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Transcript of Agenda Item 5 

Workforce Costs of the Metropolitan Police Service and London Fire Brigade 

 

 

John Biggs (Chairman):  We have two main items, item 5 is workforce costs at the Metropolitan Police 

Service and London Fire Brigade (LFB).  I am going to break with tradition in a very radical way by not 

asking the first question, which is going to be asked by Val Shawcross.  But I think, just to contextualise 

this, we are going to talk to Fire and Police today about workforce costs and I think they are at very 

different stages in their lives, if we can put it that way. 

 

Valerie Shawcross CBE (AM):  Thank you very much, Chair.  Welcome, James and Sue.  I hope you 

forgive me asking what seems to be an obvious question but I think we need to get some of these things 

on the record.  Just tell us how you have managed to reduce the workforce costs by 8% since 2010? 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  OK, well if I start and then 

obviously James [Dalgleish, Head of Resources and Development, LFEPA] can contribute.   

 

It has been on a range of things but, as you know, we have had reducing funding over that period of 

time and, given that our workforce costs, our staff costs, are about 76% even now of our total budget, 

obviously if we are going to find any savings and efficiencies we end up focusing there.  Therefore there 

has been a reduction in staff numbers, to date mainly around fire and rescue service (FRS) staff, so not 

operational staff.  We have then worked around terms and conditions - some are done nationally, so 

there is national pay bargaining - and there has been a reduction in pay awards across the public sector; 

so obviously that has taken our costs down.  There has been a change between pension schemes on the 

fire-fighter side, so as new fire-fighters start they join the new pension scheme and the employer’s 

contribution is less on those schemes; so that has obviously reduced our costs. 

 

We have also made some deliberate attempts to change operational terms and conditions and that has 

resulted in ongoing saving about £1.4 million a year.  We had a big focus on the training side, which, if 

you just look at the workforce line, had a big impact there, because the people that were employed 

directly in our training department are now obviously provided through our contractors; so that takes our 

workforce costs down.  London Safety Plan 4 (LSP4) resulted in a range of alternate crewing so that was 

over £3 million.  Then our normal, I could call more of a ‘salami-slice’ saving round year-on-year; that is 

where that has impacted on the fire and rescue staff, and we have seen quite large percentage reductions 

in the staff for individual departments, sometimes as a result of shared services - so for example the costs 

of legal and democratic services staff have gone down by over 40% because we have moved to a shared 

service with the Greater London Authority (GLA).  Therefore, there are a whole range of drivers, but I 

suppose the key is, as we have to find savings, we look there because that is our largest cost. 

 

Valerie Shawcross CBE (AM):  Thank you.  The information we are given here about the reductions in 

the establishment - I do not know if you have the same as we have in front of you - it is basically talking 

about categories of type of staff, as you say, FRS, operational, etc.  But I would just like to know a little 

bit more about what the impact has been on the types of services within LFEPA.  Firstly, one of the 



 
 

things I note is that there has been a disproportionately small reduction in top management.  Is there a 

reason for that? 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  I think that masks some 

movements within the top management group, so one of the cash savings that we had on the workforce 

costs is from a top management review, which created £400,000 out of that group.  But if you look at 

the span of people that are in our top management group there are less people at the top in that group 

but more people now at the bottom, which probably masks the movement we do not see in here, it is 

flatter. 

 

Valerie Shawcross CBE (AM):  All right, so it is because it is a very bold figure, it is too high level, so 

you have some restructuring, which has delivered savings. 

 

One of the areas I am interested in is how definition of operational and non-operational works.  I am 

particularly concerned about the area of people doing regulatory work, statutory preventative work, 

building control-type activities.  How has that workforce changed and how has the output of the 

organisation changed in terms of its ability to deal with development in London? 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  The high-level answer on 

the workforce is that is the area where we have mainly looked to convert staff from operational into fire 

and rescue service staff -- because an FRS member of staff is actually cheaper and does not need to be 

trained to an operational standard, so the numbers have changed between those two groups in fire 

safety regulation.  I do not know if James can add to this, but my understanding today is, in terms of 

their targets, they are on target, but they have looked at the way in which they are tackling the issues 

that they have. 

 

James Dalgleish (Head of Human Resources and Development, LFEPA):  Yes, I mean there have 

been overall reductions in the numbers of staff within statutory fire regulation but the fundamental shift 

has been a move from operational and, if you recall, we used to have non-operational -- 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  No services. 

 

James Dalgleish (Head of Human Resources and Development, LFEPA):  No services, no, and 

they were all converted to fire and rescue staff post-two or three years ago, so that was a substantial 

transfer to finalise that process. 

 

Valerie Shawcross CBE (AM):  Therefore this masks some shifts between categories, which is quite 

helpful.  What factors affecting workforce costs are outside of your control completely?  I know you 

could probably write a thesis on this, but would you like to give us some of the high points? 

 

James Dalgleish (Head of Human Resources and Development, LFEPA):  Clearly, the bulk of our 

workforce are governed by national pay and terms and conditions.  If you take that in terms of total 

labour costs then about 82% of our overall salary costs are governed by national arrangements.  We are 

not unique but I think we are in a good position in regards to our fire and rescue service staff because we 

do have local negotiating arrangements with them; they are not part of the Green Book arrangements 

[Treasury guidance for public sector bodies on how to appraise proposals before committing funds] and 

that has allowed us to have a lot more flexibility in terms of managing change with that group of staff; 

but primarily, yes, the vast majority of staff are covered by national bargaining arrangements.   



 
 

 

I would clearly have to own up to the fact that we do have a significant input into the employers’ 

position in terms of the National Joint Council [for Local Authority Fire and Rescue Services], through 

both the role of the Commissioner [for Fire and Emergency Planning, Ron Dobson] and myself, as 

advisers to the national employer, so that does put us in a much better position than the vast majority of 

fire rescue services, but nevertheless that is there, as are the odd costs particularly in terms of pensions. 

 

Valerie Shawcross CBE (AM):  That is obviously true on terms and conditions, but there is clearly a 

variety across the different fire and rescue services around the country as to how staff are deployed, 

which has big impacts on resources.  London still remains a 24 hour-a-day, seven days-a-week, 

365 days-a-year, equality of operational service.  The stations are two-appliance stations, all day, every 

day, every night, included.  But of course other fire brigades do not have that deployment pattern and 

have done more to move staff around demand, as does the ambulance service, for example.  What has 

LFEPA management done to take a look at how different shift patterns and deployment patterns might 

save money within London? 

 

James Dalgleish (Head of Human Resources and Development, LFEPA):  I think it is fair to say 

that we did go through a major change in terms of our operational shift patterns three years ago; that 

was a period of considerable difficulty for all of those who were involved in that process, to increase the 

degree of productivity from the shift patterns we deployed on stations.   

 

We have looked at a range of alternatives, one of the issues that we looked at very early on for instance 

was moving from four shifts to five shifts and one of the fundamentals that we came up against was the 

fact that probably we have a very different demographic to the rest of the UK.  Leaving aside factors 

around London, the fact that around 50% of our workforce lives outside of the greater London area does 

mean to say that they travel much further distances into work; our flexibility then in terms of where they 

live is a significant constraint in fact to the way in which we can manage those changes.  The tendency is, 

elsewhere in the UK, that people live much closer to their actual fire station, to where they work, and 

that is something that has built up over a period of time, it is a fundamental difference in terms of 

demographics in London to elsewhere. 

 

Valerie Shawcross CBE (AM):  Shift patterns, I know you changed them slightly, were still the basic 

building block of the London Fire Brigade and is everything is equal levels of deployment over the 24-

hour, over the seven-day, over the year period.  Have you ever looked at issues, for example, having 

part-time stations? 

 

James Dalgleish (Head of Human Resources and Development, LFEPA):  We have looked at 

whether or not there was feasibility in changing the way in which that service was delivered.  I think it is 

fair to say that the way in which the organisation has moved, so the number of skills, etc, that we have 

inside the service, has made that a lot more complex for us to make the types of changes, if you like, that 

people have made elsewhere.  Therefore we have something in the region of 46 or 47 different skill sets 

on stations now and naturally making sure that we have those skills balanced across the organisation is a 

much more of a complicating factor than it was 10-15 years ago. 

 

Valerie Shawcross CBE (AM):  What could other organisations learn from how you have managed your 

staff costs in the last three years do you think? 

 



 
 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  I do not feel that we have 

done anything particularly unusual, I think we have just taken a methodical approach to the fact that we 

have got a reducing budget and that is our largest element of cost.  You cannot ignore it and you have to 

make sure you are using it in the best way and that would be looking at the numbers of people.  

Therefore we have focused on the support staff to date rather than station-based staff and we have tried 

to take the support functions down as far as possible to still allow us to maintain the organisation at the 

same size. We have also tried to couple the changes that we make in terms of numbers of staff, we keep 

going with our performance management regime, we keep going with our sickness management regime, 

so we have tried as far as possible - I think we have been successful to date - to make sure that we are 

still delivering what we need to deliver as numbers go down.  Therefore I suppose we have tried to do it 

all in a joined-up way, for want of a better word, so as the cuts are coming through we manage the 

impact of that. 

 

Valerie Shawcross CBE (AM):  In hindsight, is there anything you could have done differently or 

better?  I mean you have done an enormous job, I have to say. 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  I think the one thing that it 

can be hard to do when you do the more ‘salami-slice’ approach, the little bits of the savings round you 

do when you ask each department to contribute a small amount, it can be hard to then step back and 

say, “Have I ended up with the organisation I intended to?”  

 

Valerie Shawcross CBE (AM):  Therefore you have done some zero-based approaches; that is helpful. 

 

John Biggs (Chairman):  I think most local councils, you can slice your budgets, you can salami-slice 

your budgets with cuts in the shorter term, but when you have a 30%-40% cut in budgets you need to 

look at fundamentally re-engineering.  But your position is, I guess, that the fire service does not have 

hundreds of departments and discretionary functions, you cannot decide that fires are not going to be 

put out. 

 

Valerie Shawcross CBE (AM):  You can actually; you can do demand management to a degree.   

 

James Dalgleish (Head of Human Resources and Development, LFEPA):  We have done a lot of 

work around being smart in the way in which we have approached savings, in terms of the use of 

technology, business process re-engineering in terms of driving out duplication and improving processes 

across the organisation, which actually do properly have the effect of (a) reducing your costs base, but 

actually (b) improving your level of performance.  I know that certainly in terms of my department we 

have made significant reductions in transactional processes as a combination of investment in 

enablement and also in terms of business processes re-engineering.  Examples of reducing duplication; 

we have just moved all of our mileage rates on to Her Majesty’s Revenue and Customs levels; that cuts 

out an enormous amount of work on expenses because we used to do two sets of calculations and we 

now do one, so consolidating and simplifying our allowances, etc, makes a significant difference to the 

amount of work that we require people to do.  If we can reduce that level of work we can obviously 

reduce posts without any impact on service. 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  I think on the smaller side, 

you get some of that because you engage at quite a low level in some ways with the savings round, so a 

management team of a particular department talking to the staff and saying, “How are we going to meet 

this target?” and that is where you get some of the process change that becomes easier to implement 



 
 

because it has been suggested by the people that do the work themselves and that has been something 

that we have managed, certainly on the support service side. 

 

Valerie Shawcross CBE (AM):  Very good. 

 

John Biggs (Chairman):  I suppose in the medium term there might be technological innovations, 

which will affect staffing costs as well, so you said cleverness of technology for fighting fires, for 

example, but that is a radical and dangerous conversation to start at this stage of the morning.  

Stephen Knight will take us somewhere safer. 

 

Stephen Knight (Deputy Chair):  I notice that one group who have I suppose changed most over the 

last three years is the number of trainees in the fire brigade, which has gone from 250 in April 2010 down 

to just 32 in April this year, so a 90% reduction.  Clearly in the short term I guess the operational impact 

of that is negligible, but is there a long-term operational impact in terms of not necessarily recruiting 

tomorrow’s fire fighters in quite the same way that we have done in the past. 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  That is something that, 

where we are now, is something that we have done deliberately; so we have had a recruitment freeze in 

the changes that we are making through LSP5, but as part of the process of implementing that we need 

to know exactly when we need to turn the tap back on, as it were, and start recruiting again, because 

there is a new establishment figure we need to meet but we cannot go below that so I think James is very 

alive to that. 

