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______________________________________________________________________________

MANAGING POLICE OVERTIME

Joint Report of the Chief Constable, Clerk and Treasurer

______________________________________________________________________________

1
PURPOSE OF THE REPORT
1.1
The purpose of this report is to advise members of changes to the management of working time arising from the PNB Agreement on Police Pay and Conditions, and to seek agreement to proposals for setting targets to reduce the overtime bill in accordance with national guidelines.

2
BACKGROUND
2.1
The Police Negotiating Board (PNB) has reached agreement on the management of working time to reduce the overtime bill and provide a better work/life balance for police officers.  The PNB has subsequently agreed a guidance document for the management of working time.  This document stresses that the scheme is not about reducing costs; it is about reducing the reliance on overtime thereby providing a better work/life balance.

2.2
A number of developments at national level should help forces to manage the amount of overtime worked:

 The change from 12 month rosters to 3 month rosters should ensure that rostered rest days are cancelled less frequently.

 The change from 8 days to 5 days for the higher rate payment on rostered rest days will allow forces to make savings without any reduction in rest day working.

 Removal of the 16  hour a week minimum requirement and the requirement for job-share throughout the ranks, may allow for patterns of work that cover periods of peak demand, which in turn could reduce the need for overtime.

 Measures to reduce bureaucracy should indirectly reduce the need for overtime.

 Increasing police numbers should reduce the need to use overtime to cover gaps in police numbers.


The above examples are used to demonstrate why spend on overtime should fall nationally.  The reality may be that these developments either fail to deliver reductions in overtime or deliver reductions at a level lower than the national target of 15%.  Further, they also fail to take account of the proactive use of overtime to deliver policing performance or of the other drivers for use of overtime, which increasingly requires consideration of overtime funded via external sources.

2.3
Notwithstanding the above, the main implication for individual forces is to directly intervene in the use of overtime working to ensure that a national target of 15% reduction in overall expenditure on overtime, over the three years from 2003/04, is achieved.

2.4
The PNB target of a 15% reduction is based on overtime expenditure in 2001/02, using a national baseline of £284.922m.  This baseline excludes rostered working on public holidays and overtime payments to officers on secondment.  Baselines for individual forces have not been set nationally.  Each force needs to identify total payments made and payments to be excluded to determine the local target.  For Northumbria, this has been calculated at £4.598m.

2.5
The agreement allows for police authorities and chief constables to agree targets lower than 15%.  If it can be shown, to the satisfaction of HMIC, that effective action has been taken between 2000/01 and 2002/03 to reduce the overtime bill, a target of 10% may be agreed.  This target could be lower than 10% in exceptional circumstances.  The agreement requires that one-off major incidents with significant overtime spending, should be retained in the baseline and taken into account in setting local targets; some local targets may therefore be higher than 15%.

2.6
In addition to the guidance from PNB, HMIC has since issued supplementary guidance with regard to managing overtime, to ensure a consistent approach is maintained across the Country.  This guidance includes templates to assist with the reporting of annual target setting and quarterly progress reporting.  HMIC has confirmed that the proposal to set a reduced target must be evidenced by effective action to reduce overtime in the preceding years, commencing 2000/01.  The proposal must also specify how the Force intends to maintain and effectively monitor operational resilience if overtime is reduced to the proposed target.

2.7
HMIC will monitor this area by seeking updates and progress reports during routine quarterly visits to forces.  In addition, they will monitor officer operational availability, by reference to Best Value Performance Indicators.

2.8
The Northumbria position continues to be evaluated taking account of the most recent guidance document received from HMIC.  This work will provide the detailed financial breakdown to confirm the overtime target and also to underpin this target with comprehensive evidence of the future use of overtime funded via external funding sources or on major one-off exercises.

2.9
The HMIC latest guidance, being a working interpretation of the relevant Circulars was issued as recently as 6 February.  Northumbria data continues to be validated against this guidance, the key issues of which are detailed below:

 The target is a cash sum to be saved over three years with the maximum spend equalling three times the base year, less the cash target.

 Exceptional growth in overtime from 2003/04 onwards may provide a case for failing to deliver the proposed saving but there is no guarantee that this will be accepted.

 There is no requirement to permanently reduce base expenditure by 15%.

The main implications being:

 Achievement of the cash reduction target may not require an equivalent percentage reduction of operational budgets.

 Additional spend on overtime in 2003/04, particularly arising from the new Basic Command Unit funding, must be met from within the target reduction.

2.10
The PNB agreement requires a strategy for the management of overtime to be developed and agreed with the Police Authority, with the proposal for the Annual Target to be submitted to Regional HMIC by 1 March 2003.  This will enable the target to be agreed and finalised for inclusion in the local policing plan by 31 March 2003.

3
PROPOSAL
3.1
It is proposed that the agreement of a 10% target be pursued with HMIC, based upon the demonstration that effective action, as detailed below, has already been taken to reduce the overtime bill since 2000/01.  In addition, the ongoing analysis of overtime spend will demonstrate that the budget set for 2003/04 will be within the overtime target. 



(i)
Overtime reductions already achieved are fully evidenced within the Force Efficiency Plans that have been signed off, with Grade A status, by the Inspectorate, as detailed below:


2000/01
No increase in overtime
£200,000


2001/02
No increase in overtime
£260,000


2002/03 (planned)
No increase in overtime
£218,785


Therefore efficiency savings of £678,785 will have been achieved over the three most recent years if the current year’s plan is achieved.


(ii)
An annual survey is conducted by the PNB of Earnings, Hours and Length of Service.  Based on a sample taken from the November 2001 payroll of all United Kingdom forces, the outcome demonstrates the below average level of overtime worked and the below average cost of overtime, for all Federated Ranks.




Average overtime hours/week
Average overtime




Federated rank
pay/Federated rank





£



Northumbria
1.48
27.19



UK
2.75
51.32

3.2
If a target reduction of 10% can be agreed, the target of 10% would be for the Force as a whole.  The local management of overtime will then require clear guidance from Chief Officers given that all budgets will need to be cash limited thereby limiting the flexibility to increase spend on overtime for proactive operations or to benefit from accrued underspends on other devolved budget heads.

3.3
The detailed implications upon local budgets remain under consideration by the Chief Constable, together with the means of phasing in the necessary reduction to achieve the target.

3.4
The monitoring requirements arising from this issue will be significant and will be integral to the achievement of the agreed targets.  In this regard it is proposed that the Authority receive a quarterly update on the progress towards meeting the target, with proposals for management action, where the target is not being met.

4
EQUAL OPPORTUNITIES IMPLICATIONS

Nil.

5
HUMAN RIGHTS IMPLICATIONS

Nil.

6
FINANCIAL IMPLICATIONS
6.1
The final impact upon the Revenue Budget 2003/04 can only be determined when the overtime target has been agreed with HMIC.

6.2
The Treasurer confirms that any necessary reduction in the overtime budget for 2003/04 will be reflected within routine quarterly monitoring reports to the Authority and as the preparation of the Revised Budget 2003/04.

7
RECOMMENDATIONS
7.1
Members are recommended to:


(i)
Note the contents of the report.


(ii)
Agree the principle of a police staff overtime reduction target of 10%.


(iii)
Approve delegated authority for the Chief Constable and Clerk to finalise the submission of an overtime reduction target for discussion and subsequent agreement with HMIC.


(iv)
Agree to receive quarterly monitoring reports for the first twelve months of this initiative, the frequency of which to be reviewed for future years.

