved.  That has seen a big increase. 
 
So they are some of the headlines.  The police, I am certain from all the evidence, have become 
more productive in many ways because demand has outstripped even the level of new 
resourcing into policing.  There is an insatiable appetite for visible policing on our streets.  Our 
call centres receive huge demands.  New technologies like mobile telephones that are routinely 
available to people in a way that they were not, perhaps 15 or 20 years ago, have led to the 

                                                 
1 Sir William Macpherson's Inquiry into the death of Stephen Lawrence 



 

police being much more accessible in terms of through the telephone, which leads to demands 
that probably would not have been made on the police before. 
 
John Biggs (Chairman):  If I was a policeman down the boozer on a Friday night I might say 
compliance is an unwelcome and unnecessary overhead put in by bureaucrats from Whitehall.  I 
know enough police officers who tell me that sort of thing.  To what extent is it an explosion of 
a regulatory industry that does not really add value? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  My experience as a chief 
officer over the last ten years up until 2009 was that we became very introspective in a sense.  
Not all of our own making.  Well publicised new public management regimes of targets and 
measures for policing were extraordinarily complex and it is very difficult and expensive to 
gather the information to service that bureaucracy.  Clearly, that was unwelcome. 
 
I think, in recent years, we have stepped away from that to some extent and there is now a tide 
away from very complex target regimes but, nevertheless, there are very many regulatory bodies 
that have some say or oversight in policing who make various demands.  Some of these are 
statutory - so they are very difficult to ignore - that require police forces to gather and present 
information and be held to account.  I would not wish to suggest the police do not wish to be 
held to account but I suspect most people would agree that there are probably more effective 
ways of doing it and organising it that would not bear such a burden on the public purse. 
 
John Biggs (Chairman):  In your experience is the Metropolitan Police Service, or the wider 
police service, any good at measuring its productivity?  
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I think these things are 
underdeveloped and I think that question actually gets to the heart of what I think is central to 
the question you are trying to address.  That is really almost a philosophical question about 
policing because policing has, in its modern form, developed over 180 years in this country.  
There is no doubt, as someone who has travelled to many parts of the world - and I am sure 
many in this room likewise with an interest in policing - I have recognised that, actually, it is a 
model that is revered around the world as an unarmed service in an industrialised social 
democracy that has won widespread consent from the public, and sustains that support in 
relative terms. 
 
The model is based on the concept of a constable who is the citizen in uniform and it is the core 
resource of policing.  We have something like 125,000 constables in England and Wales and 
that is the core resource through which policing is delivered.  We know that around that core 
resource we now have many other roles and grades - like police support officers, community 
support, investigative support and forensic support - who help constables deliver front line 
services, whether they are detectives, neighbourhood constables, response and patrol officers, 
child protection officers and things like that.  In fact, that is another growth area: vulnerable 
people.  Child protection is a very big growth area over the last couple of years and, you may 
think, for very good reason. 
 
However, I think we have now got to the point where we have a workforce model where - at the 
very top end of policing activity - we have high risk and high skill activity; where we do need 
very judicious, technically competent and well motivated officers and, indeed, leaders, who are 
doing tasks that have very serious consequences if they are not done well.  They have 
consequences in the courts in terms of our ability to bring people to justice; they have 
consequences in the civil courts where, if we get them wrong, we may be impinging the rights of 



 

the individual and chief constables and commissioners may end up being sued; and they may 
have consequences publicly for the reputation of the organisation and policing in general. 
 
We have this big stretch on this core resource where, at one end, we are expecting constables to 
do this very complex and challenging work and then, at the other end of the spectrum, we have 
very huge volumes of demand for quite routine and basic services.  They are less risky and there 
are, perhaps, fewer technical skills involved but they are, nevertheless, very important and the 
public wants these services in very large measure. 
 
I think the dilemma that we have is; do we continue to deliver those services through a single 
core resource that is very flexible and will do anything, any time at any place, or do we look to 
other sectors of the economy that have stratified and diversified their workforce to try to get a 
much more precise match between the skills required for a task and the task itself?  I think 
police officers move up and down a spectrum of doing very, very demanding and very high skill 
and high consequence work, through to doing very, very routine and quite mundane work. 
 
I would not suggest any of it is unimportant but the question is affordability.  Can we afford 
some of that, almost industrial scale work that is very routine but in high demand?  Can we 
afford to deliver it through constables in the way that we do today or do we actually need to 
reconfigure the police workforce?  I think that is a debate that has been swirling around and 
unresolved for some time.  There are arguments on both sides. 
 
The great strength of the model of policing that we have in the UK today through our front line 
constables and now, more recently, through support officers, is that these roles are highly 
valued by the public, they are resilient and we can mobilise large numbers of police officers and 
put them on the streets at times of civil emergency and high demand or crisis.  People are 
worried that, if we diversify and stratify the workforce with different grades who are more 
specialised at the different levels of policing, can we be as resilient and can we be as flexible? 
 
It seems to me that we have a model that is very flexible.  It can absorb all sorts of demands and 
emergencies and can rise to the challenge in many respects, but the comfort of that resilience 
and flexibility is quite expensive. 
 
John Biggs (Chairman):  So you are pointing towards a possible model in which we get better 
bangs for our bucks, or whatever the term is, by having a more specialised and professionalized 
police service.  You do a degree in forensics and then you become a police constable who 
rapidly goes into that specialism world. 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  Absolutely.  There has been 
a debate within ACPO and, indeed, amongst police federation superintendents and police 
authorities about these models.  Various iterations have been discussed.  Nationally, there has 
never been a consensus about what a 21st century police workforce needs to look like given the 
complexity and scale of demands that we face in a modern society and, of course, the financial 
constraints that now confront the service and all public services. 
 
Certainly, if you look to other sectors of the economy, if you look to health, if you look to 
education and if you look in the private sector, you will see the same basic dilemma being 
addressed in different ways.  I would not suggest that these solutions are directly transferable to 
policing because policing is quite a unique endeavour and it has quite serious consequences if 
you upset the balance that currently exists.  You need to think very carefully if you are going to 
reconfigure the workforce structure because it is tried and tested and has served us very well for 
180 years pretty much because it is, actually, largely the same. 



 

 
If you look to the health service, it has a very stratified workforce structure with very specific 
skill requirements at each level and qualifications and accreditation requirements.  Various roles 
are set at each level and its pay and rewards are set amongst those levels.  It has very clear 
career development paths through those different tiers of employment. 
 