 

James Dalgleish (Head of Human Resources and Development, LFEPA):  Yes, we clearly take a 

very close monitoring of all of our leaver rates, how they are moving.  Since the last recruits came 

through the door early in 2012/13, I think it was in May, 358 staff have left the service.  We know where 

we need to get to in terms of our revised establishment levels, and it is about tracking the way in which 

those leaver rates move to ensure that we are ready to recruit because it takes us just under six months 

effectively from the moment that we kick off a recruitment campaign until the first person can actually 

be out there on a fire station delivering a service.  Therefore it is a long lead-in time.  Before that, 

fortunately, we do have, from the last recruitment round, a number of people who can come straight in; 

so that is a deliberate plan of ours to have available a number of people who we can move into training 

school as soon as we need it rather than having to commence our recruitment process earlier than we 

otherwise would.  But it is a very closely managed process to ensure that we are balancing the number of 

recruits in with the number of people who are leaving the organisation. 

 

Stephen Knight (Deputy Chair):  Does the extension of the retirement age proposal, does that impact 

this plan?  Will the workforce will get older and stay longer? 

 

James Dalgleish (Head of Human Resources and Development, LFEPA):  The position is that it 

will have no impact until April 2022 and it will start to have a slow impact thereafter.  I am already 

commencing work looking at how we can re-jig our projections in terms of leaver rates and retirements 

post-2022 because it will be a much more complex and a much more individualised arrangements people 

will follow thereafter.  Up until then, no, there will be no impact. 

 

Stephen Knight (Deputy Chair):  OK, so you envisage turning the tap on for recruitment for trainees 

within the next year or two at some point? 

 



 
 

James Dalgleish (Head of Human Resources and Development, LFEPA):  Yes. 

 

John Biggs (Chairman):  There is a sort of tidying-up question here, which is 87% reduction in trainees 

but only a 7% reduction in the training budget.  Now clearly not all the training budget is used for 

trainees and that is pretty obvious from those figures, but can you just clarify that in one sentence? 

 

James Dalgleish (Head of Human Resources and Development, LFEPA):  Yes, trainees are an 

element of the overall training budget.  What it has meant in the last year that we were able to increase 

our real-fire training and put many more people through than we have done previously, so - I hate to use 

the word ‘slack’ - but the balance may be a better expression in terms of what has been freed up by not 

having fire fighter trainees in training, has been transferred into other forms of training around this 

critical training in particular. 

 

John Biggs (Chairman):  OK, thank you. 

 

Richard Tracey (AM):  Have you had additional one-off costs that you have had to add into the 

budget, like redundancy and relocation and so on, in order to be able to deliver the plan? 

 

James Dalgleish (Head of Human Resources and Development, LFEPA):  We introduced a reserve 

for redundancy two years ago, in recognition that we might have some significant redundancy costs.  We 

went through a voluntary redundancy trawl for our fire and rescue service staff a year ago, quite 

deliberately put in an offer from our current arrangements with a £10,000 flat rate because we felt that 

most people who were going to be affected were going to be the lower paid; therefore, a flat rate would 

benefit those people who had to move on, and also those people with shorter service, and it was 

designed to take into account that, with the requirements now to pay early-release costs in the Local 

Government Pension Scheme that is a significant burden.  Therefore we have gone through that and we 

will have depleted that reserve by the end of this year.  Further reductions in our fire and rescue service 

staff would require additional support to enable those redundancies to take place.  You will be aware that 

we have been pressing the Government strongly in terms of introducing regulations to enable us to have 

a voluntary severance provision for operational staff, which does not currently exist, in order to actually 

have that as part of the toolbox in terms of flexibility if we need to make further changes on that side.  

At this stage there is no provision for any fire authority to pay above statutory levels in terms of any fire 

fighter redundancy payment, which I think does act as a real constraint in terms of our abilities to 

manage workforce change speedily and in a voluntary manner.  Therefore, yes, those costs are very much 

there and very much part of what we need to deal with. 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  Just to add, on the FRS 

side, the voluntary severance terms that we had about three years ago were some of the best in London 

and they were changed materially, we went from three times -- 

 

James Dalgleish (Head of Human Resources and Development, LFEPA):  Yes, it was three weeks 

per year -- 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  Down to one, so now we 

are on some of the toughest terms, and that was why we added the £10,000 in. 

 

Richard Tracey (AM):  What about relocation costs?  You have already said in answer to Val Shawcross 

that of course fire fighters seem to live all over the place. 



 
 

 

James Dalgleish (Head of Human Resources and Development, LFEPA):  We do not pay relocation 

costs. 

 

Richard Tracey (AM):  You do not? 

 

James Dalgleish (Head of Human Resources and Development, LFEPA):  No.  If a senior manager 

is coming in there may be occasion when that is done.  There is also a provision within the national 

conditions of service, so there are relocation costs there that we incur.  But, if people do transfer from 

outside of London into London very rarely is there a relocation cost.  If a person wants to come and work 

for us then no doubt they are highly delighted to come and live closer to the workplace, or maybe not; 

but no, we do not. 

 

Richard Tracey (AM):  What potential is there to find further workforce efficiencies, which are required 

in the plan, is there further scope that you can see? 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  The financial context in the 

very immediate future looks slightly gentler for us for 2015/16, so the Mayor’s [Boris Johnson] Budget 

Guidance has held our funding for 2014/15 and 2015/16; so while we do not know what the settlement 

will be in 2015/16, it looks like our current estimation that we need to find around £10 million will be in 

a much better position than other fire authorities and maybe other public sector generally. 

 

John Biggs (Chairman):  Our briefing suggests £6 million for 2014/15 and £10 million for 2015/16.  

Which is quite significant in the context of a commitment by the Mayor that there would not be any 

further reductions in fire stations or appliances. 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  The £6 million in 2014/15 

is the additional saving we need to find on top of the proposals that were agreed in LSP5 and we already 

have all bar that to present to the November LFEPA Resources Committee; so we took quite a detailed 

budget report in September that included how those additional savings would look.  For 2015/16, while 

there is a further £10 million to find, it is not as difficult as it could have been if you look at where the 

settlement might have taken us, so we do have that bit of protection in the Budget Guidance.  In the 

September budget report we included a big functional analysis of all the non-station budgets and what 

other ideas there might be to look for savings there.  That was presented very much in the context that 

the fire and rescue service side has borne a lot of the savings to date and it is hard to keep a support 

service of the size it needs to be for the rest of the organisation if it is to take more savings.  But there 

was also an appendix in that report that looked at other operational savings ideas that were around 

station closures or reductions in the numbers of pumps, so it was looking at fire and rescue units, area 

appliances and operational support units, and there seemed to be agreement from the Resources 

Committee that they would be interested in us continuing to look at those proposals going forward, so I 

think that is already set out as something we can investigate for 2015/16. 

 

Richard Tracey (AM):  There is quite an ethos of change around fire, I mean there has been 

Sir Ken Knight’s [Chief Fire and Rescue Adviser to the Government] report on the rest of the fire brigades 

in the country, and there has been quite a bit of discussion in the press recently about what seems to 

some of us a fairly obvious piece of research, which is to merge fire and ambulance services, as indeed 

happens in France.  Are you, as officers, studying this potential, because clearly that could be scope for 

further workforce efficiency, could it not? 



 
 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  There is a workstream on 

that now, so the Commissioner is in conversation with both the Mayor and the London Ambulance 

Service (LAS) about this and I think they are due to appear to one of the Assembly Committees in 

December to talk about that. 

 

Richard Tracey (AM):  Yes, it could even be this one. 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  Right, OK.  That was part of 

the Budget Guidance as well around looking at this, how much more interoperability could we get.  

Therefore we already have some accommodation sharing where we are side by side, but there is a lot 

more that could be done if everybody had the appetite for working and more deliberately sharing and 

working more closely together, both on the support side and how we use accommodation. 

 

Richard Tracey (AM):  As I said, there is the French model, which is very well known, that merged 

operations, and clearly that is one direction you could go I guess. 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  Yes, I know those 

discussions are happening and people are due to come here. 

 

Valerie Shawcross CBE (AM):  Yes.  If that is going to happen, I would have thought - and I would be 

interested in your reaction - that it is probably easier to look at merging fire authorities and going for 

larger entities, given that we now have one fire authority to cover the whole of Scotland.  Do you think 

that is something we could look at, looking at a broader southeast service for example, rather than 

alliances across very different emergency organisations? 

 

James Dalgleish (Head of Human Resources and Development, LFEPA):  I think the answer is 

both routes are feasible, larger fire rescue services, both of the issues were trialled in Sir Ken Knight’s 

review as potential ways forward for the fire service and I think that in general, if we are to make further 

substantial savings, then it is going to be around those major restructurings, changing the role of the fire 

fighter, what they will do in the future, then you will get much greater flexibility.  Extending the job that 

they do is going to be very important to delivering the types of further savings that are being sought. 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  It is certainly happening 

between some smaller brigades, I know they are in discussion elsewhere in the country. 

 

John Biggs (Chairman):  The fifth London Safety Plan anticipates workforce savings, what are the risks 

against achieving those? 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  I think it ties into the point 

James has already made around our ability to have a voluntary severance, so -- 

 

John Biggs (Chairman):  Your biggest risk is not enough voluntary -- 

 

Sue Budden (Director of Financial and Contractual Services, LFEPA):  The speed really, so we 

have already done the modelling and we know that through natural wastage we can reach the new 

establishment all-bar by the end of the next financial year.  There is a cost to doing it that way; there is a 

cost to having a voluntary severance scheme, but at the moment we do not know that we have the right 



 
 

powers to do a voluntary severance scheme, and all of this has always been on the basis that there would 

not be compulsory redundancies.  The key thing about achieving the new establishment is how we do it, 

which is the cheapest option, and the speed with which we do it.  We can see even with natural wastage 

it will be achievable within the next year or so. 

 

John Biggs (Chairman):  You have also said I think, just to complete my understanding, that one of the 

bigger areas of saving is additional reductions in FRS staff, relatively few, if any, further savings in 

frontline staff, and then did you answer the question about the National Joint Council (NJC) 

dependencies here, so there is national negotiations about costs.  It would be reckless to publicly include 

those in your budget estimates, but what is your thinking about the impact they will have on your 

budgets? 

 

James Dalgleish (Head of Human Resources and Development, LFEPA):  I think that we are 

supportive of the conclusion from Sir Ken Knight’s review that it was opportune to review the ‘Grey 

Book’ – or national terms and conditions for operational staff – to see what flexibilities could be 

developed there, and that is work that is now ongoing at the national level between national employers 

and the Fire Brigades’ Union and I think there are opportunities there.  I think that, in terms of the size of 

London with 20% of the entire workforce with very little movement in and out, so I think we get about 

20 people who come in a year from outside of the brigade and we lose probably even less than that.  We 

would be in a situation in which we would have much more flexibility if there was not a national 

bargaining arrangement.  I think people have understood the position that we feel, in terms as officers in 

that regard, but I do not believe there are any constraints within the NJC as it is to actually making the 

changes that we want to make, so we have changed the shift patterns, we have reduced our staffing 

levels, we have done things like our invest-to-save, which have changed terms and conditions.  You can 

use the Grey Book.  I think the Grey Book per se is much more a cultural issue in terms of the slowness 

and using that as a base point in terms of from the trade union side, and not therefore in terms of 

getting the trade-offs that we would like to see going forward.  Therefore, I think it is probably more of a 

cultural barrier than a practical barrier at the moment to making change, but I do believe that there are 

opportunities there to actually increase the levels of flexibilities that we have and those should be 

welcomed. 

 

John Biggs (Chairman):  Can we thank you very much then for coming this morning.  

  



 
 

John Biggs (Chairman):  We now have Annabel Cowell, Head of Strategic Finance and Resource, 

Mayor’s Office for Policing and Crime (MOPAC), Robin Wilkinson, Director of Human Resources at the 

Metropolitan Police Service (MPS), John Tully from the Police Federation and Nedge Nedjdet from the 

Public and Commercial Services Union (PCS).  We welcome you all here today and we thank you actually 

for your slightly late evidence from the Metropolitan Police Service about the operational policing 

measures, which is something we have been asking for, for the last 27 years. 

 

Robin Wilkinson (Director of Human Resources, MPS):  Glad to oblige at last! 

 

John Biggs (Chairman):  Yes, good, but it is some very helpful stuff. 

