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1. Introduction 
 
1.1 Chief Constable David Strang of Lothian and Borders Police and the Chair of 

ACPOS Finance Management Business Area, Mr Doug Cross, Director of 
Corporate Services, Tayside Police have been invited to attend a meeting of 
the Scottish Parliament Justice Committee on Tuesday, 23 November 2010, 
to assist the Committee in their scrutiny of the Police Budget for 2011/2012. 

 
1.2 It is anticipated that the following areas may be of interest to the Committee: 
 

 The assumptions made about police funding in 2011/2012 

 The impact on police officer numbers including any potential impact on 
frontline officer numbers 

 Where expenditure cuts are likely to fall in 2011/2012 and the potential 
effects of these 

 Will police forces need to impose compulsory redundancies 

 What steps will be taken to maintain operational effectiveness and 
public confidence in the police service 

 What scope is there for efficiency savings to offset planned budget 
reductions in 2011/2012 

 What consideration is being given to sharing services 

 Any longer term options for reducing the cost of policing 
 
1.3 It must be recognised that the timescale between the announcement of 

Scotland’s Spending Plans and Draft Budget 2011-12 on Wednesday, 17 
November and the deadline for producing this written submission on 19 
November is extremely short. As a consequence, there has not been time to 
consult widely with ACPOS members on this issue.  The following submission 
therefore represents a very brief summary of the key financial issues based 
on the limited amount of information available regarding the draft Scottish 
budget for 2011/2012 and the perceived likely outcome for police. 

 
1.4 It should also be noted however that while police, in line with other public 

sector bodies, have been planning for budget cuts for some time, the local 
government element of the draft budget, which has significant implications for 
police, is markedly different from the planning assumptions indicated by the 
Safer Communities Directorate and other Scottish Government sources.  The 
local government element of the draft settlement is an improvement on the 
planning assumptions being considered by local authorities and police 
authorities however the specifics of the agreement relating to police officer 
numbers make balancing force budgets no less challenging. 
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2. Background 
 

2.1 In light of discussions with the Community Safety Directorate supplemented 
by projections from the Chief Economic Adviser’s office, ACPOS had been 
planning for budget cuts of 24%, in real terms, over the four years of the 
spending review. 

 
2.2 It was quickly established, however that budget cuts of this magnitude could 

not be achieved without substantial reductions in both police officers and 
police staff.  The combined effect of these reductions would have a 
substantial impact on operational effectiveness and public confidence in the 
police service. 

 
2.3 ACPOS also recognised at an early stage that it would not be possible for 

forces to achieve sufficient efficiency savings, particularly from year 2 
onwards, on their own.  Therefore ACPOS established an Efficiency 
Productivity Steering Group to examine areas where efficiencies could be 
made through collaboration, shared services or changes to current working 
practices.  The Group are looking at 4 specific areas: 

 

 Review of back office services 

 Procurement 

 Interface with the wider criminal justice process 

 Cost recovery and income generation 
 
2.4 Based on planning assumptions of a 24% real terms reduction in the police 

budget over 4 years, there was recognition that every aspect of policing 
should be looked at and nothing should be ruled out without a full and proper 
evaluation.  It was agreed to establish a Structural Review Task Force to 
determine whether there was merit in undertaking further work around 
whether the current 8 force policing structure was the most efficient and 
effective model entering into a period of austerity where it was predicted £42 
billion would be lost to Scottish Government funding over a 16 year period. 

 
2.5 The work of both the Efficiency Productivity Steering Group and Structural 

Review Task Force has been reported into the Scottish Policing Board and a 
decision made to continue with these pieces of work. 

 
3. Assumptions made about police funding in 2011/2012 
 
3.1 Agreement has been reached between the Scottish Government and 
 COSLA’s Leadership over the local government element of the draft Scottish 
 Budget for 2011/2012. 
 
3.2 The outcome, which has still to be accepted by individual councils, is a cash 

reduction of 2.6% in the revenue budget and a reduction of 17.9% in capital.  
These reductions compare favourably with other non-protected public 
services but the deal is dependent upon councils agreeing to a package of 
measures, including a commitment to maintaining police officer numbers at 
17,234 throughout 2011/2012. 
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3.3 Councils who do not agree to the full package of measures, including the 

commitment to maintain police officer numbers will be faced with revenue 
budget cuts of 6.4% and capital expenditure cuts of 23.9% in cash terms. 