John Biggs (Chairman):  Can you tell us, in your opinion, and with evidence if you have some, 
to what extent the increase in personnel has led to a similarly proportionally increase in 
operational capacity, or have you just been getting fatter and, not necessarily, that much more 
capable? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  Again, the evidence is very 
fragmented on that question.  I am firmly of the view that police capacity and capability has 
grown enormously alongside the additional funding that we have seen over the last decade.  It 
has had to meet more and more complex demand.  I think that the question remains: how can 
the workforce be reconfigured in a way that retains its core strength of flexibility and resilience 
so that it can meet those very exceptional demands - perhaps at times of a civil emergency or 
something else - but, at the same time, deliver policing services more affordably at the different 
levels of skill? 
 
For example, I think PCSOs were almost a symptom of the inflexibility of the current workforce 
structure.  The basic idea was to bring in a role, on more affordable terms and conditions, that 
was locked into that front line role where the tasks that PCSOs do were almost ring-fenced but 
they were there to do the visible patrol, to engage directly with the public in a visible way and 
were there to solve the basic routine and less complex problems in communities. 
 
John Biggs (Chairman):  Right.  How good has the Metropolitan Police Service, in particular, 
been at measuring this by looking at the information available and the deployment of officers 
and resources and demonstrating that they made the most efficient and effective decisions? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I think the Metropolitan 
Police Service has been reasonably good at this.  There are sensible processes inside the 
organisation that seek to look at what it is spending its money on and where and on what 
activities and looking at the outcomes.  I think there has been a welcome move, in recent years, 
to looking at the outcome against the expenditure of resources.  It is a complex business. 
 
I think, more recently, the police have been freed up - while moving away from some of the very 
complex target regimes - and have been able to start to develop their own, inhouse, more 
business related measures to look at: are things value for money; are we getting the right public 
outcomes from these activities and this expenditure?; is there real public value being created by 
this; and has it increased public safety and created more confident communities?  Clearly, 
neighbourhood policing is a very good example of that, where we have seen very big 
improvements across the country, and in London, in public confidence and satisfaction and, 
indeed, over the last decade, lower crime. 
 
John Biggs (Chairman):  Do you think the Service has the information available to distinguish 
between what proportion of its staff are engaged at a particular time on operational support 
and on operational work? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  Yes, but I do think the 
definition is still a problem.  We have had some regimes like the Front Line Policing Measure 
that sought to define what front line activity was and forces were attempting to gather data to 



 

demonstrate that they had high levels of resource in the front line.  The fact is that that fell 
short of the mark because I am not sure it embraced the whole front line endeavour.  I just think 
it was too crude a measure to fully help us understand the various benefits that we achieve in 
public safety, public confidence and satisfaction terms in the various areas where we are 
spending money and employing people.  I think it needs to be more sophisticated. 
 
John Biggs (Chairman):  What would make that more sophisticated?  External scrutiny?  
Management consultants? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I think one of the symptoms 
of having a workforce that is very flexible and can turn its hand to almost any task is that the 
service has not had the same pressures to develop very sophisticated demand forecasting and 
management systems, workforce planning tools and management information systems that you 
can use to really drive into the question of value for money and other issues. 
 
Organisations - obviously more so in the commercial side - that are running on a profit/loss sink 
or swim scenario, have been compelled to develop quite sophisticated resource management 
tools and task management tools to make sure that people are on task and they are doing the 
task that we really need them to do.  To do that in policing is challenging but probably we need 
to do more of it. 
 
John Biggs (Chairman):  If there was a private company providing neighbourhood policing in 
London and it found a ward in London where there was no recorded crime it would probably 
reach the conclusion that it did not need to deploy so much resource in that particular area.  I 
suppose there is a clash between the political expectations and the management stuff.  Is it as 
simple as that or is that an excuse? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  It is not a bad analysis in 
the sense that the police do not operate in a commercial market; they operate in a political 
market.  Commercial markets are usually logical and rational; political markets are less logical 
and rational.  We are dealing with very emotional issues about the comfort of seeing police in 
their communities.  If you try to close a police station down, no matter how strong the business 
case is in public expenditure terms, you will be fighting that battle for months, possibly years 
with your local communities.  These are very real and very difficult issues that police chiefs and 
police authorities have to face. 
 
Andrew Boff (AM):  You were saying that the value of the police is that they are so flexible; 
they can do all sorts of stuff.  Has analysis been done of the kind of stuff we want them to do, 
rather than, ‚they can do anything and let them do everything‛?  Surely there are some tasks 
which the police do which, to be honest, they do not really need to do.  I am asking whether or 
not an analysis has been done of reducing that flexibility a little, which actually would not 
reduce their performance? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  Indeed, a great deal of 
energy and effort has gone into that.  It goes back to this very philosophical or ideological 
question about policing; do we rely on omni-competent police constables that are all things to 
all people and turn their hand to any task, or do we look at the role of policing? 
 
I will give you an example from the Workforce Modernisation programme that the Metropolitan 
Police Service participated in.  The early research looked across four forces.  We looked at the 
role of neighbourhood constables, response and patrol officers that are dealing mainly with 999 
and calls for assistance and local detectives in Criminal Investigation Department (CID) offices.  



 

The work involved a very detailed activity analysis of the daily working lives of officers in those 
roles. 
 
It was remarkable that the ratios that appeared were consistent across the forces and they were 
consistent across all of the roles.  It was, basically, along the lines that something in the region 
of 60% of the officers’ time was undertaking quite routine tasks where the risks and the 
knowledge requirements were relatively modest.  Lots of that was things like processing 
prisoners and things of that nature.  About 28% of the officers’ time was being consumed by 
what we would probably term as bureaucracy: recording information, filling in forms and 
servicing the information needs of the organisation and all of its regulatory bodies.  Only about 
12% to 15% of the officers’ time could you say they were absolutely doing the things that we 
had trained them to do. 
 
That was not surprising to professionals in the organisation but, at the same time, it raised a 
question.  That constable who probably cost something like £300,000 in the first four years of 
their career to recruit, train, develop and deploy because they are very much in the development 
part of their career in those early years.  They are highly trained, they are capable people, they 
cost quite a bit of money to get to that position and maintain.  How do we get them from doing 
the things we have really trained them to do from, maybe, 15% of their time to, maybe, 60% or 
70% of their time? 
 
That is where that analysis led us to conclude that one approach was to reconstruct the delivery 
so, instead of a constable doing everything, we would construct teams.  We took a CID office as 
an example in my local force in Surrey.  There were 30 detectives in the office.  We transformed 
that into five teams each led by a detective constable with a police constable working alongside  
three investigative support officers and one team coordinator in these new style teams. The 
team coordinator did that 28% of clerical work 100% of their time so they did the investigative 
updates; they did the witness and victim call backs updating them on what was going on with 
the crime; they were filling in documents on behalf of the team and completing elements of the 
paperwork.  The detective in charge of the team was still responsible for all of the tasks that 
previously he or she would have had to have done, but now you have a role holder in the team 
who takes a lot of that away from you. 
 