 

Joanne McCartney (AM):  I am going to kick off if I can with some quite general questions, then we 

have further detail later on.  Around 76% if the Metropolitan Police Service’s revenue cost is on staff, so 

can you just basically outline for us where you are focusing efforts to reduce those staffing costs and if 

you are taking different approaches between officers and other staff in the organisation. 

 

Robin Wilkinson (Director of Human Resources, MPS):  The three-year plan we have in the 

Metropolitan Police Service is very much based on restructuring the entire workforce really.  Our 

ambition is to put more police constables (PCs) on the streets of London, so we have an ambition of 

getting up to about 26,000 police constables by the beginning of 2015/16.  That is all of our changes 

are about increasing our PC and detective constable (DC) numbers to the highest level they have ever 

been in London, so we have never been above 24,500 I think in the past. 

 

How are we going to do that?  In a number of ways.  Partly it is about squeezing other costs, so we are 

bearing down on supplies and services and how much we spend on all the routines and papers and books 

and overtime and how much we spend on fuel and such like.  Also it is about having fewer police 

managers, so we are reducing overall the number of police managers, both from ACPO-level officers 

[holding the rank of Commander and higher] right the way through all ranks, to bring us closer to 

benchmarks that we already see in other parts of the country; we are certainly not going ahead of that, 

particularly at the sergeant level, and fewer police staff.  Our ambitions around police staff are to ensure 

that we have good-quality support services, benchmarks against others, certainly in the public sector, so 

for example in support services we are aiming for cost and quality that is upper-quartile that you would 

see in the best of public sector providers. 

 

Therefore the combination of those changes, which are complex - and they have to be sequenced, so we 

can only bring in the new police officers at the same speed with which we are making the other 

reductions, because the reductions of police staff - the reductions of supplies and services, enables us to 

fund the growth in police officer numbers, which means we will eventually get back to 32,000 police 

officer numbers by the beginning of 2015/16. 

 

Joanne McCartney (AM):  Because that is where we want clarity; I know when the new model was 

suggested and a lot of the evidence for that was about the particular ratio between sergeants and 

officers was a lot higher in the Metropolitan Police Service.  The initial modelling had you actually going 

beyond the average.  Has that been rethought and you are now coming back into line with the others?  

That was something that the Police and Crime Committee expressed concern about. 

 

Robin Wilkinson (Director of Human Resources, MPS):  Our initial ambition was to aim for a 

sergeant to police constable ratio of 1:6, so it averaged out, because it would be different in different 



 
 

functions, but an average of having six times as many constables as sergeants.  At the time when that 

was developed, because we are now talking 12-18 months ago, that was broadly bringing ourselves up to 

what the average was in other police forces.  Our intelligence from other forces suggests that other 

forces have moved away from that benchmark, so have got a bit further away.  Our current modelling, 

the latest, and obviously this is something we are iteratively working towards, suggests that we are 

aiming to get close to 1:6, we might not in this first iteration quite get to 1:6, but there or thereabouts.  

The rest of the country is continuing to develop in this space however, and other large forces are 

beginning to improve their ratios too, so we are not certainly - at the sergeant level - breaking new 

ground.  I think where the challenges are might be at a more senior level where we are potentially looking 

at more stringent ratios. 

 

Joanne McCartney (AM):  Some of the information you sent us yesterday, because we had asked the 

question about how much of the revenue budget is controlled centrally and how much by borough, and 

you sent us some information and it seemed from that you are taking a lot more of the financial control 

away from the boroughs and moving it centrally; is that a fair reflection? 

 

Robin Wilkinson (Director of Human Resources, MPS):  At this current time, yes.  What we are 

trying to do, because we are restructuring the workforce, moving units between what you might know as 

territorial policing to other kind of central commands, and vice versa, there is a lot of change happening.  

Just at the moment we are keeping control of police officer numbers centrally, so as we are allocating 

police officers to our new model, whether that be proactive services, reactive investigation services, 

neighbourhoods, we are allocating those centrally at the moment, as we build from our current position, 

which is about 30,400 officers, to our position in 18 months’ time with 32,000 officers or there or 

thereabouts.  We need to allocate those officers as they are coming through the recruitment system 

centrally at this period of time.  Police staff, we are requiring business cases to come through what we 

are calling a ‘star chamber’, so every time there is a request to employ a new member of police staff, just 

at this time, we are taking a very centralised look at that, partly because we want to control costs, but 

also we want to redeploy as many staff who find themselves at risk of redundancy in another part of the 

Metropolitan Police Service, we want to find as many of those opportunities to be redeployed.  What we 

do not want to find ourselves is recruiting a certain role in say Enfield while we just happen to be having 

someone who is without a role in Brent or something, so we are making those central controls at this 

point in time.  In 12 months’ time we will review whether the central controls in the same way still seem 

necessary, but as we go through the change and as we go through the growth and the reduction of 

managers, the growth at PC level, we have to have that group at the centre. 

 

Joanne McCartney (AM):  OK, so that is allocation of officers at the Metropolitan Police Service that 

you are controlling centrally, is there any other functions that previously went to boroughs that you are 

maintaining?  There seems to be a lot of centralisation, particularly around intelligence units and so 

forth. 

 

Robin Wilkinson (Director of Human Resources, MPS):  As part of our overall redesign of the 

Metropolitan Police Service, we are bringing together some functions, which have historically maybe 

been delivered in individual boroughs - so resources, units, duties officers, some intelligence functions, 

we are still providing them, they are not all being provided from New Scotland Yard, so they are still 

going to be provided from hubs around London - but in order to ensure we have the right level of 

resilience we are bringing some of those together on an area basis and providing those services out from 

what we are calling our new control infrastructure arrangements. 

 



 
 

Joanne McCartney (AM):  I wanted to move on now if I can to Winsor reforms [Tom Winsor Review of 

Remuneration and Conditions of Service] and can you just let us know briefly what is the latest position 

with the Winsor reforms and have you actually modelled them on the workforce?  I know you did send us 

some information yesterday. 

 

Robin Wilkinson (Director of Human Resources, MPS):  Our figures suggest actually there is growth 

in some aspects and there are savings in others, growth of £16 million and savings of £30 million, which 

need to be netted off and so forth.  Our current assessment is that those savings and those costs are 

coming in, in line with our projections, so it is still early days, we are still looking at that, and particularly, 

for example, the overnight allowance, we have recently moved to that being an automated provision of 

that allowance rather than something that officers have to claim, so that has slightly increased our cost, 

but it is an entitlement for the officers working at night.  But, broadly speaking, we are seeing those 

changes, the cost of those changes, being delivered in line with our expectations, so we are not sitting 

here at the moment thinking we need to change our budget arrangements because of Winsor. 

 

Joanne McCartney (AM):  Can I ask you about the issue of performance-related pay, because over the 

last two to three years the Metropolitan Police Service has basically put in extra bonus payments and so 

forth.  Winsor is obviously shifting it back again and I am just wondering, is that something that you 

looked at and modelled and what do you think the effects of that will be? 

 

Robin Wilkinson (Director of Human Resources, MPS):  I think if I may, can I deal with bonuses and 

performance-related pay separately? 

 

Joanne McCartney (AM):  Yes. 

 

Robin Wilkinson (Director of Human Resources, MPS):  Because I think they are different.  

Performance-related pay, yes, the Metropolitan Police Service is not currently providing performance-

related pay, either to any officers at any rank, or to police staff.  In theory it is available for the most 

senior police staff ranks but we are not currently intending to activate that given the current level of 

change.  We are planning to look, in the police staff arena, at a reasonably fundamental review of our pay 

and terms and conditions over the next 12 months and performance-related pay may or may not be part 

of that, so we will look at that over the next few months. 

 

Bonus arrangements, Winsor does include arrangements for bonuses for a particular activity, particularly - 

I cannot remember off the top of my head the exact activation points - but it is for particularly brave or 

operating in particularly dangerous or difficult scenarios and such like. 

 

Our position, we talked about this to Federation colleagues actually at a meeting we had last week, our 

position on the Management Board is that we want managers to be putting forward bonus 

recommendations when officers undertake tasks that fall into those scenarios and we are currently not 

seeing enough of those coming through, which is something we are taking forward with our managers. 

 

Joanne McCartney (AM):  I think you told us it does not total more than about £10,000 per year. 

 

Robin Wilkinson (Director of Human Resources, MPS):  No.  The numbers coming through at the 

moment are very low and where people undertake activities that fall within those definitions of course 

they should be recognised. 

 



 
 

Joanne McCartney (AM):  In the past, when we have questioned about performance-related pay for 

officers, we have been told that actually it is not necessarily a very good incentive at all and can create 

division and affect morale.  Therefore is it a concern that it is back on the table for the Metropolitan 

Police Service centrally? 

 

Robin Wilkinson (Director of Human Resources, MPS):  No, because, as I answered the questions 

separately, from a personal perspective I see performance pay and bonus arrangements for particular 

activities as very different things. 

 

Joanne McCartney (AM):  You prefer the bonus route rather than the performance-related pay route? 

 

Robin Wilkinson (Director of Human Resources, MPS):  Performance-related, as I said, we have no 

intention of looking at performance-related pay for police officers and we have an open mind at the 

moment about whether we think it should be factored in any way to police staff arrangements.  On a 

personal basis, and it is a personal view, I think in the public sector it is not a great motivator of staff but 

we do not have a completely closed mind about it and we will look at it.  But police officers, 

performance-related pay is not within the kind of framework, but people being recognised for 

undertaking particularly onerous, difficult or dangerous acts, of course we should recognise that, but that 

is not like performance-related pay in terms of a widget factory - deliver more widgets and you get more 

money - that is not what it is about and nor should it be, in my view. 

 

Joanne McCartney (AM):  OK.  John, is that your view as well? 

 

John Tully (Chairman of the Metropolitan Police Federation):  I think fundamentally the 

Federation are not in support of performance-related pay per se because we believe that it would be a 

disincentive, it would introduce a target show, which we are trying to get away from, and one of the 

major issues we have with it is how you assess someone, because we have struggled in the Metropolitan 

Police Service, and no doubt in other police services around the UK, and have struggled with the same 

problem around how we assess people in the annual appraisal reports, etc.  We have had numerous 

systems in my 25-28 years in the Metropolitan Police Service; I do not think we have yet got it right, and 

it is very difficult when individuals are involved in that process and personalities come into it.  Generally 

we are not in support of performance-related pay. 

 

Turning to bonus payments, of course Mr Winsor first of all said we should keep bonus payments.  The 

Federation do not support that, we think again it is divisive, and if the bonus payment budget is an 

element of the salary budget we believe that it should be incorporated in salary.  Nevertheless, Mr Winsor 

and his recommendations accepted that bonus payments should remain but he also introduced an 

additional element, which was team bonus payments, so you have one element for individuals who do 

outstanding demanding and very unpleasant work, and you also have the same for teams.  I have not yet 

seen - and Robin may correct me - but I have not yet seen any team awards for the Metropolitan Police 

Service and for the period February to April this year and there were six awards of bonus payments to 

individuals, which is quite small. 

 

Joanne McCartney (AM):  The maximum award is £500? 

 

John Tully (Chairman of the Metropolitan Police Federation):  £500, yes.  Winsor in general has 

been quite difficult for officers because of course overtime rates were reduced, double-time went, bank 

holiday leave, etc.  Robin has already alluded to the overnight allowance, which is actually held in reserve 



 
 

away from home, and I think we are still in negotiations with the Metropolitan Police Service around who 

actually is entitled to that.  There is a difference of opinion nationally and locally around training 

specifically because that was excluded from the arrangements.  We have officers who have to go outside 

of the Metropolitan Police Service area to do training regularly, so at Gravesend around public order, so it 

is outside of our control, so the officers have to stay there; it is very difficult if they are not receiving the 

overnight, held in reserve, away from home allowance.  But that is a discussion we are having and I think 

we are quite a way down the route to resolving that. 

 

Joanne McCartney (AM):  Can I turn to Nedge, because it seems to me that the civilian staff 

performance-related culture might be coming. 

 

Nedge Nedjdet (Vice President Metropolitan Police Group, PCS Union):  Yes, this is something 

we need to challenge when it comes up again.  We have been challenging it for many years.  I was at the 

last meetings I think when we got rid of it.  We saw that there was a lot of cherry-picking with the 

processes and, as John has outlined, it did not always seem to be a fair process.  We will negotiate and 

see where we go with it, however we are not for it.  As for bonus payments, yes, on an individual basis we 

will review that, but once again we are not for any sort of bonus payments or especially performance-

related pay at this moment. 