 
3.4 Another feature of the agreement between the Scottish Government and 

COSLA’s Leadership is that Scottish Government ensure that funding to be 
provided to police forces within the funding settlement will be subject to a loss 
of resources no greater than that affecting the remainder of the local 
government family. 

 
3.5 The aspects of the police budget covered by this agreement are considered to 

be £960 million revenue funding and £26 million capital funding.  Therefore 
the anticipated cash reductions in 2011/2012 are assumed to be in the region 
of £25 million revenue and £4.6 million in capital. 

 
3.6 In addition to the core revenue and capital funding elements of police funding, 

Police Division of the Safer Communities Directorate control the Police 
Central Government Budget.  This budget has been reduced by 11.2% from 
£237 million in 2010/2011 to £210 million in 2011/2012.  The budget of £237 
million in 2010/2011 included £33 million funding for the additional 1,000 
police officers.  It had been anticipated that this part of the Police Central 
Government Budget was to be mainstreamed within core revenue funding for 
police but it would appear this may now not be the case. 

 
3.7 In addition to core police revenue and capital funding and the Police Central 

Government Budget, the Scottish Government have given a commitment to 
continue funding for police and fire pension costs which combined are 
projected to cost £273.5 million in 2011/2012. 

 
3.8 Police officers and police staff are currently within year 3 of 3 year pay deals 

which run through to 31 August 2011.  The impact of these pay arrangements, 
including increments, adds in excess of 3% budget pressures to police 
budgets; therefore, without taking into account any non-pay general inflation 
factors, the real terms impact of the 2.6% cash reduction is in the region of 
6%. 

 
3.9 Overall pay costs account for in the region of 87% of police expenditure.  

Within this figure, in the region of 68% of police expenditure relates to police 
officer pay costs including overtime, allowances and employers’ costs.  It is 
acknowledged that police are not unique in terms of a high percentage of 
costs being pay related, however stipulating maintenance of police officers as 
a requirement to receiving full funding adds an additional, substantial 
challenge to police forces.  In effect, forces face the potential combined 
challenge of funding £58 million (or 6%) real terms savings from around a 
third of their budgets. 

 
3.10 The reduction in capital grants will also have significant implications for forces.  

A substantial element of forces’ capital programmes relates to purchase of 
operational vehicles and other operational equipment.  In addition, forces’ are 
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operating from ageing estates many of which are in need of replacement or 
modernisation.  The recent change in legislation relating to solicitor access 
has also highlighted the requirement to modernise forces’ custody facilities.  It 
is estimated that a total of 198 consultation rooms will be required across 
Scotland but, due to the urgent requirement to amend legislation, it was not 
possible to survey all custody areas.  ACPOS has provided a broad estimate 
ranging from £5,000 per room to £35,000 per room if more extensive work is 
required.  This equates to additional costs of just under £1 million at the lower 
end to just under £7 million depending on the adaptations necessary and the 
availability of suitable rooms. 

 
4. Impact on police officer numbers 

 
4.1 The terms of the draft settlement require police officer numbers to be 

maintained at 17,234 in order for forces and local authorities to receive full 
funding. 

 
4.2 It is therefore anticipated there will be no significant impact on police officer 

numbers in 2011/2012.  Forces are already committed to identifying 
efficiencies wherever possible and every aspect of budgets is being looked at.  
The extent of the real terms funding gap will not be closed through efficiencies 
alone and beyond these forces will need to rely on redundancy and early 
retirement of police staff.  At present forces are pursuing voluntary 
redundancy and early retirement options.  Depending on those that apply for 
these schemes and the numbers required, there may be a requirement to 
backfill some of the more critical posts with police officers. 

 
5. Need to impose compulsory redundancies 
 
5.1 At this time, forces are inviting applications for voluntary redundancy or early 

retirement.  There are no plans at this stage to impose compulsory 
redundancies. 