The investigative support officers undertook that 60% area of fairly routine and quite repetitive 
work; basic statements from victims of crime who may have had their house broken into or their 
car burgled.  Important tasks because they have to be done sensitively and you have to get 
accurate recording of the evidence but, actually, the support officers demonstrated they could 
be very capable of that because they were concentrating on this type of thing all the time and 
they became quite expert.  That freed up the detective constable to spend almost 100% of his 
or her time doing the things that we really trained them to do: to look at the evidence; to make 
assessments about what the investigative lead should be; to interview suspects, perhaps to deal 
with more complex evidential statements; to oversee the production of prosecution files; to 
attend court and various other -- 
 
Andrew Boff (AM):  I do not want to drill down too much into the job - it is for a different 
Committee - but tell me what routine means.  You have said 60% is routine and, to a lay person, 
I do not quite know what you mean by routine.  Walking on a beat - is that routine or doing the 
job? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  At one level patrol is a fairly 
routine task.  You do not need to be qualified to walk along the street in a uniform.  However -- 
 



 

John Biggs (Chairman):  I suppose Andrew’s question raises an interesting point which is 
when you have got a specialist team investigating a robbery or something then they have a clear 
task or set of tasks to investigate.  When you have got a territorial policing team whose job is to 
keep the streets safe, it is far less easy to define individual tasks that people have to do: so 
someone who walks the street and someone else who - it does not work like that. 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  This was the whole concept 
of the workforce modernisation pilot work that went on across the country; to integrate 
different grades with different skills in a team concept.  Whether it was a neighbourhood 
policing team comprising constables and support officers, or whether it was a CID team 
comprising detectives, police constables and support officers, what you would do is get the right 
person doing the right thing and freeing up officers who have powers of warrant.  They have 
powers of compulsion and they have those special powers that we know the police have to 
resolve the more difficult problems in our society and, indeed, the legal knowledge that police 
officers have to have to do their job. 
 
In looking at routine tasks, to answer your question, the question really was, ‚Do they need the 
powers of a warrant to do this task?  Do they need the special training, skills and knowledge 
that we give to police officers to do that task?‛  If the answer was, ‚Not necessarily‛ then you 
could categorise that as a routine task. 
 
Andrew Boff (AM):  I understand. 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  The key is integrating the 
police officer role with those support roles. 
 
Andrew Boff (AM):  So, routine is basically a function that does not require the special skills 
than officer has been trained to deliver. 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  That was the approach. 
 
Andrew Boff (AM):  I now understand.  Thank you. 
 
John Biggs (Chairman):  We are not looking at operational issues but, if you said that 
neighbourhood policing was predominantly a job that did not require the exercise of those skills 
then you could have people doing neighbourhood patrolling who did not have fully trained and 
supported police skills: police support officers.  You could have more of those if they had good 
radios so they could call in people who would do things when it was necessary.  You would 
deploy things a bit differently perhaps. 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  That is exactly what has 
happened in many parts of the country.  How it has been configured in many places is you put 
the constable in place who has responsibility for a neighbourhood and that officer is supported 
by support officers who are tasked to do those more routine things that may not necessarily be 
the best use of a fully empowered and trained police constable and you get the task and skill 
match much more precise.  Arguably, the evidence demonstrated a better outcome. 
 
Roger Evans (AM):  We had a good session with witnesses before.  One of them was Professor 
Marian FitzGerald [visiting professor of criminology at University of Kent] who provided us with 
data that showed us that the increase in posts in the Metropolitan Police Service in the last ten 
years has not actually been focused on constables but had been in higher ranks.  Constables had 



 

gone up by 28% but sergeants by 49% and inspectors and higher ranked officers by 34%.  Why 
do you think that is? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  Because the managerial 
loading on the police has been very significant by virtue of many things outside of the direct 
control of the police.  I talked about the complexity of the governance regime and of different 
regulatory bodies imposing standards and requirements on policing that have to be delivered, 
often under a statutory authority, which created management overheads to orchestrate a lot of 
this activity. 
 
I think we go back to the question about whether the workforce is configured in the right way.    
At the moment the main route to better terms and conditions for individuals is to take 
promotion because we do not have a workforce model that, more directly, rewards particular 
skills and knowledge and expertise and, indeed, achievement.  Often the route to rewarding 
people is to promote people so, culturally, in an organisation like the police, there is an inbuilt 
momentum to put people into supervisory ranks.  The question is raised about whether a 
different workforce structure, where people could specialise in different roles as constables – 
accredit to become a detective or whatever - and the rewards system actually reflected that. 
 
Again, it begs the question in my mind about why we have not, perhaps, considered a basic tier 
of constable which is, essentially, a street policing role which is locked into terms and conditions 
that are affordable and that you cannot just pull them out willy-nilly of that role; other than 
through a process of qualification and accreditation into specific, more challenging and 
specialised roles where there is a business case to do so.  The very flexible workforce model we 
have got makes it very easy just to pull people up into counter terrorism, child protection and 
homicide very quickly and it often comes from (what people think of as) the front line.  This has 
been an interminable problem; trying to get that balance right.  Marian FitzGerald’s paper 
alludes to that. 
 
Roger Evans (AM):  Are these managerial people actually managers or are they people who 
have those ranks by virtue of a specialist skill that they may have that we value or because they 
work as part of a specialist squad and we want to give them the seniority to be able to get 
respect and cooperation from the guys in a borough when they go out there?  Do they actually 
need to have those ranks? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  To be fair, I think, most 
often and generally, if they hold a supervisory rank they have responsibilities to manage people.  
Supervise.  I think the roles in policing are quite blurred.  For example, if you look at the role of 
a sergeant, sergeants actually are very much involved in delivering services.  They attend calls to 
emergencies, they patrol the streets and they end up doing a lot of direct service delivery to the 
public.  You might say, actually, it is important to get the role of the sergeant in policing really 
clear and say they are there to uphold the standards of the organisation: to make sure that the 
service delivery to the public is quality assured; to lead, guide and mentor staff; and to manage 
operational risks.  I do not think the role is that clear.  I think the role of sergeant is very blurred 
and I think the service would benefit from much more clarity about what the various tiers of 
supervision and leadership actually bring to the endeavour of front line policing. 
 
Roger Evans (AM):  Given most of these people are exercising management responsibilities, 
something else that was suggested to us by witnesses we saw last time was that we could make 
savings there by, perhaps, combining some of the specialist squads so that you have centralised 
management for them or, perhaps, combining borough commands so that you have shared 



 

services and centralised management for those.  Are those a going concern or are there barriers 
to doing that? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I think these are all options 
that are viable and worthy of consideration.  You may be aware that several police forces 
outside of London have, in effect, dismantled their territorial Police Command Units and started 
to run a functional model; so they run on a function across the whole force.  For example, 
neighbourhood policing is run as a force-wide function: volume crime CID investigation, 
response and patrol.  Then the protective services like serious and organised crime teams, 
homicide, public order and counter terrorism are run across the whole force also. 
 