 

Joanne McCartney (AM):  Therefore, Robin, I thought you said it was definitely not officers, but 

civilians? 

 

Robin Wilkinson (Director of Human Resources, MPS):  No, I said on a personal basis, so this is not 

an area where the Metropolitan Police Service has a formal opinion; so from my perspective I am not 

seeing performance-related pay necessarily being a particularly major driver of productivity or 

engagement in a public sector workforce, so I am not coming to this thinking the performance-related 

pay is a great saviour.  It strikes me that public sector workers are motivated by many other things and 

what in the past has been relatively small amounts of money differentially provided is not necessarily the 

right way forward, but that is a personal view, not a Metropolitan Police Service position. 

 

Joanne McCartney (AM):  What is the Metropolitan Police Service position? 

 

Robin Wilkinson (Director of Human Resources, MPS):  What I have said is we want to have a more 

fundamental look at terms and conditions of police staff over the next 12 months and we will consider all 

things as part of that and inevitably we will look at whether some form of performance-related pay is 

appropriate, but you really should not take from that any suggestion that it is inevitably coming. 

 

Joanne McCartney (AM):  Thank you. 

 

John Biggs (Chairman):  That would be for staff as against officers? 

 

Robin Wilkinson (Director of Human Resources, MPS):  Absolutely, yes, because of the national 

framework that we operate within with officers. 

 

John Biggs (Chairman):  OK, and I think a very powerful point is made by our two trade union -- can I 

call you trade unions?   

 



 
 

John Tully (Chairman of the Metropolitan Police Federation):  I underline, we are not a trade 

union. 

 

John Biggs (Chairman):  Yes, indeed, our two ‘workforce representatives’, about the impact on morale 

and motivation from some of these changes, I think that is something we can revisit.  Shall I move on? 

 

Stephen Knight (Deputy Chair):  I just wanted to follow up, I was interested to hear the personal view 

that performance-related pay is not a great motivator in the public sector.  I just wondered if you could 

talk through what things can be good motivators in the public sector in terms of rewarding high 

performance and perhaps even dealing with poor performance as part of performance management, so 

what works if it is not pay? 

 

Robin Wilkinson (Director of Human Resources, MPS):  The thing that matters most I think is the 

quality of the job that you are doing; so my personal view is that people who have a well-structured job, 

they are clear on how they are contributing in our world to a safer London, who are well managed, 

working within a productive team, I think you will get a motivated workforce and you are more likely to 

do that than in some public sector performance arrangement where 10% of the top performers might get 

a few hundred pounds at the end of the year or a few thousand pounds.  It strikes me that, depending on 

the circumstances - I am not saying you can never use performance-related pay, but as a general 

principle - is it the golden bullet that motivates people to perform?  No, I do not think it is.  It is about 

management, it is about career prospects, it is about lateral development and it is about being clear that 

what you do contributes to an overall ambition.  The downsides of those are the demotivators, so if you 

have poor management -- 

 

Stephen Knight (Deputy Chair):  Good performance being recognised by management publicly within 

the organisation. 

 

Robin Wilkinson (Director of Human Resources, MPS):  It is thank yous, it is appropriate 

commendations, there is an annual awards event where we are celebrating great teams, great individuals, 

all of that I think is part of the framework for a healthy constructive modern organisation.  Reward and 

pay might play a part in that but it is not a golden bullet. 

 

Stephen Knight (Deputy Chair):  Thank you, that is very helpful.  Underlying that, would you say that 

your performance management appraisal system is robust and is giving managers good information to 

reward performance and deal with under-performance? 

 

Robin Wilkinson (Director of Human Resources, MPS):  The performance system, the National 

Performance and Development Review form; that is just a form.  What is important is the quality of the 

conversation that takes place between managers throughout a year and a form is just a way of recording 

that.  In terms of, is it an adequate system?  It is.  Is it used consistently across the force by all managers?  

No, it is not.  I do not think any of us on this side of the table would say it is, and we have work to do to 

persuade some managers that it is an important part of their job to have those regular conversations and 

to engage people and then to have the honest feedback. Feedback is a gift, whether it feels like it at the 

time, but it is about honest feedback and then an honest reporting of individuals.  We have a system that 

is OK; we need to apply it more consistently across the force. 

 

Nedge Nedjdet (Vice President Metropolitan Police Group, PCS Union):  If you look back 

historically at when performance-related pay finished and we went through one of the great changes 



 
 

then, which is to borough-based policing, there was no drop in -- as the trade union is saying, 

performance-related pay was not the main issue then, it was about  satisfaction in what staff do, and I 

know it sounds cheesy.  When somebody does that and they do it for the love of it, because trust me it is 

not the pay, I can vouch for that, it is not a massive amount of pay, so there has to be something that 

drives them.  Yes, you are right, there has to be something that is driven down from management and 

that needs to be clear-cut instructions, direction where we are going to, and a recognition that we are in 

it together and we are going to succeed in this together.  Therefore that is the drivers for it, not the 

possibility of, if the face fits, of getting a ‘box 1 marking’ and having extra pay at the expense of your 

colleagues.  Because you are more likely to piss off more of the workforce and not have a team than have 

a team where everybody earns the same, they are doing it for a different reason.  That should be 

rewarded within pay regardless, so that is the issue.  Thank you. 

 

John Biggs (Chairman):  The world is full of uncertainty, the importance of job security is I think 

something that is very important to people in public sector, and indeed in the private sector as well, and I 

think people will be happy to trade some of the potential premium they could get in a more risky setting 

for the security and the support that they get from work, but it is not my job to say that.  I know many 

people in the public sector, we employ people in the public sector, and I think that is very important in 

terms of people being valued and having some sense of continuity.  I want to move on to my question, it 

is about overtime, and London does not do anything like as well as most other police authorities, police 

services on overtime, roughly 7% of our officers’ salary is overtime in London.  Similar forces just under 

5%, all forces roughly 3.5%, which is less than half of the London figure.  Can you contextualise that and 

tell us what you are doing about it?  We will start with you, Mr Wilkinson. 

 

Robin Wilkinson (Director of Human Resources, MPS):  I think context is important and then I will 

come on to what we are doing about it, but of course London is very different.  The policing context in 

London is very different to many of the forces you quote in terms of our national capital city 

arrangements, some of the events that we have to police that other cities in this country, and certainly 

other towns, do not have to do, whether that is state funerals and weddings or a greater proportion of 

the counter-terrorism funding, more of the demonstrations and such like. 

 

John Biggs (Chairman):  We have been around long enough, we have heard this argument so many 

times; that can be quite a lazy argument, if you like. 

 

Robin Wilkinson (Director of Human Resources, MPS):  I think it is important context because it is 

true, it is undoubtedly true that is the case, so there are more demands.  At the moment, we are 

400 officers short of where we hope to be, so we had hoped to have, as we grow our police officer 

numbers, we hoped to be 30,800, we are about 30,400 today and such like, and I think you have to think 

about the police pay budget as a whole.  There is the salary budget and the overtime budget, it is an 

overall pot, and as we grow gradually up to 32,000 I think it is inevitable that there will be a continued 

reliance to some extent on overtime during that period, but our budget plans do see us taking 10% off 

overtime, so that is our ambition and that is what we are looking to do over the next couple of years.  We 

are seeing a slight reduction in overtime spend this year and we will continue to focus on it.  As I said, I 

think you do need to think about the police pay and the overtime budget as a whole and not completely 

divorced because they cannot be, because it is all about deployable people, it is deployable assets on the 

streets. 

 

John Biggs (Chairman):  I think I am taking what you are saying that there are at least three different 

types of overtime.  There is the sort of national policing function, the fact we have more demonstrations 



 
 

and extraordinary events in London than in other places, which require overtime.  There is the filling for 

vacant posts overtime, which I think you are mentioning.  Then there is the third, which is the more 

ad hoc overtime, so the one that is always used is an officer arrests somebody towards the end of their 

shift and as a consequence of that is entitled to some overtime payment because of the booking in when 

they would have clocked off.  I am not stressing on that point, it is just that is the example that is always 

used, and there may be other better ones.  But what that implies is to understand overtime within the 

Metropolitan Police Service you need to have quite a sophisticated analysis of where it is going and what 

the drivers of it are and how you can manage them, and also understand which bits of overtime are 

healthy, if you like, and which are unhealthy, in terms of the organisational culture.  Do you feel you are 

in a good place on that? 

 

Robin Wilkinson (Director of Human Resources, MPS):  I think your analysis is correct in terms of 

needing to understand the detail of it and at a local level too, because overtime is something that is to an 

extent controlled locally, obviously there is a commitment that the borough commanders have to 

manage, but it is something that is controlled locally and I think it is something that most borough 

commanders do take a great interest in and are very careful.  It is not something that is applied at will.  

My sense is, as we go through this change, and as we increasingly build to our 32,000 police constable 

numbers, it is an area over the coming months and years where we will probably focus in even greater 

detail.  Is it the most pressing workforce issue for us at the moment?  Probably not, would be my 

position, but as we increasingly squeeze the budget, as we increasingly look to take 10% from it, we will 

obviously have to return to it.  Just to clarify, it is something that on a daily basis our frontline managers 

are grappling with and dealing with.  Strategically, I suspect we will look at it in greater detail over the 

coming months. 

 

John Biggs (Chairman):  OK.  Obviously the Metropolitan Police Service is a big beast but the overall 

budgeted overtime cost is £163 million a year, which is pretty big numbers.  If I can move on to Annabel, 

your job is to beat Robin over the head on issues such as overtime on behalf of Mr Greenhalgh [Stephen, 

Deputy Mayor for Policing and Crime] and the Mayor, so can you tell us where you are on the question 

of overtime? 

 

Annabel Cowell (Head of Strategic Finance and Resource, MOPAC):  On overtime, we are aware 

that the overtime budget has been reducing over a number of years, not just the next three years, so we 

are aware that it is an issue that we need to be looking at on an ongoing basis.  Like you, we are looking 

for the next set of value-for-money profiles to see where the Metropolitan Police Service are in their 

levels of overtime in comparison to most similar forces and then we are intending to do a piece of work 

to see whether or not the savings that are currently in the budget potentially could be increased, and also 

just to understand the overtime position in a bit more detail. 

 

Joanne McCartney (AM):  One of the reasons it has always been said to us as well is because it is often 

a lot cheaper than actually having extra officers.  Is that an argument that you are still maintaining or 

not? 

 

Robin Wilkinson (Director of Human Resources, MPS):  Our position on officer numbers is clear, we 

want to build 32,000, and we are certainly not running the system light in order to police on overtime.  If 

we could wave a magic wand and deliver all of the savings and be able to recruit officers instantaneously, 

we would be running at 32,000 today, so, no, not at all. 

 



 
 

John Biggs (Chairman):  While I am doing this question, did Annabel have anything contrary to offer 

on the previous question on workforce costs, which was again driving strategically from the Mayor’s 

Office for Policing and Crime (MOPAC).  The easy answer is, do you agree with everything that 

Robin Wilkinson said so we can move on?  I did not take you up on that question. 

 

Annabel Cowell (Head of Strategic Finance and Resource, MOPAC):  There are two different 

positions, there is my personal view again and there is the Deputy Mayor’s position.   

 

John Biggs (Chairman):  I do not think you are allowed to have a personal view.  I think we are asking 

you to speak corporately. 

 

Annabel Cowell (Head of Strategic Finance and Resource, MOPAC):  As the Metropolitan Police 

Service’s thinking develops on the use of performance-related pay (PRP) and bonuses, there will be 

discussions that will be had with the Deputy Mayor. 

 

John Biggs (Chairman):  OK, so it would be worth us asking the Deputy Mayor for some views on this. 

 

Robin Wilkinson (Director of Human Resources, MPS):  I think just in terms of where the 

Metropolitan Police Service has come on this, the use of overtime has gradually fallen, so the data I have 

is the cost per head of population, our overtime has fallen 32% since 2010.  I do not want to trade stats 

on it, but it is something that is controlled and on a downward spend.  Forming a view of what is the 

right difference between Manchester and London; that is difficult. 