 
5.2 Compulsory redundancies at some stage cannot however, be completely 

ruled out and whether these are required or not will depend on forces’ abilities 
to identify sufficient efficiencies and also on the numbers who seek to apply 
for voluntary redundancy or early retirement. 

 
5.3 It is also important to highlight the up front costs related to redundancies and 

early retirements.  Forces may not be in a position to meet the initial costs if 
the numbers required are too high. 

 
6. The potential effects of expenditure cuts 
 
6.1 Forces are exploring every aspect of their budgets to identify efficiencies 

which will not impact too significantly on operational effectiveness and public 
confidence in the police service. 

 
6.2 In a similar fashion, inviting applications for voluntary redundancy or early 

retirement for police staff will have a lesser impact operationally than a 
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reduction in police officers.  It is not possible, however, to make cuts in the 
region of 6% in real terms without some impact on operational effectiveness 
although it is too early to gauge the extent of this. 

 
6.3 Every effort will be made to mitigate the impact on operational effectiveness 

and retain public confidence. 
 
7. Steps to be taken to maintain operational effectiveness  and public 

confidence 
 
7.1 The following paragraphs outline the steps to be taken: 
 
7.2 Current Performance - Scottish forces work hard to ensure resources are 

deployed effectively, thereby maximising the impact of front line operational 
policing and providing a quality service to communities. This approach has 
seen significant drops in crime over a period of time, reflected most recently 
in the ACPOS Annual Performance Report 2009-10, which saw welcome 
reductions in: 

 crimes of violence (down 11.6%) 

 crimes of dishonesty (down 8.8%) 

 crimes involving damage, including vandalism (down 14.8%)  
These reductions also come at a time of increased detection rates (violent 
crime detections up 3.3%), and those involving theft and criminal damage. 
Road casualties also dropped by 15% in the number of people killed or 
seriously injured on our roads, including 69 fewer people killed in 2009-10 
than in 2008-9.  
 

7.3 People - This performance is not achieved without the commitment and 
dedication of our police officers and staff, nor without the support of our many 
community planning partners. Focusing on operational effectiveness is central 
to the approach of all Chief Constables in these challenging times, and 
maintaining officer numbers, most especially those dedicated to front line 
policing, and an appropriate balance of police staff, is crucial to the delivery 
of quality policing in our communities. It is important Chief Constables resist 
the abstraction of police officers to police staff roles, as it will be counter-
productive to maintaining operational effectiveness; that said, it may be 
necessary to balance budgets. 

  
7.4 Community Planning Partnerships - Forces will continue to work 'upstream' 

with community planning partners, focusing on prevention strategies, as well 
as developing and implementing intervention and enforcement strategies as 
part of the Scottish Strategic Assessment.   Problem solving approaches and 
intelligence led policing are central tenets to delivering quality policing, and 
require the support and involvement of many different partners.  In this regard, 
contemporary policing requires: 

 further integration of community policing partnerships 

 delivery across multiple boundaries 

 increased sophistication of 'upstream' prevention strategies  
7.5 National Risks – Local Impact - It is important we strike a balance between 

national issues, such as Counter Terrorism and Serious Organised 
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Crime, whilst retaining the link forces have with local communities.  The 
inception of national risks are propagated in, and the outcome of national 
incidents impact on, local communities, and in this process the connections 
between local and national risks are often inextricably linked. 

 To address these risks, forces will continue to support the Scottish Crime and 
Drug Enforcement Agency and the Counter Terrorism Intelligence Unit, whilst 
maintaining visibility within, and accessibility for, the communities we serve.  

 Delivery of local services must meet the needs of these communities, and we 
will continue to engage with them to address local issues, such as anti-social 
behaviour and level 1 criminality (i.e. local crime issues); this twin track 
approach, addressing local and national issues, underpins our intent 
to maintain and enhance public confidence in the police and our operational 
effectiveness.   