That has, undoubtedly, taken cost out of those forces, because they are under pressure, so it is 
a more cost effective way of delivering the service in many respects.  I think it is too early to say 
what the impact is on that in terms of the public.  It seems to me that performance so far is 
holding good.  Whether the public feel that the level of service has improved or stayed the same 
or deteriorated; I think it is a little bit early to draw hard and fast conclusions. 
 
Counter terrorism and serious and organised crime.  There are clear overlaps.  Many would 
argue, actually, the skill sets are quite different from your counter terrorism detective and your 
serious and organised crime detective.  Actually, in these very pressed times financially, is there 
a case to look at pooling those resources and, perhaps, being more sophisticated about how you 
manage and deploy detective skills into those two areas of demand?  I think there is.  I think 
there is a very real debate and, indeed, I have heard that debate going on before I left the 
service about whether the counter terrorism regional units and regionally configured serious 
crime teams ought to be working much more closely together; sharing infrastructure and sharing 
knowledge and expertise and manpower. 
 
Roger Evans (AM):  You mentioned forces that had gone for a functional model.  Which ones 
should we look at if we want to see how that is working? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  There are probably several 
now.  I know Norfolk.  I think Warwickshire.  I think Surrey.  I think there are several now.  The 
funding pressures became so acute that they have stepped into a more functional model and 
the Borough Command Unit (BCU) has, in effect, disappeared; what we would call a borough in 
London. 
 
Len Duvall (AM):  Can I just clarify?  Those examples that you are offering up are looking at 
the borough operational territorial issues and you are saying look to those forces to suggest 
some alternative ways of a policing model for borough policing; not for entire Metropolitan 
Police Service policing?  If we are looking at the Metropolitan Police Service in its entirety are 
there places that we should look to for good practice? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  Yes.  I think there is good 
practice across the service and I think this is one of the difficulties because it is structured into 
43 forces and there is not a consensus about how we should design our workforce and how we 
ought to configure our business of policing.  What you have got are pockets of very promising 
evidence where various experiments have taken place that have yielded good results. 
 
I will speak about Surrey because it is the force I know best.  The case on the CID modernisation 
was compelling.  The police authority was absolutely convinced of it and it agreed to that model 
going across the whole force.  I think it saved Surrey £2 million a year.  Over ten years that is 



 

quite a bit of money.  It freed up resource that could be redeployed.  As a business case it was 
very compelling. 
 
I would just add one word of caution though.  Comparing county forces to London is inherently 
dangerous.  What you can do in a county force is one thing, transferring that into London needs 
very careful consideration.  I think some of the concepts are well proven.  If you go into the 
private sector you see it all of the time.  I remember speaking to a senior guy in the AA 
(Automobile Association) who said he confronted the same problem.  They used to have a 
workforce of very highly trained AA engineers who could go to a roadside breakdown, strip 
down an engine at the roadside and put it back together again.  They realised they could not 
afford that.  Actually they have a tiered system and they have more basic engineers that get 
deployed to the right thing where it looks like it is a puncture or they have run out of petrol or a 
fuse, and they can follow up that deployment if that turns out not to be the case with a van 
with more equipment and more skills.  I think that is the business the police are in; how do we 
integrate an optimal mix of skills in a way that we can afford that will protect the services’ 
standards that we want for London? 
 
John Biggs (Chairman):  As officers become more senior, they have available to them a lot of 
quite intense training at staff colleges and national agencies supporting them.  You would have 
thought there would have been a hurricane of all this modern management though the police 
services in the UK.  Are you saying that it has resisted this? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I do think I experienced 
quite a lot of resistance across the service nationally to the idea of workforce change because 
policing is a very traditional endeavour.  It has very strong cultural traits and it is very proud of 
its traditions - and rightly so - because it is revered around the world and, actually, it does enjoy 
very high levels of public approval by comparison to other occupations.  We must not let that 
go.  This is a baby and bath water question here.  How do we protect all that is good about 
policing - and there is lots of it - and the public generally really trusts our police officers and 
respects them and wants them there - but how do we do it in a way that we can afford? 
 
Andrew Boff (AM):  If you were to try to do a sales pitch for borough command units, what 
would be their selling point? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I think their selling point is, 
obviously, their ability to be more locally accountable.  They are going to be local officers who 
have a sense of ownership of a community, whether it is at borough level or at neighbourhood 
level -- 
 
Andrew Boff (AM):  Neighbourhood is a different model. 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  Neighbourhoods are 
different. 
 
Andrew Boff (AM):  Because we would carry on having Safer Neighbourhoods Teams if we did 
not have any BCUs. 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  Absolutely.  I think the case 
at borough level is less strong.  The biggest and most compelling argument, I think, is just the 
co-terminocity with local authorities and the partnership. 
 
Andrew Boff (AM):  One wonders what value that is.  Thank you. 



 

 
John Biggs (Chairman):  Roger [Evans] was asking about the increase in higher grades in the 
police service.  Is this more of a problem in London than it is nationally; the increase in higher 
grades in the police service? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I think it is more of a 
challenge in London because the demands and the threats are intense in some aspects of 
policing.  The public scrutiny and the media in scrutiny in London; the tolerance of failure is 
very low.  I think the police often feel compelled to put checks and balances in the system and 
always be risk averse.  That is natural.  I think we have created - not probably by design - a 
pressure cooker environment for public authorities generally, and the police in particular, so 
there is this almost inevitable demand to put in checks and balances which often come in the 
form of supervising ranks to make sure that every risk that can be mitigated is mitigated. 
 
Richard Tracey (AM):  I think we do have to address the fundamental point which came out in 
our last session with your former colleagues, Mr Hogan-Howe [Bernard Hogan-Howe, Her 
Majesty’s Inspectorate of Constabulary] and Dr Brain [Dr Timothy Brain, Cardiff University] but 
also, Professor FitzGerald.  As politicians, we are constantly asked by the public for more 
visibility and for visual evidence of the police.  You have, as the Chairman says, talked quite a 
bit about it.  I think, still, there is the question of how does the Metropolitan Police Service 
balance the visual and the non-visual nature of policing?  How does it really achieve that 
without, at the same time, really socking the public in the eye and saying, ‚Sorry, you have got 
the wrong idea‛? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  The simple truth, I believe, 
is that the Metropolitan Police Service, like every other police force in the country, will have to 
become more productive.  It will have to become more intelligent about the way it uses and 
deploys its resources.  It will be the case that 80 constables tomorrow are going to have to be as 
visible and effective in terms of their impact as 100 are today.  When you go into police stations 
across London or elsewhere and see large numbers of police officers - as I did in my own force 
in Surrey - an hour before the end of their shift doing two finger typing into a box, you think -- 
 
John Biggs (Chairman):  Twice as good as me by the way! 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I cannot type either so I do 
not criticise them!  Is that really what we want our police officers to be doing?  Of course it is 
not.  No one in the police service wants that but, at the same time, I think what we do need is 
to look at policing in a sense of how do we correctly understand the savings trajectory that we 
need to deliver over the next four or five years?  How do we design under that trajectory some 
kind of transformational change that is intelligently thought through that protects all that is 
good in policing - that the public revere and love and that we all respect - but, at the same time 
will deliver the productivity that we need to deliver? 
 