 

John Biggs (Chairman):  In defence of my position, I have been going on about this for years, on the 

[former Metropolitan] Police Authority (MPA) or the Budget and Performance Committee, and welcome 

the progress on overtime because, on the face of it, it is an outlier compared to nationally, and there are 

some good reasons, but other not good reasons, which takes me on to Mr Tully.  Are the Metropolitan 

Police Service realistic about aspirations about overtime costs? 

 

John Tully (Chairman of the Metropolitan Police Federation):  Probably not.  Clearly, the 

Metropolitan Police Service is the largest force numerically in the UK and I have actually written here, 

“Aspirations are not realistic”, but I probably need to expand on that.  I think we have to start from the 

position that we are under-resourced.  If you look at protection commands, for instance, then you look at 

the Home Office figures for the Diplomatic Protection Group, I think the last time I spoke to my 

colleague there, they are over 250 officers down on what there should be by Home Office figures, so 

they operate basically on overtime, and clearly the budget for that is ring-fenced, as it counter-terrorism, 

and some Transport for London (TfL) budgets, but that is just a spot example where the Metropolitan 

Police Service in a particular command area is under-resourced every day of the week and by necessity 

people’s leaves are cancelled on a regular basis.  At one point within the last 12 months we had a total of 

750,000 rest days that had been cancelled and that within a year of the Commissioner [of Police of the 

Metropolis, Sir Bernard Hogan-Howe] being appointed and that was a totally unacceptable position to be 

in and work has gone on around that under Mr Byrne [Simon, Assistant Commissioner, Metropolitan 

Police Service] and significant progress has been made but we still are in a position where officers are 

unable to take annual leave, their weekly leaves are cancelled, their rest days are cancelled on a regular 

basis. 

 

Just specifically around overtime, of course Winsor changed the arrangements for overtime.  We used to 

have an arrangement where if your days off were cancelled with less than five days’ notice that you were 



 
 

entitled to a payment of double time as overtime for that.  That has now gone completely.  You yourself 

mentioned the instance where an officer makes an arrest and has to deal with that and they attract a 

payment there of time and a third for the period of time that they are retained on duty beyond their 

normal finishing time.  I would argue that should happen, no one should be working for no payment.  We 

are getting instances reported by our members that they are being asked to work for no payment beyond 

their finishing times and I can provide the Committee with evidence of that if they would like it.  It is an 

increasing problem that we see that people are being required - well ‘required’ is probably the wrong 

word - but we are a disciplined service and a junior PC told by an inspector or a sergeant that he will stay 

on and finish what he is doing is not going to turn around and say, “No, my time is up, I am off home”.  

Therefore there is some pressure there and it is all about management style.  We are a regulated service, 

we have police regulations and overtime falls within that, so the service should be in every case, we 

would say, paying overtime where it is due. 

 

I agree with Robin and I know you were slightly disparaging about the ethos of that that Metropolitan 

Police Service has to deal with things from around the world, but if you just look at G20 and G8 

[international summits] and the ad hoc disturbances that we had to deal with around those, it is always 

going to be a problem. 

 

The final point I would like to make on overtime is that one of the other regulations that we are bound 

by is our new rosters; there is a requirement on the service to provide a 12-month roster, which can be 

reviewed on a three-monthly basis, so that officers are aware of their working days, the times they work, 

and their days off.  Quite regularly, New Year’s Eve creeps up on the Metropolitan Police Service as a 

surprise, as does bonfire night, and many other regular occurrences that, not everywhere, but in some 

instances they fail to plan for, whereby we have to then open another box and invariably that is on 

overtime payments.  We make this point to the Metropolitan Police Service regularly and it is still an issue 

that they need to get to grips with, I think.  If more detailed planning was done in advance then there 

may be other savings to be had. 

 

John Biggs (Chairman):  OK.  I do not think I was being disparaging about the national -- no, I was 

simply saying that I suppose I am old and ugly enough that I have been around in the early days when we 

talked about this issue, the answer tended to be, “We are different and you do not understand us”, and I 

think we are now more sophisticated about this than we have been, which is good.  I have one other 

question, and this is to do with culture.  I suppose maybe it is useful in the public arena to dispose of this 

then, that culturally people may have a lazy view because you watch television dramas with police 

officers that overtime is a sort of victimless crime, officers like having it because it helps them pay the 

mortgage costs and an extra holiday or whatever, but I imagine that the position is probably because 

officers tend to be family people it is a lot more nuanced than that and the majority of officers want the 

certainty of regular hours, certainly their partners do.  Is that a fair summation?  Putting it more formally, 

does the Federation have a formal position on overtime? 

 

John Tully (Chairman of the Metropolitan Police Federation):  I think I have already said that we 

have regulations, which cover the payment of overtime, and the service should follow those regulations, 

and that is our formal position.  But generally I think, if you went back when I joined the service in 1985, 

there was a totally different culture around -- you know, there was a queue of officers to work bank 

holidays, for instance, because of the extra cash.  If you look at that today, the queue is to have the time 

off because culturally attitudes have changed and you quite rightly say that the work/life balance is 

probably more important to officers now than it was then and the workforce is that much younger than it 

was. 



 
 

 

John Biggs (Chairman):  That is great, and although it is not strictly related to police overtime issues, is 

there a staff side issue about overtime culturally?  I suppose I am motivated partly because we have had 

many stories in the press about local authorities who cut their staff in response to budgets and have then 

had to get agency people in or people working extra hours because they made over-savings. 

 

Nedge Nedjdet (Vice President Metropolitan Police Group, PCS Union):  Yes, I think the overtime 

that we are seeing on the sheets here are predominantly to do with 999 centres where there are peaks 

and troughs because of staff shortages.  I do not think that is because we are having difficulty recruiting 

into those areas and we have a significant amount of police officers in those roles as well.  Therefore they 

are the roles where, as the Federation quite rightly says, people want to go home at the end of the shift, 

they do not want to stay, and the argument has always been from the PCS point of view they should be 

allowed to go home.  It is quite right, when your line manager says to you, “I need you”, it is very difficult 

to turn around and say, “No, I am not staying”.  Sometimes it is said in a way where staff are actually 

made to feel guilty that they are going home and letting the team down.  PCS does not feel that 

overtime is the answer to these things, we feel that there should be sufficient staff to do these roles, but 

there is not ample overtime as what used to be. 

 

Robin Wilkinson (Director of Human Resources, MPS):  May I just put some figures on that as well, 

if I may?  Police staff overtime numbers again are coming down, so we are certainly on budget in terms 

of our police staff overtime this year, and it will be significantly under where we have been in previous 

years and such like, so £28 million last year and at the half-year point under £12 million and such like, so 

I do not want you to go away with a suggestion that the overtime for police staff is running away either. 

 

John Biggs (Chairman):  OK, that is very helpful, and that is why we ask these questions, we are not 

trying to trip you up. 

 

Tony Arbour (AM):  I have a question on the precise point of police overtime.  When you say that 

people want to go home, they do not want to do overtime, we see these anecdotes, which are reported 

not infrequently, of sergeants earning more than the Prime Minister.  How does that occur? 

 

John Tully (Chairman of the Metropolitan Police Federation):  Clearly, constables and sergeants, 

those roles are unsalaried.  They attract a payment of overtime where the regulations allow for it and you 

quite rightly state that there have been some instances where certain individuals working in particular 

roles do attract a high percentage of overtime. 

 

I take you back to my point earlier around the Protection Command, for instance.  With the reduction in 

supervisor numbers, the fewer sergeants we have, the responsibilities do not decrease so someone has to 

cover that time and responsibility.  Therefore, there will be necessarily an increase in overtime. 

 

Generally, I think policing has always been accepted as a vocation rather than just a job, but less so now 

than it used to be.  When I said people will like to go home when the time of their shift comes to end, 

they like to go and see their families, generally that is true, but there are still dedicated and committed 

people out there who will stay regardless. 

 

Tony Arbour (AM):  It is alleged that some of these people who are earning very large sums by way of 

overtime might well be people who do not live in London and who perhaps a very long way out of town.  



 
 

Their family home could be hundreds of miles away and they, therefore, want to fill in their time whilst 

they are actually in town and doing this. 

 

John Biggs (Chairman):  You read too many tabloid newspapers. 

 

Tony Arbour (AM):  No, I am not reading too many tabloid newspapers because, you and I, we have 

been on the MPA and we have seen these statistics about these guys who do live many hundreds of 

miles away. 

 

John Biggs (Chairman):  Perhaps we could structure this into a formal request for Mr Wilkinson to 

provide us with a breakdown of evidence behind anecdotes of this kind. 

 

Tony Arbour (AM):  Yes, that would be helpful.  But the real gravamen of my question is this.  How is 

the overtime allocated?  Are there people, as the tabloids might suggest, who are desperate for as much 

overtime as they can get or is it rationed out by manager saying, “No, you have had too much”, or 

something of that kind, “and other people should have a turn”?  How does it work? 

 

John Tully (Chairman of the Metropolitan Police Federation):  Clearly, we would probably come at 

that from a different direction than the Metropolitan Police Service.  We would come at that from a 

direction of the welfare of the officer because essentially that is what we are.  We are an efficiency and 

welfare monitor, if you like, the Federation.  Therefore, clearly, if someone is working an inordinate 

number of hours of additional overtime, then we would have a concern because, if they are driving home 

and have an accident and kill themselves because of the time they are working, it might all well and good 

having a large pay pot at the end of the month but you have to think about work/life balance and your 

health.  That, I would suggest, would be a matter for managers to monitor and to make sure that the 

overtime was justifiable and properly claimed, etc.  But Mr Wilkinson might have a different view. 

 

Robin Wilkinson (Director of Human Resources, MPS):  No, not at all. 

 

John Biggs (Chairman):  I would be surprised if Mr Wilkinson agreed with you, actually. 

 

Robin Wilkinson (Director of Human Resources, MPS):  No, I do agree.  I equally would have 

concerns if there were large numbers of officers earning the kind of overtime that you have alleged, 

which I can assure you does not happen albeit there are some examples that are concerning in some 

commands.  Particularly in the commands concerned, we are currently doing a review, as John would 

know, to link to some terms and conditions issues and to look at how we deploy officers into those 

commands and whether or not that would then be able to affect the overtime. 

 

I would not want you to go away with the suggestion that we have either queues of people who are 

holding their hands up saying, “More overtime, please”, because they work a long way away.  As John 

explained, I think that is not where we are and it is a management-controlled system. 

 

John Biggs (Chairman):  OK.  This is at risk of being very interesting but nevertheless a bit of a cul-de-

sac in terms of our main questioning.   

 

Darren Johnson (AM):  This is about the workforce profile and structure, so how are you going to try 

to adjust the profile and structure of your workforce and what impact will this have on costs and on the 

service that you provide to Londoners, Robin? 



 
 

 

Robin Wilkinson (Director of Human Resources, MPS):  Yes, very helpful.  It is many and varied, 

but let me deal with officers first. 

 

I have said that our strategy is to gradually reduce the number of managers, increase the number of PCs 

and DCs in order to get back to a 32,000 overall workforce.  We are confident now we can achieve the 

reductions in the number of supervisors by our natural turnover, so in most ranks we will be returning to 

some form of promotion during 2014 other than in the chief inspector rank where that promotion is 

unlikely to start until the end of 2014 or 2015.  We will be able to still achieve those reductions through 

natural turnover and obviously we will then grow our PC numbers through recruitment. 

 

That means that during the next 18 months we do not have everybody in the right place at the right time 

in the right roles, so it is going to be difficult and challenging because the Metropolitan Police Service is 

a big organisation and we are doing a lot of change, but we are having to accept that as an inevitable 

part of the change, which is why we have - in response to Joanne’s question - the centralised 

deployment processes. 

 

With police staff, let me deal with police community support officers (PCSO) first.  In PCSOs, we have a 

number moving to 2,150 or thereabouts and, again, we will manage that reduction through natural 

turnover.  We will be there in the early part of next year with them and currently expect to hold those 

numbers by bringing recruitment back on stream. 

 

With police staff, of course, it is a more complicated picture because the police staff is not a homogenous 

mass.  The police staff is made up of a number of discrete specialisms whether it is in human resources 

(HR) or finance or procurement and people have then increasingly specialised in areas such as fleet or 

estates.  We are looking at each of those areas or each of those services on a service-by-service basis, 

reducing in some cases, growing in others, so we are growing police staff in our control centres and in 

our custody centres in order to release officers back to other frontline duties. 