 
7.6 Public confidence is affected by various extraneous factors over which the police 

have little, and at times no, control but can be influenced by several aspects of 
policing, including: 

 public reassurance strategies 

 visibility and accessibility 

 police responsiveness 

 quality of service 

 signal crimes and behaviour within communities 

 crime reduction and prevention 
 

7.7 Notwithstanding, sustaining current levels of operational effectiveness and 
public confidence will not be easy. Although retention of existing officer 
numbers is helpful, forces are engaged in a number of cost cutting exercises, 
which will see a reduction in the police staff establishment. This will not be 
without effect and will, undoubtedly, impact on the delivery of policing 
services; it is the scale of its impact that is difficult to predict at this time. 

 
8. Scope for efficiency savings 
 
8.1 Forces are looking at every aspect of their budgets to identify efficiency 

savings.  Among the areas being considered by forces are: 
 

 Reduction in police officer and police staff overtime 

 Centralising and rationalising budgets 

 Further procurement savings 

 Consolidation of force estates 

 Reduction in travel and subsistence costs 

 Prioritising training 

 Reviewing force fleets 

 Reviewing police officer and police staff allowances and other terms 
and conditions 

 Potential closure of smaller and less frequented police stations 

 Income generation 
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8.2 It should be noted that forces have been generating efficiencies for many 
years which limits potential opportunities for further savings.  In some cases 
cash and time generated from previously identified efficiency savings have 
been used to augment operational service delivery. 

 
8.3 This includes areas where cash and efficiency gains have been achieved 

through civilianisation.  The proposed method of funding which relies on 
maintenance of police officer numbers has the potential to undo the benefits 
of these initiatives. 

 
9. Consideration given to sharing services 
 
9.1 The previously referred to Efficiency Productivity Steering Group and the work 

of the Structural Review Task Force have looked at the potential for 
collaboration and shared services. 

 
9.2 The Efficiency Productivity Steering Group identified 23 support functions and 

costing information was gathered on these. It is fair to say that the combined 
cost of a number of these functions was relatively small and any savings 
would be unlikely to make a significant contribution to the level of savings 
required. Those services with higher combined costs and identified as having 
greater scope for savings will now be considered within the Force Restructure 
project. It should be acknowledged however that the cost of providing support 
services is not a static issue and this is an area where forces individually will 
be looking at ways to reduce costs to meet their 2011/2012 budget targets. 

 
9.3  In addition to the above, forces are engaging with other public sector partners 

 in their own regions with a view to collaborating or sharing services.  Forces 
 are also combining to look at the potential for collaboration in delivering 
 operational as well as support functions.  In this regard, a quad-force group 
 comprising of Central Scotland, Fife, Lothian & Borders and Tayside has 
 been established to explore such opportunities. 

 
9.4 The same 4 forces also participated in the East of Scotland Recruitment pilot.  

This pilot has yet to be evaluated and has recently been disadvantaged as a 
consequence of forces’ decisions to slow up on recruitment in anticipation of 
extensive budget cuts over the next 4 years. 

 
10. Longer term options 
 
10.1 Forces had initially been planning for budget cuts over the 4 year period of the 

spending review.  Many of the areas already identified in this submission will 
apply to future years also but forces and local authorities are somewhat 
operating in a vacuum with announcement of a 1 year only budget. 

 
10.2 Due to the nature of police officer terms and conditions it will be necessary to 

re-visit consideration of police officer numbers beyond next financial year 
sometime in 2011/2012.  Any action necessary to prepare for 2012/2013 and 
beyond may be restricted due to the terms of the 2011/2012 funding package. 
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10.3 The work of the Force Restructure project will also consider longer term 
options for policing however the pace at which this work needs to be 
completed including full evidence based options and consultation with key 
stakeholders may be less pressing due to the more favourable budget 
settlement for 2011/2012.  This however, depends on the extent of the budget 
cuts for policing over the remaining 3 years of the spending review. 

 
11. Conclusion 
 
11.1 It has been possible to provide only a very brief summary of the key financial 

issues surrounding the 2011/2012 police budget in the time available, 
however it is hoped the information provided reflects the areas of interest to 
the Committee and will assist in preparing for the evidence session on 
Tuesday, 23 November 2010. 

 
11.2 The ACPOS representatives will seek to provide further clarification on these 

issues or address other areas at the evidence session. 
 
 
ACPOS 
19 November 2010 