I think that can be achieved.  I think that the thing that the police service needs to be able to do 
more of is learn how to sequence the business change process.  What has happened in the past 
is that often they will buy a piece of technology, shoehorn it into the organisation, and not 
often get the benefits that that technology could deliver.  Really it has to start from the other 
end.  You have to look at the enterprise design and the systems and processes to deliver the 
service models that you have chosen.  Then you have to look at the workforce configuration to 
deliver that service model and then you have to look at what technologies will enable that 
change.  I do not think policing, particularly, has been very good at that very sequenced logical 
change path. 



 

 
What happens is you will get initiatives like Quest, which is a very good initiative, where they go 
in on a very narrow systems and process redesign angle.  I remember in one force it was so good 
it generated so much proactivity into the criminal justice system they had to turn the taps off 
because they had not redesigned the other bits of the system to realise the benefit.  That is a 
very classic example of what happens time and time again.  The challenge of the day requires a 
system change. 
 
I do know, from speaking to colleagues, that the Metropolitan Police Service is thinking in those 
terms and you are aware of its plans to deliver a transformational programme within territorial 
policing.  I am sure these are things that it is thinking very hard about. 
 
Richard Tracey (AM):  Is there going to be required a fairly massive educational programme 
for the public so that they understand all those various strands of policing which are not totally 
visual?  You have talked about some of the really specialist things which are protecting the 
public but they probably do not know that most of it is happening.  They know there are 
cameras, for example, being used, closed circuit television cameras, but a lot of the other 
analytical stuff that goes on they just have not got the first idea about.  Is there a requirement 
for education of what is actually there? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I do think the police and, 
indeed, those responsible for overseeing the police, have a job to do to convey, more 
effectively, these invisible signs of policing.  They are very substantial; they clearly have a very 
big impact on public safety and have often unappreciated benefits in terms of local quality of 
life and local community safety.  I think we do need to be communicating that message much 
more succinctly. 
 
The truth is, quite understandably and quite naturally, if a member of the public walks out of 
their front door and sees loutish behaviour on the street, a broken bus shelter, graffiti or 
abandoned cars, that translates into, ‚I am at risk of being attacked, my house burgled and I 
feel unsafe and insecure‛.  They want the police there. ‚Why aren’t the police dealing with 
those yobs?  Why aren’t the police stopping people writing on the wall?‛  They do not think, 
‚Actually the police are dealing with a vulnerable child who is at risk of death from parents that 
are completely irresponsible‛.  They do not think that actually the police are surveilling a 
terrorist team that could be are plotting a murderous attack.  They do not think that they are 
infiltrating a criminal gang who are, in six months’ time, going to be brought before the courts 
and they will throw the key away.  Naturally, they do not think in those terms.   
 
I do think we need to better express the whole interdependent endeavour of policing.  Half of 
which, or more, is unseen.  Probably not half, but it is a big chunk of policing. 
 
John Biggs (Chairman):  If we take that argument to an extreme - and I am not saying this is 
what I would do by the way - there is an interface between policing and all the politics of it.  If 
you take it to an extreme you could say - other than in very specialist situations like large 
crowds or a high crime neighbourhood - politicians and police need to be a little braver and they 
need to say to people, ‚It is a comfort blanket for you to have patrolling police officers but you 
don’t really need them.  You need to have a smarter way of managing your police service.‛  Do 
you think that is the sort of leadership that people need? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I do.  I think there are ways 
of doing it but, again, many police chiefs were advocating a long time ago - I was one of them - 
that we have to move away from this idea that officer numbers are the be all and end all of 



 

policing delivery.  They are important.  They are very important but, actually, the real question is 
capability and capacity.  How do you engineer the maximum amount of police service capacity 
and capability with the given money that you have?  That is the question. 
 
The military have had to learn this lesson.  They have moved from an organisation that was very 
much based on headcount.  I think the British Army in 1962 was 320,000 strong.  It obviously 
shrunk dramatically in the decades that followed and is now a capability-based organisation.  It 
does not really talk about numbers; it talks about its ability to deliver an effect here or around 
the world. 
 
Richard Tracey (AM):  The matter of good practice has been raised.  Roger [Evans] asked you 
about good practice and you mentioned some county forces.  You also did say that we have got 
to differentiate between the Metropolitan Police Service and the counties.  Presumably some of 
the bigger forces like Greater Manchester are more similar to the Metropolitan Police Service?  
We did hear - I think it was from Bernard Hogan-Howe - that in Greater Manchester there was 
the use of hot spot policing and he rather recommended that as something which is very 
productive.  Would you agree with that?  Is that something that the Metropolitan Police Service 
ought to concentrate on more?  I believe, from some of the reading, the London Ambulance 
Service has adopted hot spot operations in its work.  What do you think about that? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  First point, you are 
absolutely right; it goes back to county forces are smaller and more agile so it is wise to look at 
some of the big metropolitan forces as a better comparator. 
 
I would not want to miss the opportunity to say that I think London, in many respects, does lead 
the innovation in trying to work smarter and be innovative about how police services are 
delivered effectively. 
 
Yes, I am aware of the approach in Greater Manchester that Peter Fahy [Chief of Greater 
Manchester Police] has led and I am aware of the units.  I cannot recall their name but they are 
almost like rapid deployment centres where they accelerate the acquisition and deployment of 
information to operational teams to go and respond much more quickly to crime and disorder.  I 
think the early indications - clearly Bernard Hogan-Howe has indicated this - are that that works 
well. 
 
Richard Tracey (AM):  There was some mention in the press about a week or ten days ago 
that something like this is happening in Lambeth.  I think the borough commander there is 
moving on to rapid deployment of different sorts of forces. 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I would be amazed if the 
Metropolitan Police Service is not actively exploring those approaches and, indeed, will finesse 
them to meet the particular context of London.  I think the Metropolitan Police Service is 
constantly scanning the national landscape.  It is not too proud to go and borrow someone’s 
good idea and bring it to London and make it fit here.  It is important to measure, or at least 
assess, effectively the impacts. 
 