 

We have achieved a reduction in police staff by a voluntary exit scheme, which I think you know about.  

It was last year at a cost of about £30 million, which will deliver us annual savings of £27 million, so there 

is just over a year’s payback on that.  We have further reductions to take place. 

 

We are now moving to a situation where that is targeted, so what you are going to see is some 

recruitment and some exits taking place.  When we look at our workforce, there are too many senior 

roles, we think, in the Metropolitan Police Service for what our future demand is and so there will be 

some reductions as we implement our new headquarters and shared service functions.  There will be 

reductions in our band A and band B levels.  At the same time, as you will see us growing into the Central 

Communications Command (CCC), growing into designated detention officers (DDO) and possibly 

growing into more junior administrative staff in our other services. 

 

It will increasingly become a complex picture where we look at workforce levels by service and by 

location, some moving through some redundancy processes in some areas, growing in others.  During 

that period, we will use temporary staff appropriately where there is a need to bridge a gap or where we 

need to bring in new skills before we can recruit into it, so you will see that and it is a deliberate part of a 

strategy.  It is not something that we fall into. 

 



 
 

Darren Johnson (AM):  OK, yes, because I do have a question about that.  From the figures we have, 

you spent about £44 million on around 900 staff leaving through the voluntary exit programme, yet in 

the same year spent £26.7 million on temporary agency workers.  On the face of it, that does not look 

like good value for money.  Can you explain that? 

 

Robin Wilkinson (Director of Human Resources, MPS):  If we only did one thing with our police 

staff, you could make that assumption, but we do not.  If we are releasing, say, somebody in HR and 

actually we need someone who knows something about the detailed component of a computer program 

or something, you cannot just move one from the other, so you will see a deliberate reducing of staff 

numbers.  Most of our spend on temporary agency workers is coming in the highly technical specialist 

areas, moving into information and communication technology (ICT), into some health professionals 

where we use agency staff rather than employed staff and into some super-specialist areas in order to 

help us through a transition of change.  

 

What you must not do, if I may, is suggest that the reduction of a band C HR professional and, say, the 

temporary appointment of a super-specialist ICT person is one and the same thing.  They are clearly very 

different and you could not plug one into the other, so that is what you are seeing.  I do repeat: it is a 

deliberate part of our strategy where, as we reduce numbers and as we have high ambition on ICT change 

where we are looking for a very significant uplift in our capability, we will inevitably have to bring in some 

short-term skills whilst we build our own internal capability, so you should see that. 

 

Darren Johnson (AM):  Nedge, from the PCS point of view, what comments do you have on the way 

the Metropolitan Police Service has managed its voluntary exit scheme? 

 

Nedge Nedjdet (Vice President Metropolitan Police Group, PCS Union):  We are never going to 

agree on this, I think, because the PCS believes we do not agree with the cuts and we do not think the 

cuts should have happened in the first place because, as you say, we are having to backfill with police 

officers and backfill with certain other roles.  For the majority of ICT roles, the specialists, we have 

consultants coming in, but we have still agency staff that we are still spending money on.  If this is the 

expenditure, then we are not saving anything. 

 

We fully understand that when something is changing around you do move the chairs around to fill the 

gaps at times, but if this cost of staff being released early and not given at least minimal training - we 

realise that not everybody can be retrained - but minimal training to do some of these roles that we are 

giving to agency staff.  We are relying on agencies more and more.  Yes, we are challenging it at the 

star chamber and I sit on the star chamber with Robin, so we challenge this quite regularly.   

 

John Biggs (Chairman):  Every vacancy is reviewed by the Star Chamber? 

 

Nedge Nedjdet (Vice President Metropolitan Police Group, PCS Union):  Every vacancy including 

agency and temporary promotions comes through the Star Chamber.  We have one tomorrow where we 

sit down and go through things.  However, we feel that where the gaps appear, naturally, they have to be 

filled.  That is the bit that we are challenging. 

 

Also, police officers are replacing police staff within some of the roles that are being vacated by the 

movements into the hubs and things.  The figures that we had two years ago are not falling drastically.  

There were around 6,000-odd vacancies that were filled by non-warrant-needing officers, so a police 

officer that does not need a warrant was in these roles.   



 
 

 

Darren Johnson (AM):  But that is clearly going to be more expensive. 

 

Nedge Nedjdet (Vice President Metropolitan Police Group, PCS Union):  It is.  You will think 

about it.  From an ordinary constable to an ordinary band E level, nearly double.  One is, I believe, 

£53,500.  One is £26,500.  There is not a comparison.  There are reductions in those numbers but not the 

figures that we would like to see. 

 

They are the things that we are challenging.  As an organisation, we do see why some of these posts 

need to be there, but we are challenging the actual cuts within the Metropolitan Police Service that are 

imposed on the Metropolitan Police Service to do these cuts.  You cannot expect an organisation to cut 

staffing levels to such an extent and still deliver the same service for the £520 million less.  Something is 

going to give.  We are still providing the same kind of services, so where is it going?  We are still 

spending money on agency staff.  We are still putting officers in police staff roles.  That has to stop, from 

the PCS’s point of view, in order to go forwards. 

 

Robin Wilkinson (Director of Human Resources, MPS):  May I come in?  You might expect my good 

friend Nedge to take a slightly different view from me on this, but just a couple of things if I may 

because I think it is important. 

 

On police officers, our strategy is not to put police officers into roles that have been vacated by people 

leaving the organisation, absolutely not.  In fact, if you look at what we are doing in our control centres, 

in our custody suites, at our front counters, we are recruiting police staff in order to release police 

officers back to those roles, so that is not what we are doing. 

 

What I cannot guarantee you, because this is a large organisation, is that you will not be able to go 

around to any part of the Metropolitan Police Service and say, “That is a role a police staff member could 

do that you have a police officer in”.  Of course there will be some of those.  But if you look at the Office 

for Public Management data that you have been provided, we have an increasing number of our police 

officers going into frontline roles.  Please do not take away with you that this is a strategy of putting 

police officers into those roles.  It is not. 

 

The other issue is, if you look at our police staff workforce, we had an ambition when we started this 12 

or 18 months ago.  We did not have the plans in place at that moment, but our assumptions were to try 

to get down to about 12,200 police staff.  We are basically at that level now and that is because of the 

controls at the Star Chamber and through the voluntary exit. 

 

We do not have the right people in the right place and, yes, staff colleagues are working hard as you 

would expect them to do, but the Metropolitan Police Service is performing well.  Crime is coming down.  

Confidence is going up.  We continue to manage our processes well and we are at the levels we forecast 

we would be.  What we have in the next 12 months is around some growth still, some reductions, but it is 

simply not the case that we are unable to operate effectively with the levels we have set out in the plan.  

We have demonstrated that we can. 

 

As I have said, there will be some examples where you will find a police officer moving into a non-

operational role.  That might be because they are on recruit duties.  It might be because they are on 

restricted duties.  It might be because of poor decisions at a local level and locations and suchlike.  Where 

we find them, we will do something it, but it is not the strategy. 



 
 

 

Darren Johnson (AM):  OK.  John, the Federation view? 

 

John Tully (Chairman of the Metropolitan Police Federation):  Clearly, we regrettably have to 

accept that the Metropolitan Police Service is in a position of having to save the amount it has to 

because of imposed Government cuts on the overall policing budget.  We are where we are with that. 

 

John Biggs (Chairman):  The Mayor does play some role in this, by the way. 

 

John Tully (Chairman of the Metropolitan Police Federation):  He does.  My point is specifically 

around voluntary exit in police staff roles.  There has been a big deal made of what is the frontline, what 

is the middle office and what is the back office.  We are talking primarily about back and middle office 

roles that the police staff perform, but in some of those roles - for instance, intelligence analysis, where 

there is a significant change going ahead around our control infrastructure project - we are moving away 

from what I would have described previously as a ‘Rolls Royce’ service.  If you think of Morris Minor, we 

are probably heading towards that, in our view. 

 

Tony Arbour (AM):  I had a Morris Minor and I knew how it worked and lifted up the bonnet if it broke 

and fixed it yourself. 

 

John Tully (Chairman of the Metropolitan Police Federation):  You make a good point, but my 

point is that we are moving towards an area where we have hubs of intelligence personnel who are 

working across areas of expertise where previously they were in a particular situation.  Counter-terrorism 

intelligence, say, is entirely different to homicide intelligence and you now have an amalgam of those 

and everything in between.  Potentially, we are having a detrimental effect upon, we would say, the 

health and safety and risk to officers because it will be a poorer service, we believe.  The Metropolitan 

Police Service will probably disagree with that. 

 

Robin Wilkinson (Director of Human Resources, MPS):  It is a slight Doomsday scenario, if I may. 

 

John Tully (Chairman of the Metropolitan Police Federation):  We are working with the 

Metropolitan Police Service along this route, but that is the scenario we foresee, particularly around that. 

 

But where I would agree with the Metropolitan Police Service is that we should have fewer police officers 

in support roles.  Undoubtedly, there are roles that require warranted officers, but there are far many 

more where there are currently warranted officers or have been.  I know a lot of change and movement 

has gone on and there perhaps needs to be more. 

 

We support the increase of constables.  We do not necessarily agree with the ratio.  I know I am going 

backwards now.  We do not necessarily agree with the ratio of supervisors-to-constables, but we have 

had that argument. 

 

Joanne McCartney (AM):  Yes, I am just going back to Darren’s point about the use of temporary 

agency staff and you give the example of ICT consultants.  I just want clarity, really.  Would ICT 

consultants not come under a consultant budget as opposed to an agency budget? 

 

Robin Wilkinson (Director of Human Resources, MPS):  It is my poor language, sorry.  Most of the 

temporary workers that we have working in areas such as technology will come through our interim 



 
 

agency worker contract, which is with Reid [Corporate Services], so they are not on a consultancy basis.  

There are some.  We have a relatively very low level of consultancy spend and there has been some 

consultancy spend in our ICT space, but the majority of the spend in this area will come from interim 

agency workers. 

 

Joanne McCartney (AM):  It is labelled as temporary in your case? 

 

Robin Wilkinson (Director of Human Resources, MPS):  Yes. 

 

Richard Tracey (AM):  I think this is an interesting chart that we have on the report of 19 September to 

MOPAC, the chart of the numbers.  Have you found that senior officers were totally prepared to accept 

the situation and therefore they have retired and so on?  Have they done it willingly or have you had 

some resistance to this? 

 

Robin Wilkinson (Director of Human Resources, MPS):  The Metropolitan Police Service is a 

fantastic and unique being, is it not?  You will have a better view than probably I have in just 12 months.  

We have been working really hard as a Management Board to effectively agree what these changes 

should be.  It is the point John makes.  None of this is easy.  None of the changes that we are making are 

easy.  We have a large amount of money to save. 

 

What we have done is worked as a Board as then worked with the rest of ACPO-level officers and with 

our senior leaders.  We meet monthly with all of our chief superintendents and above to work through 

the plan.  Does everyone agree?  No.  Would everyone do it in a potentially slightly different way?  

Probably, because of human nature.  But what we have is a leadership team that understands why we are 

making the changes and understands that there is nothing easy about delivering £500 million worth of 

savings. 

 

What we have not seen, of course, is a huge number of people leave the organisation.  Turnover is 

slightly up at all levels of the organisation, but we have not seen the floodgates open.  Of course 

everyone does not agree.  There are always differences, but I think if you spoke to borough commanders 

about the Local Policing Model, 12 months ago they would be thinking, “Here is a change that is being 

imposed on me.  I am not sure”.  For most borough commanders it is a challenging change and they are 

in the middle of that change, putting it into place, making it work and moving on and can see some of 

the benefits and some of the challenges which we will work through in a review. 

 

Richard Tracey (AM):  Not in the case of my borough commanders.  In my borough, they seem very 

much to understand what they had to do and what the Metropolitan Police Service has had to do. 

 

The other point, though, is that it has been reported that the Commissioner has not had to impose 

rule A19.  That is rather interesting because I think at one time there was a belief that that might be 

needed. 

 

Robin Wilkinson (Director of Human Resources, MPS):  Yes, so we spent a number of months 

earlier this year consulting on whether or not we should apply rule A19.  Rule A19 is a rule in the 

regulations that enables us to enforce people’s retirement after 30 years’ service, which will mean a full 

pension.  We consulted not on the constable level where we are growing but we consulted on whether 

we should apply that rule for supervisors in order to bring forward the point at which we were able to 

achieve our management supervisory ratios. 