Andrew Boff (AM):  We have pretty much covered what I was going to ask which was about 
what other lessons from elsewhere we can learn about finding savings through workforce 
modernisation.  Perhaps you could tell us of any other experiences or any other examples, 
perhaps even internationally?   
 



 

Robert Quick (Chief Executive, Blue Light Global Solutions):  There is a rich mix of 
opportunity out there to draw evidence-based lessons about what is likely to work well in 
policing and in London in particular.  The national Workforce Modernisation Programme was 
evaluated, I believe, by Deloittes who published earlier this year and it showed great promise 
but it, necessarily, recognised the limitations of those workforce experiments.  They were very 
limited.  Some forces were much more involved than others in terms of experiments but, I think, 
the evidence speaks for itself.  You can go to forces and they can demonstrate, evidentially, the 
cost benefits of changing some elements of the workforce mix. 
 
The difficulty is seeing it as a system and actually trying to design something that is fit for 
purpose for the 21st century.  Getting consensus on that in a structure like 43 police forces and 
43 police authorities is very difficult, but we should follow the evidence.  I would recommend 
the Deloittes report. 
 
I think, internationally, you will see models - I think New Zealand and parts of Australia - where 
they are tiered; they have a base grade constable and a senior constable.  They have tried to 
lock down the street policing capability so it is locked in place pretty much and it is on more 
modest terms and conditions than the next tier who are really people who are drawn from the 
base grade and seen to be the most capable, the most judicious and the most experienced 
officers who then become accredited or qualified to perform more specialist roles.  I think there 
is merit in exploring that because, otherwise, we remain with a compromise: that we use a single 
grade of constable on common terms and conditions to do most tasks in policing. 
 
Andrew Boff (AM):  Have you not effectively done that, rather than grading police officers, by 
inserting a level in front of the police officers, through the PCSO? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  We have but, I think, some 
mistakes have been made with that because the PCSOs were a great innovation and, I have to 
say, in Surrey, they were extraordinarily popular.  I think the actual public appreciation of them 
is much higher than you might read in the newspapers.  Their flaw, I guess, is the public’s 
perception that they cannot actually arrest anyone and that is why it may be wise to say, 
‚Shouldn’t we consolidate all of that street policing capability in one grade that can deal with 
the things that are likely to be confronted on the street; from young kids who are causing 
nuisance and disorder, right the way through to really difficult people in communities who are 
creating huge anxiety, committing crime and causing disorder who have to be dealt, and, of 
course, the emergencies the police get called to on the 999 system. 
 
I think that is possible but it does require a lot of thought. 
 
John Biggs (Chairman):  If a police force wanted to make big savings, the temptation might 
be there to get rid of the PCSOs before looking at officers - leaving aside complications about 
how easy it is to get rid of officers anyway if you wanted to or needed to.  Would that be, in 
crude terms, the right analysis? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I have certainly heard that 
being mooted.  In some ways, structurally, police officers’ hands and police authorities’ hands 
are almost forced down this route because, of course, police officers are on different terms and 
conditions and they have protections that other police staff do not have.   So, if you are having 
to reduce your headcount, then you are almost forced to look to PCSOs and police staff 
members.  My fear - and I know it is the fear of many serving colleagues - is that we end up 
being forced to go back 30 years and de-civilianise and start putting highly trained and qualified 
officers in back office support role desk jobs. 



 

 
John Biggs (Chairman):  In terms of the efficient use of resources, leaving aside legal or other 
complications, that would be the wrong way of managing such a change? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I think so, but I think the 
regulations make it very difficult for chief officers to manage it in alternative ways. 
 
Darren Johnson (AM):  It was suggested to us by some of our witnesses last month that, 
because the Metropolitan Police Service has had a relatively generous settlement compared to 
other forces in the past, it might find it easier to make savings than other forces.  Would you 
concur with that? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  Partially.  You have to see it 
in the context of a huge city with huge international connections and complexities.  By and 
large I think London has been well resourced for the last decade, and deservedly so, but, if there 
is a realignment of public funding, as there will be, then the police would appear to have to take 
their fair share of that. 
 
Now London has got the scale, I would suggest, where some of the choices are a bit easier than 
perhaps in some forces where the grant per head of population is very low and the stretch on 
the organisations is very high.  I think London has got some resource resilience but I would say 
it cannot be done without risk and it cannot be done without some loss. 
 
Darren Johnson (AM):  We can never forget that London is a special case, as you made clear. 
If you were in charge of the Metropolitan Police Service’s workforce now, what would you be 
looking at in terms of possible reductions and efficiencies? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I think I would be lobbying 
Government very hard on lots of issues to do with regulations.  It is a very regulated workforce 
so chief officers have not got a great deal of flexibility in terms of how they are deployed, when 
they are deployed and, in some respects, the terms and conditions. 
 
I think that I would be thinking about whether, actually, there needs to be more ability to 
remove people from the service.  If you have got to manage police officer headcount down 
because of financial constraints, then there needs to be a mechanism to do that.  At the 
moment there is Regulation - I think it was - 19A which is a very cumbersome regulation that 
allows you to dispense with the services of a constable or a police officer, but it is unwieldy and 
certainly difficult. 
 
Also, I think I would be asking why cannot officers be on annualised hours and perhaps broken 
down into quarters? 
 
Darren Johnson (AM):  To cut down on overtime presumably? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  Yes.  To say, ‚Look, each 
quarter you are contracted to do this number of hours so we have got now the flexibility to 
deploy you, rather than on the current terms and conditions which are expensive in relative 
terms‛. 
 
Darren Johnson (AM):  So this two tiered constable would be your big idea then in terms of 
making the Metropolitan Police Service more efficient? 
 



 

Robert Quick (Chief Executive, Blue Light Global Solutions):  I am not sure it would be 
my big idea.  I think my arguments are the same as many other chief officers; there are some 
very simple efficiency principles that many other sectors of the economy have been able to 
deliver that are not easily delivered in policing because of its workforce structure, its governance 
and its constitution.  How do you unlock that?  One idea would be, actually, to look at maybe 
more than one tier of constable. 
 
Another way would be to build in a more resilient and more definite police support tier because 
PCSOs came along but they are not really integrated into the workforce.  We have the bizarre 
situation where, if you joined as a PCSO and wanted to become a police officer one day, you 
had to resign from your post and then reapply and rejoin as a constable; it was almost as though 
you had joined from day one as a new constable and you had never worked in the police before 
in your entire life.  Then you got trained in a way that took no account of the fact you might 
have spent three years in the police service as a PCSO. 
 
Darren Johnson (AM):  So the current structure is actually a bar to progression? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  In many respects, and is 
expensive in progressing and developing people.  All of that could be streamlined and you could 
have career paths where people could join as support officers and transit, if they had the skills, 
into the role of constables and, when you trained them, you would recognise they already knew 
a third of what they needed to do by virtue of their role and training as PCSOs.  Again, to be fair 
to the Metropolitan Police Service, I think it is on the case here and I think it is radically 
reengineering the way it recruits and trains. 
 
Its initiative with special constables is to be applauded because I think many forces now are 
drawing their constable recruits from the Special Constabulary and it is a great way of doing it 
because you get a very long interview process.  You get to see these special constables in role 
over an extended period and can make a judgement about whether they are fit for purpose, 
rather than a two or three day interview. 
 
John Biggs (Chairman):  I do not know where you sit on this but I have one or two hunches.  
On the jobs for life debate then, where do you come? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I just think we live in a 
world where that is a very difficult concept to sustain. 
 
John Biggs (Chairman):  We tell every other school leaver that those days are gone but the 
police service is still, sort of, on that basis. 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  It is.  I was one of them.  I 
joined the police as an 18 year old and felt very secure.  I prospered and enjoyed my career 
immensely.  We should not deny the opportunity for people to make a lifelong career in 
policing, but that is different from a job for life.  I think making a career in policing is about 
sustaining levels of performance, personal development, owning your own professional 
development and constantly ensuring that you are skilled and equipped to hold the office of 
constable.  It is not just the organisation’s job to do that; it is partly the individual’s 
responsibility. 
 
Len Duvall (AM):  I think you mentioned earlier on about some of the experiences that you 
faced in introducing some of the changes.  What are the biggest obstacles to modernising the 



 

Metropolitan Police Service’s workforce?  Can you can relay that back to switching staff from 
the front line as well. 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  There are lots of barriers.  I 
will give you a personal experience.  When we brought in the modernised CID we started in 
Guildford.  It is now across the whole county.  I remember, when we started it, the BBC news 
came down to film it.  It filmed an investigative support officer from the Guildford office who 
went to a burglary scene and he introduced himself - a very smart gentleman in a corporate 
blazer, shirt and tie - as an investigating officer from Surrey Police.  He did a cursory scene 
examination pending the arrival of a forensic support officer and he took a very good statement.  
He took a perfectly adequate evidential statement from the victim of the burglary.  He briefed 
her about the investigative process that would follow and that she would be updated, and he 
left.  She was delighted.  You could see she was delighted.  He left.  The BBC crew then said to 
her, ‚Were you happy with all that?‛ and she said, ‚Oh yes, he was very professional wasn’t 
he?‛  They then said, ‚Did you know he wasn’t a police officer?‛  She said, ‚No, I didn’t know 
that.  Oh I’m not very happy about that‛. 
 
That is really one of the challenges that we face.  That, to me, it encapsulated what I was saying 
about how we operate in a political market and not a commercial one.  That public emotion is 
very powerful and very important and you disregard it at your peril.  That is one barrier. 
 
The other one was, obviously, partly from the staff themselves who feared that the systems 
would not work.  I was very reassured about 12 months into the job when some very long in the 
tooth - one might say quite cynical - detective constables, who were placed in charge of the 
new CID modernised teams, said to me, ‚Boss.  I would never go back to the way we used to do 
this‛.  That was a source of great encouragement for me thinking, ‚Well this is not the be all 
and end all but, actually, there are ways of organising the way people work and how we bolt the 
skills together that are actually are very rewarding‛. 
 
Of course the detective who used to be a ‘sole trader’ doing everything on his or her own 
suddenly had their own team and they had responsibility.  A lot of the routine work that, 
frankly, they do not always enjoy doing, they now had people on their team who were there to 
do that work for them, and they could concentrate on the things that they are trained to do: 
dealing with very vulnerable crime victims; dealing with very nasty crime suspects and solving 
very difficult cases.  That mix really worked and a lot of the bureaucratic work got done more 
efficiently. 
 
I think another benefit was the team coordinator would be ringing the public - something that, 
in the old system, always fell between our fingers.  At the end of a working day the last thing to 
be thought about was, ‚Oh I need to ring Mrs Smith about her burglary and tell her what is 
happening‛.  We had designed that into the process so there was someone whose job it was - 
that was their job - to keep that detective’s crime victims and witnesses apprised of 
developments.  I think we did see a customer satisfaction return on that and people felt that the 
service they were getting was better than the one before. 
 
I think you can do it in a way that actually works for the workforce because you have got to 
take the workforce with you.  It has got to be able to see that this works and that the things it 
holds dear about serving the public will be upheld.  Police officers, by and large, join the police - 
and police staff - for very altruistic and very noble reasons.  You can just look at their 
application forms and their essays that they write that tell you that. 
 



 

Len Duvall (AM):  In terms of size, does size really matter?  Earlier on you were giving some 
examples that we could follow about, if the police were going to reorganise borough policing, 
where they should look to.  In terms of where the front line is and that moveable feast around 
that, does size matter in terms of change and driving change through an organisation?  Can I 
add, in Surrey you did this against very little legislation change and you were under pressure 
because you could not, presumably, deliver a policing service on the resources that you had and 
that had forced you to seek these alternatives? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  Exactly. 
 
Len Duvall (AM):  What do you think the Metropolitan Police Service should be doing then in 
this period where there are not some of these legislation changes?  Is it on track to do it or is 
there more that you would like to see? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  You make a very good 
point.  I felt, as a chief officer, I was under pressure to maintain service delivery to the Surrey 
public.  Our grant, per head of population, was one of the lowest in the country.  It treated 
Surrey, on the formula grant, like a rural force 100 miles from London.  The fact is we were not 
100 miles from London; we felt the radiation of London’s demands into Surrey. 
 
So I had to go to the Government and say, ‚Look.  I want to do these things‛.  There was a 
tortuous debate about whether I had the flexibility or the legal authority to do it.  In the end I 
concluded that, on my best guess, it was not illegal so I might not end up in prison, so I thought 
I ought to do it.  I did it and, actually, I think I was in some kind of ‘regulations no man’s land’.  
No one could say it was illegal but I could not say it was legal!  I had to rely on the staff and the 
Police Federation to consent to waive certain rights and some of the regulations to do it.  We 
managed to persuade them and, to their credit, they took a step forward; a bold step to 
experiment, and, by and large, it worked for Surrey.  What works for London may be very 
different. 
 
You raised the question, ‚Do we need to negotiate a new regulatory framework for the 
workforce?‛  Absolutely.  The Government has already announced a review of terms and 
conditions.  My fear about that is we go back to making the mistakes of the Sheehy Report2 in 
1993.  If it is just too narrow it will not work.  It has to be a strategic and broad remodelling of 
the framework to enable the type of innovations that we have been discussing, and the scale of 
London is a challenge.  I think there are possibilities.  You could ‘chunk’ London down again as 
we used to and have the big areas.  You might be able to manage a non-BCU based service on 
an area of London basis, running it across the whole of London like they do in Norfolk, or 
Surrey.  I think it looks too big to do that. 
 