 
 

 

Our judgement, after consulting, was not to do so on two bases.  One: when we really got into the meat 

of the detail, as I said, we realised that natural turnover would enable us to get there by the end of next 

year, so we will be able to do it without actually invoking that regulation.  Two: there is a smoothing 

issue here as we go through this amount of change about actually ensuring that we have a slightly higher 

number of managers during the period of change as probably a good thing to do anyway.  We could, in 

theory, have made slightly greater in-year savings had we applied rule A19, but at a significant cost to 

how the Metropolitan Police Service was viewed by many of its longstanding officers and suchlike, so 

that was a judgement but I think the right judgement was made. 

 

Richard Tracey (AM):  There has been quite a lot of talk about the loss of PCSOs in various parts of 

London, but these figures seem to indicate that really there has not been a massive decrease.  The 

forecast strength at 31 March 2014 is only 300 or so less than the actual strength. 

 

John Biggs (Chairman):  I think the context is, if you went back about three or four years, it would be 

more like 4,000 or 5,000 PCSOs, so it is a reduction from a very large number. 

 

Richard Tracey (AM):  But we are of course aiming at far more warranted officers and police 

constables. 

 

Robin Wilkinson (Director of Human Resources, MPS):  That is the judgement and that is feasible.  

Yes.  We have an overall budget and therefore our judgement in the model is we have set out the number 

of PCSOs we want at a neighbourhood level, some of which are funded by others, the Transport 

Command and suchlike or the TfL-funded officers.  We are looking to increase to record numbers the 

number of warranted officers we have.  Our judgement is that that is at the right position for policing in 

London at the moment. 

 

Richard Tracey (AM):  Thank you. 

 

Darren Johnson (AM):  Moving on to the Winsor recommendation on introducing compulsory 

severance for officers, what impact will that have?   

 

Robin Wilkinson (Director of Human Resources, MPS):  It would only have an impact if we applied 

it and, for the reasons I have set out, we have no need and no intention to apply it should it come into 

effect.  Obviously, none of us can peer around the corner and none of us know what future financial 

settlement is coming in but, to be absolutely clear, the Metropolitan Police Service has no need and no 

intention as we sit here today to apply a compulsory severance should one become available. 

 

Darren Johnson (AM):  OK.  That is clearly on the record.   

 

John Tully (Chairman of the Metropolitan Police Federation):  I am pleased to hear that, but 

clearly we as the Police Federation in the Metropolitan Police Service and nationally argued vociferously 

against the Winsor recommendation around compulsory severance.  We believe it would fundamentally 

change the independent office of constable.  That is on the record and it is historical. 

 

To put that into some context, we have not just said that because we can.  Clearly, there are already 

provisions within regulation for the voluntary exit of police officers, but the Commissioner has declined 

to use that.  I think Staffordshire Police are the only force in England and Wales to have utilised that 



 
 

facility.  We have the unsatisfactory attendance procedures.  We have the misconduct procedures.  We 

also have rules A19 and A20, which the service could facilitate and use to reduce numbers before we go 

anywhere near compulsory severance.  Of course, we are yet to hear what the Police Arbitration Tribunal 

and the Home Secretary have to say about it. 

 

Darren Johnson (AM):  Unlike other employees that would face the threat of redundancy, you are not 

allowed to strike legally, so the relationship you have with your employer is a different one. 

 

John Tully (Chairman of the Metropolitan Police Federation):  Clearly, yes.  We go back to 1919 

and the formation or establishment under statute of the Police Federation which followed the last-ever 

police strike in the United Kingdom.  That has been enshrined in regulations and in law.  We do not have 

any industrial rights excepting some rights under the Employment Tribunal system, so it would be a gross 

imbalance if that were to be imposed on warrant officers without those additional rights. 

 

Darren Johnson (AM):  That is noted.  Do you want to come in on this one? 

 

Joanne McCartney (AM):  Yes.  Is the decision not to go down the compulsory redundancy route for 

police officers a formal Management Board decision? 

 

Robin Wilkinson (Director of Human Resources, MPS):  Yes.  We have set out our plans.  Assuming 

the financial envelope does not change, and you have our two-year budget and you are scrutinising it as 

we speak, we think we have a plan that enables us to deliver the targets we have been set - increase in 

confidence, reduction in crime, reduction in cost - without needing to exit compulsorily police officers 

either through rule A19 or through any other route.  Obviously, if the environment changes or if the 

budget changes significantly, we would have to revisit that position, but as we speak at the moment 

there is no need to do it and that is the formal Management Board position. 

 

Joanne McCartney (AM):  Thank you.  Is that MOPAC’s position as well?  I suspect that the Deputy 

Mayor might have a different view. 

 

Annabel Cowell (Head of Strategic Finance and Resource, MOPAC):  I cannot speak for the 

Deputy Mayor but on the basis of the reasons that Robin has -- 

 

Joanne McCartney (AM):  He has talked about the Winsor changes before. 

 

Annabel Cowell (Head of Strategic Finance and Resource, MOPAC):  Yes.  We have had 

discussions about rule A19 but, for the reasons that Robin has outlined, I cannot see why he would 

disagree with the position on compulsory severance because we do have a balanced budget for the next 

two years. 

 

Robin Wilkinson (Director of Human Resources, MPS):  Whether the provision is necessary at some 

point or whether it is going to be used are two different issues, of course, are they not?  The position I 

am expressing is: would we need to apply it?  No, we would not.  John has expressed a view that it 

should not be there in the first place.  That is not a position that I have expressed.  That is something 

that is being negotiated and worked through with the Police Arbitration Tribunal at the moment. 

 

If the power were there and the ability to use compulsory redundancy, it might be something that police 

forces would have to consider at some point in the future if the funding position so desired.  It certainly 



 
 

would not be something you would rush to do.  My position very clearly is we have no need to apply 

those principles at the moment.  We have a budget that stacks up without it. 

 

John Tully (Chairman of the Metropolitan Police Federation):  Just one very quick point for 

clarification.  We are not talking about redundancy.  It is severance.  It is a completely different issue.  It 

would be wrong to describe the system that is being considered by the Arbitration Tribunal as a 

redundancy system because the job is no longer there under redundancy and this is a totally different 

issue. 

 

John Biggs (Chairman):  You could be in a position where the Mayor says, “I am firmly wedded to 

32,000 officers, but I still want severance of senior officers because they are blocking promotion for 

other people”, or something? 

 

John Tully (Chairman of the Metropolitan Police Federation):  Yes. 

 

Darren Johnson (AM):  Apart from adjusting staff numbers and grades, how else can you control staff 

costs? 

 

Robin Wilkinson (Director of Human Resources, MPS):  We have already talked about overtime.  

What we have not talked about the unit cost, of course, which is the issue of pay, which in police staff is 

in the gift of the Metropolitan Police Service in the sense that we negotiate and bargain locally with our 

unions.  We are in the middle of the final stages, hopefully, of discussions on the 2013 pay award.  Of 

course, our terms and conditions framework and any pay uplifts are a significant cost driver, so that is 

something we need to take very seriously.  We are in this year’s pay award and I have said already that we 

are looking at scoping a more fundamental review of terms and conditions that we would be talking to 

our union colleagues about over the next 12 months. 

 

Darren Johnson (AM):  Thank you.  Any final comment from Nedge? 

 

Nedge Nedjdet (Vice President Metropolitan Police Group, PCS Union):  Yes.  The police staff 

budget already, on top of the savings, gives them an underspend anyway.  Every year we have given an 

underspend for as long as I remember, I think.  I have never remembered a year where we have not 

underspent.  This is as a result of staff doing more than what they are supposed to be doing.  There has 

not been that much overtime.  As you can see on the figures, we just need to make sure that at least the 

underspend is spent on the staff, whether it is pay or in whatever way, to compensate for what they are 

doing. 

 

To cut the staff any more is not saving the taxpayer at the end of the day any more money.  If we are 

going to employ more agency staff, as some of the documents we have are saying, then there is no 

saving overall.  It is all about how we deploy staff to the right places or give shorter contracts to staff 

coming in instead of paying over the odds for agency workers or consultants.  We seem to be moving 

through the changes very quickly, yes, but we can offset some of these agency costs with short-term 

contracts.  Perhaps that could be a saving.  Instead of bringing in agency workers for two years or three 

years while we are going through the changes, employ other staff or not release some of the staff that 

we are releasing at the moment. 

 



 
 

Annabel Cowell (Head of Strategic Finance and Resource, MOPAC):  Can I just add to that?  Of 

course, there are not just staff costs.  There is the infrastructure that supports the staff and we are also 

making significant savings in relation to ICT and estates which will obviously help as well. 

 

John Tully (Chairman of the Metropolitan Police Federation):  Chairman, I was just going to add 

perhaps a police officer perspective to that question.  Clearly, police officer pay is set on the basis of a 

national scheme.  Winsor has recently reduced the starting salary for constables and I think the minimum 

is £19,000.  Chief Officers have a discretion to increase that to between £23,000 and £24,000 where it is 

necessary and I believe the Commissioner has done that. 

 

However, an additional flexibility that the Commissioner now has a result of Winsor is a regional element 

to the pay whereby London weighting and London allowance can be varied.  Currently, it has been 

indicated that that is not going to change, which is a good point from our perspective because it is 

currently at its maximum so it can only go down, but it has to be remembered that now chief officers 

have that regional discretion. 

 

It is interesting that the original Winsor recommendations did not include the Metropolitan Police 

Service, but when the final wash-up was made the Metropolitan Police Service was included. 

 

Robin Wilkinson (Director of Human Resources, MPS):  It is only one way because we do pay it, 

yes. 

 

John Biggs (Chairman):  Are you prepared to give am unequivocal undertaking on that aspect of the 

package? 

 

Robin Wilkinson (Director of Human Resources, MPS):  Our position has been very clear and we 

have set it out.  As John expressed, we have currently said that given what we know about our budget 

and our positions, we have no intention of varying that at the moment, but of course we cannot give a 

forever guarantee. 

 

John Biggs (Chairman):  OK.  In terms of tidying up this question, I wanted to make one observation 

for the record.  I think the Metropolitan Police Service is unique in the UK as a police service in that it has 

not seen any significant reduction in police officer numbers.  Clearly, we hope that that will long 

continue, but there is a question in the context of overall budgetary restraints as to whether that might 

be, in the long term, sustainable.  I do not want it to happen, but I think we need to read that into the 

record in terms of the powers that might be available. 

 

Secondly, in terms of controlling staff costs, I know there were moves in a couple of instances where 

borough commanders are no longer chief superintendents but are now superintendents, which achieved 

some saving in budgets as well, so there has been some reprofiling in skills.  Presumably that happens 

across other parts of the Metropolitan Police Service as well. 

 

Thirdly, which leads into Tony’s question, actually, I am aware from my visits to my boroughs that a lot of 

constables are frustrated because the reprofiling of the workforce means the opportunity to be promoted 

to sergeant has disappeared for many people for a long time and that will soon change.  I know that was 

raised at the Police and Crime Committee. 

 



 
 

Joanne McCartney (AM):  Can I just say there that of course we have seen a reduction in police officer 

numbers in the last couple of years? 

 

John Biggs (Chairman):  OK, yes, significant. 

 

Robin Wilkinson (Director of Human Resources, MPS):  We plan to return to 32,000.  Not only a 

plan; a credible plan. 

 

Joanne McCartney (AM):  Well done, yes. 

 

Tony Arbour (AM):  There was an overall question about morale and you have indicated one area 

where morale is low.  The latest figure we have for November shows that morale amongst police officers 

is comparatively low in the Metropolitan Police Service.  Has it got better or worse over the past six 

months? 

 

John Tully (Chairman of the Metropolitan Police Federation):  I do not know how many times I 

have said this - and I am not being flippant - but I do not think morale has ever been lower.  Having said 

that, when I joined the Metropolitan Police Service morale was low.  You can talk to anyone across that 

28-year period and they will always say that morale is low. 

 

John Biggs (Chairman):  I have never heard a Federation representative say that morale is high. 

 

John Tully (Chairman of the Metropolitan Police Federation):  I think I alluded earlier to the fact 

that not in every instance but generally people who join as police constables look at that at a vocation 

rather than just any other job that you can add to your CV, so there is an element of dedication and 

commitment.  Where someone is in trouble, 99.9% of the police officers anywhere would respond.  There 

are some who would not.  We have to accept that. 

 

Why we say it has never been lower in terms of morale is because we are going through the most invasive 

and massive change project that the Metropolitan Police Service has ever gone through.  We are trying to 

do it in an atmosphere where we are not yet at the target number of officers which would make the plan 

work properly.  The people who are here currently have to deal with that, so there are more pressures on 

them on a day-to-day basis.  For instance, detectives have an inordinate number in some cases of crimes 

to investigate, in some cases 30 plus, and we would suggest that that is unacceptable because no one 

can devote the amount of time that is necessary to each individual crime on the basis that they have 30 

to investigate, so something has to go on the back burner.  There is evidence of officers being taken 

through the misconduct processes because of that. 

 

You alluded earlier to the lack of promotion and that has been an issue for us for a considerable period of 

time because, yes, there has not been any promotion but there has been a lot of use by the Service of 

acting and temporary promotion.  In some cases, which I can give evidence of if the Committee would 

like it, the regulations state you can only be acting for 56 days and we have examples of officers who are 

acting for over a year.  We still have no promotion, but that is going to change, so this all adds towards 

the overall pessimistic outlook of officers. 

 

Tony Arbour (AM):  You have told us we are at the bottom.  You have never seen it lower.  What is the 

trajectory? 

 



 
 

John Tully (Chairman of the Metropolitan Police Federation):  I do not see it getting any better 

very quickly because you add into all of that mix the Winsor changes and the changes to pensions and 

the loss of experience because on average about 140 officers leave the Metropolitan Police Service every 

month.  If you looked at it last year about this time it was around about 100, so there is an increase in 

natural wastage. 

 

It is not just retirements; it is resignation as well, so we are losing experience and corporate knowledge.  

When I joined a team of police officers in Stoke Newington where I was first posted, the next junior 

officer to me had three or four years’ service and I had a lot of experience around me to help me develop 

as a constable.  That is not there now.  In some boroughs, the ratio of probationers is one in three.  I 

know that is the case in Hammersmith and Fulham in particular.  That cannot be good.  It all just adds to 

it not being good. 

 

We have talked about and Robin has said that there is going to be movement on promotion early next 

year and we welcome that, but that is set against the introduction of direct entry.  That is of course for 

more senior ranks, but what does that have to say about the very experienced people that we have 

already who are qualified for promotion within the service because they are being leapfrogged by direct 

entrants?  That serves to further drive down morale. 

 

Politically, I am not having a go at anyone in this room, but the political atmosphere and the way the 

media seems to drive the knife in and twist it every time there is a slight hiccough on the policing scene 

does not help morale, either. 

 

Tony Arbour (AM):  Can I ask you how you would turn it around, Robin? 

 

Robin Wilkinson (Director of Human Resources, MPS):  Can I offer a view before that?  I would not 

want your record to suggest that I endorse all of that, although I understand and I obviously agree with a 

lot of what John has said.  I will deal with two points first, if I may. 

 

On the point about temporary promotion, in order to avoid getting into a situation where we have had to 

apply regulations like rule A19 or contemplate redundancies, we have taken appropriate measures early 

on to stop promoting more people so the natural turnover will give us the numbers we want, a bit like the 

agency staff.  Inevitably, that means we are going to have holes in the organisation at management level 

until we have restructured, so the use of temporary staff is a proper way of getting through that process 

and inevitable. 

 

Just on direct entry, yes, direct entry has come in but the numbers will be relatively small compared to 

the overall throughput of officers. 

 

Of course, there is a lot of concern over morale and I would not in any way say that that is not an issue 

for the reason John has set out.  Yes, there is a lack of promotion.  We have been consulting on rule A19 

and about people potentially losing their jobs.  Lots of change in the organisation is always very 

unsettling.  We are closing a number of locations and buildings which we do not need, which means 

people are having to move locations in the organisation.  We are restructuring the organisation so where 

there is a job that people have done and might think, “Actually, I’m OK if I stay in that job”, we are 

forcing them to move into different jobs, so there are lot of concerns here. 

 



 
 

Equally, we have been able to respond very positively as an organisation to a number of issues, so in the 

conversation we have just had we have said, “No rule A19 at the moment”.  We have said that we are not 

changing the location allowance for the foreseeable future.  We have, despite the funding pressures, said 

that we want to renew the train travel concession for officers, which is fundamentally important for 

officers and where they live at the moment.  We are reopening promotion and the steps we have taken 

over the last 12 months so we can do so.  There are a lot of areas where as an organisation and as a 

Board we have been able to respond to the concerns of staff.  Whilst I am not saying that that is going to 

be a magic switch and we are going to flip people into a different position, it fundamentally does 

respond to many of the concerns that staff have had.  Turnover is slightly higher, but it is still low.  

Resignations from the Metropolitan Police Service this year are probably between 300 and 400 out of a 

30,000-odd officer workforce.  There has been a slight increase in transfers out, but not many.  

Performance is going in the right direction, so we have a real issue with morale, but let us put it into the 

context of all that we are doing and some of the changes we have to make. 

 

Tony Arbour (AM):  Can I ask two things and this is it?  It costs a great deal of money to recruit a 

constable - I think it is £16,000 - but it costs the same to put a special constable [volunteer police 

officers] into the ranks of the fully-warranted fulltime constables as it does for everyone else.  Why do 

you need to duplicate the process when the special constable has gone substantially through the 

recruitment process already? 

 

Robin Wilkinson (Director of Human Resources, MPS):  That is obviously a slightly different 

position from a special -- 

 

John Biggs (Chairman):  This is not really a Budget and Performance Committee question. 

 

Tony Arbour (AM):  It is because the total cost is £50 million, as I read it. 

 

Robin Wilkinson (Director of Human Resources, MPS):  Very briefly, in terms of the biggest 

changes in training, there is a differential there where we are increasingly now looking at prior knowledge 

and therefore it is a much shorter conversion course from a special constable to a warranted officer than 

it is from someone off the streets. 

 

Nedge Nedjdet (Vice President Metropolitan Police Group, PCS Union):  Can I just give the PCS’s 

police staff view on the morale issue? 

 

Tony Arbour (AM):  I was sure that you were going to echo what Mr Tully said. 

 

Nedge Nedjdet (Vice President Metropolitan Police Group, PCS Union):  Yes.  I feel I am going 

further than that because, although you may hear of some things that are being done for police officers, 

there is nothing for police staff.  There is no promotion.  There is no increase in pay.  What we have to 

remember is we have moved staff around to central locations and to different areas where they are now 

incurring extra cost and after a year that cost is down to them.  With everything increasing, no 

promotional costs, no increase in pay and an increase in expenditure, doing the same job but at a 

different location is of course becoming a worry for them.  It is not because they are worried about 

anything strange.  They are just worried about their future and whether or not they can actually afford to 

be able to come into work and still do the job they are doing with the pay that they are not getting 

anymore.  Everything else is increasing.  Their pay is not.  They have no opportunities to move up the 

ranks because there are no ranks, so that is why morale is so low. 



 
 

 

For police staff, I have not heard anything for a long time about what we are actually going to do to 

increase them.  These are the people who answer the 999 calls.  These are the people who guard 

Parliament.  These are the people who are our jailers.  These are the PCSOs who walk the streets.  These 

are the people who we rely upon when things go wrong, just like their police officer colleagues, so there 

needs to be some sort of parity.  When you think of an organisation, the wheels that make it turn behind 

the scene will stop eventually if you do not feed them with oil.  It is getting to that stage and the morale 

is lower than I have known it, ever, in any organisation. 

 

John Biggs (Chairman):  At the risk of asking a leading question but for the record this might be 

helpful, I think it is fair to say that the police staff is where the majority of the relatively low-paid 

Metropolitan Police Service employees are and obviously, with a lack of pay progression and with rapidly 

rising housing costs in London, that provides a real pressure for people.  That may be an overly friendly 

question from a Labour Member of the Assembly, but I think many people in London do feel a problem 

on the lower wages with the housing costs in London. 

 

Robin Wilkinson (Director of Human Resources, MPS):  We have had pay progression of course 

during the pay freeze because it is a contractual position, we are at the normal maximum of the scale.  

Nedge makes some very good points.  Police staff are fundamentally important.  But if you look at 

employment across London, I would still put the Metropolitan Police Service’s package, overall terms, 

conditions and pay for staff compares very well against many other London employers, so we need to 

look not just relative in the Metropolitan Police Service but also about how we compare in an increasing 

marketplace. 

 

Tony Arbour (AM):  The last thing, which we have been moaning about for many years, is the lack of 

joint working.  For example, why are you not doing the same job as LFEPA? 

 

Robin Wilkinson (Director of Human Resources, MPS):  It feels like a challenging enough job as we 

are at the moment.  What we are doing in the Metropolitan Police Service is looking at how we can 

reduce and making very substantial progress on it.  I think I said earlier we have a clear ambition to be 

upper quartile in our costs of HR, finance and procurement provision and we are well on the way to doing 

that, so our initial thing is how we can reduce costs internally and how we can reduce management costs. 

 

Where there might be opportunities to look across other services in order to reduce costs, sometimes that 

can increase complexity as well, so it is not an inevitability that the joining up will reduce costs, but the 

Metropolitan Police Service support services will be 30% cheaper at the end of this process than they 

were when we started and that is a huge drop. 

 

Tony Arbour (AM):  That was not the question.  Let me phrase it another way.  Are you actively 

seeking to share, if you like, the management capacity you have for things like procurement and human 

resources and things of that kind? 

 

Robin Wilkinson (Director of Human Resources, MPS):  Not at the moment because -- 

 

Tony Arbour (AM):  Why not? 

 

Robin Wilkinson (Director of Human Resources, MPS):  -- it is absolutely fully utilised on delivering 

the huge ambitions we have in the Metropolitan Police Service at the moment. 



 
 

 

John Biggs (Chairman):  There is a particular question.  The HR directorate budget is roughly 3% of 

the Metropolitan Police Service’s revenue expenditure, which I think is pretty high by comparison with 

other sector comparators. 

 

Robin Wilkinson (Director of Human Resources, MPS):  You need to understand what is in that.  

Within that will be the train travel contract costs, which most other employers would not have.  

£18 million of travel and pension contribution costs are in there.  When you benchmark the number of 

HR people you have to the number of employees, the Metropolitan Police Service is currently about 1:85 

or 1:90.  If we were an upper-quartile public sector, we would be moving that to 1:100 or 1:110 and that 

is the process that we are working on. 

 

John Biggs (Chairman):  Annabel, is that in accordance with the Deputy Mayor’s wishes for personnel 

costs? 

 

Annabel Cowell (Head of Strategic Finance and Resource, MOPAC):  As with all support services, 

we are looking at bringing them down.  When the profiles come out, we will be reviewing them to see 

what progress has been made since last year. 

 

John Biggs (Chairman):  OK.  Shall we move on to the final question, then, you will be sad to hear, 

which is about the Operational Policing Measure (OPM)?  I think it is primarily just for me to welcome 

the progress in developing this and asking whether you are going to continue presenting this on a 

quarterly basis to us as part of the quarterly  monitoring? 

 

Robin Wilkinson (Director of Human Resources, MPS):  Why am I pausing?  It was the last point 

about having it on a quarterly basis.  I am not sure whether our capacity allows us to provide it on a 

quarterly basis. 

 

John Biggs (Chairman):  Yes or no.  You will get back to us on that, then? 

 

Robin Wilkinson (Director of Human Resources, MPS):  Yes, we will provide the information.  We 

need to just take a bit of a precautionary note to it.  The OPM is an indication.  What we do is attach a 

code to particular types of jobs and about whether they are operational, operational support or 

organisational support.  With all of the change we have in the system at the moment, in this current 

financial year we need to be more cautious about it.  I will have more confidence when we are into new 

structures and new service lines next year. 

 

What this data does show is the Metropolitan Police Service heading in the right direction.  It is useful 

data and I think it is useful for you to see. 

 

John Biggs (Chairman):  It is audited and it is comparable with national measurements? 

 

Robin Wilkinson (Director of Human Resources, MPS):  Her Majesty’s Inspectorate of the 

Constabulary takes our data and applies its interpretation of it, which is what it has done through its 

various valuing the police reviews.  That is the data they use. 

 

John Biggs (Chairman):  OK.  Thank you very much for coming today.     

 