Len Duvall (AM):  My last two questions: capacity to change.  Earlier on you described it as a 
management tool to drive certain aspects through: The productivity agenda, the front line.  Can 
you just outline to us a little bit more about the capacity to change?  How does change occur?  
How do you support existing managers who are doing the day job and forcing issues through?  
How does it work then when you are looking under stones to force out stuff to other priorities 
and those issues? 
 
Secondly, can you tell us how can we, as Members of the London Assembly and the public, 
track decisions being taken for transparency?  The Metropolitan Police Service is on a drive to 
find savings.  We know that it has reduced support services.  How do we stop the police officers, 
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that everyone is working hard to put back into doing the tasks that you said that they have to 
do, slipping back into some of those back of office or creeping into that middle supporting role?  
What measures could we be looking at or thinking about? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I think the first question is 
one about the capacity to change.  I do think that is a big challenge for policing generally.  My 
experience of the service is, in so many ways, that it is running fast to stand still because there 
are just so many competing demands on the police service.  Engineering sufficient capacity - 
intellectual and managerial capacity - to review the business as a system and look at the 
enterprise redesign, the systems and processes, the people issues and the technological issues is 
a very big endeavour in somewhere like the Metropolitan Police Service.  I guess it needs to 
engineer that.  It has got some fantastically talented people in the Metropolitan Police Service 
who can do that and it needs to organise them and empower them to deliver that type of 
change. 
 
There are elements of the private sector, I think, that have capabilities that are proven and can 
be integrated into policing in an intelligent way and a way that manages the risks.  I think it is 
about integrating the best capability of the private sector in the back and middle office, with 
the front line of Metropolitan Police Service and policing nationally. 
 
Lastly, your question about how do we stop the productivity gains through that process ending 
up just being lost by deploying people not in the front line.  I think, partly, that is a political 
thing.  I think chief officers need clear political support to make some very hard choices. 
 
Len Duvall (AM):  Where does the leadership come in?  It is a supervisory issue isn’t it?  With 
all due respect, the pressure is that the job is still there to be done.  How do you say that job is 
not going to be done anymore?  How do we know that that work is being done?  Local 
supervisors and local managers are not really saying, ‚We said you were on that street.  We’re 
taking you off that street.  We need you back in the office to do X‛.  What could we be looking 
at?  Maybe the senior managers of the Metropolitan Police Service need to make sure their 
managers are doing what they should be doing.  We politicians cannot be there all the time. 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I think there are three 
things there framed in your question.  One is empowering leaders and managers and - I 
absolutely agree with you - they should be empowered to lead and drive the service.  We need 
to push that down.  I think it starts with the front line supervisor whose role should be clear 
about being responsible to quality assure service delivery at the front line and to meet public 
need so far as it possibly can within the organisation. 
 
The second thing is about what I would call officer available time, or productive time.  How do 
we actually measure those officers who are at the front line?  I think there are big opportunities 
to increase that.  If we could just redesign some of the back and middle office that means that 
police officers do not have to go back to police stations to key in data, overnight there would 
be a massive leap forward because we lose just so many operational hours keying in data across 
the country and London in particular.  So that is the second bit. 
 
The third bit is a political dimension.  If the police have to start making decisions to stop things 
and not servicing that bit of the bureaucracy, then they need a bit of support to make those 
decisions.  There are so many regulatory bodies who think their bit is really important - and I am 
sure it is in some respects - and they will make demands and they will wave legislation and say 
to chief officers, ‚You are failing in your statutory duties to report on this and provide this 



 

data‛.  I think, actually, the governance of the police service needs to grasp that nettle along 
with chief constables and commissioners. 
 
Richard Tracey (AM):  You will be aware that, during the summer, the Audit Commission 
produced a report on delivering value for money and it came out with some fairly swinging 
suggestions that chief officers have been ignoring many of the things that the Audit 
Commission believe they should have been observing.  Do you think that the Audit Commission 
report will now be taken seriously by the Metropolitan Police Service - because we are really 
more concerned with the Metropolitan Police Service than other forces - and by police in 
general?  Will they take radical steps? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  I think adversity is the 
mother of invention and I think this financial challenge is a burning platform that we just did 
not have before.  When my colleagues and I were advocating some of these reforms in 2005 
there just was not the impetus for people, universally, to grasp some of these concepts and 
ideas.  I think they are of more interest now, for obvious reasons.  I think the Metropolitan 
Police Service will look into all of that. 
 
Sometimes these reports - I have read many of them - make assumptions and pronouncements 
that, actually, are not wholly realistic.  There are good reasons why, in policing, you cannot 
quite deliver that in that way.  That is not to say there are not many, many examples of where 
the police could be much better, including the Metropolitan Police Service, at delivering better 
value for money.  I think that is, clearly, going to be the focus of the next few years.  I think 
everyone is waiting to see the precise impact of the spending review and how that translates 
into their budgets over the next cycle and they will have to engineer some fairly radical 
responses to that. 
 
Richard Tracey (AM):  The new Government is also looking at pay and conditions and looking 
to produce a report, I think, early next year.  What is the likelihood of some need for some 
legislative change?  Are we dealing with redundancy of police officers, for example?  Is that 
likely to happen? 
 
Robert Quick (Chief Executive, Blue Light Global Solutions):  My guess is that is likely.  I 
am sure, behind the scenes, chief officers are making clear the straitjacket within which they 
have to operate, in some respects.  Again, I would be at pains to emphasise that there are many 
aspects of the regulations that actually are there for very good reasons and the police workforce 
have some very unique qualities that we rely on. 
 
At the same time, there are some fairly regressive elements that probably need to be removed.  
The ability to make officers redundant is a big question and I do believe there are now chief 
officers who are saying to Government, ‚Actually, we do need, in the right circumstances, the 
power to release officers who we do not any longer need‛.  That needs to be done fairly and 
within a proper framework but I think that is the type of change required.  The issue of 
overtime.  The issue of how you can deploy officers and the various notices that need to be 
given.  I think all will come under review. 
 
My fear is that review will only be terms and conditions.  I do think it has to look more widely at 
the whole workforce structure and design and come up with a coherent design.  Actually it is 
not really for that review; it is for the police service, police authorities currently and the 
Government to do that.  I think we desperately need a level of consensus that we have, thus far, 
not been able to achieve but, maybe, the climate is more conducive now to some agreement. 
 



 

John Biggs (Chairman):  OK.  Can we thank you enormously for giving us your time and your 
wisdom and experience?  Obviously, also, to acknowledge your great contribution to Londoners 
which has helped to provide knowledge and experience.  If we have any follow up questions 
maybe we could get in touch with you.  Thank you very, very much. 
 
 
 


