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TO THE

GREATER MANCHESTER POLICE AUTHORITY

22nd NOVEMBER 2010

2011/12 – 2014/15 STRATEGIC FINANCIAL OUTLOOK AND IMPLICATIONS FOR FUTURE POLICING SERVICES IN GREATER MANCHESTER
	1. PURPOSE OF REPORT


1.1. This report provides Members with the latest financial projections following the recent Comprehensive Spending Review (CSR).

1.2. It also gives Members detailed information with respect to the Force’s plans for achieving a balanced budget for 2011/12.It further discusses the impact these plans may have on the provision of policing services across Greater Manchester and on the police officers and staff who work for Greater Manchester Police.
	2. EXECUTIVE SUMMARY


1.3. The recent CSR provided headline spending totals for the Police Service for the next four years. During this period the Central Government contribution to policing will reduce year on year by 4%, 6%, 2% and 1% respectively, which equates to a real terms reduction of 20%.

1.4. Final spending details are not expected until the end of November or early December but if the headline reductions in spending totals for the Police Service are ultimately reflected in GMP’s Formula Grant and Specific Grants, the Force and Police Authority will need to find savings of £134m over the four year period 2011/12 – 2014/15. Savings of £52m will need to be found in 2011/12.

1.1. It is clear, however, that the impact of the CSR will be significant. The Force will be required to improve service levels with significantly less resources. It is therefore imperative that there is one coherent plan which links the policing priorities with the financial situation. This needs to address a four year time frame as opposed to considering each year in isolation. 

1.2. The Force is well placed to meet the challenges which will arise over the forthcoming years because it has already initiated a Change Programme – Putting People First. This has two main objectives. It is designed to increase the efficiency and effectiveness of policing operations, at the heart of which will lie effective neighbourhood management. It is also designed to reduce the size of the middle and back offices 

1.3. The Force is committed to the continued development of neighbourhood policing, the protection of vulnerable people and the benefits which arise through aggressively tackling serious and organised crime.
1.4. What is clear is that over the four year period there will be a reduction in the size of the Force. This is currently estimated at around 2,950 posts. Although there will be a significant reduction in the size of the middle and back offices, it is clear that over the four year period there will also need to be a reduction in frontline police officer numbers.

1.5. It is recognised that partner agencies face similar financial challenges.   If the impact of this change in public sector funding is to be mitigated, we need to embrace more multi agency problem solving. This will help us provide a more integrated and efficient service to protect vulnerable people and places. It will reduce repeated demand and therefore costs.
1.6. In 2011/12 the Force will be required to deliver savings of £52 million. This will require a reduction in the size of the back and middle offices, the freezing of police officer recruitment and a reduction in a number of promotions. Latest projections indicate that there will need to be a reduction in the back office police staff establishment of approximately 400 staff with effect from 1 April 2011 and a further reduction of 350 in the middle office during 2011/12. Police officers numbers are expected to reduce in year by 309 of which 244 will be in the back and middle offices.

1.7. Work is currently taking place to review the levels of policing which are required across the Force to meet service demand and retain proactive capability using the new policing model. The new organisational design will determine distribution of resources for the back office. The design for the middle office will take place during 2011/12. 

1.8. Although action is being taken to minimise the impact of the change on the police staff workforce by holding vacancies and seeking expressions of interest for voluntary redundancy across the whole Force, it is not envisaged that the cost savings required will be achieved solely through voluntary redundancies. With respect to police officers it is likely the Force will need to invoke the use of regulation A19 and require officers with 30 years service to retire.

1.9. The Force has put in place a detailed human resource plan to ensure that the change process complies with legislative requirements, is as equitable as possible and seeks to minimise any compulsory redundancies. The Force will offer outplacement services, CV preparation and personal marketing advice, to those who are affected by redundancy.

1.10. As a consequence of the processes which the Force has been following and which are set out in this report, the Chief Constable started a 90 day redundancy consultation process on 17 November 2010 in accordance with Section 188 of the Trade Union and Labour Relations’ Act 1992. 

	3. RECOMMENDATION(S)


Members are asked to:

1.1. Endorse the approach which the Force is taking towards the delivery of financial savings; and

1.2.  Note the potential impact on policing services across Greater Manchester.
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	4. IMPLICATIONS


Financial:

If the headline reductions in spending totals for the Police Service are reflected in GMP’s Formula Grant and Specific Grants, the Force and Police Authority will need to find savings of £134m over the four year period 2011/12 – 2014/15. Savings of £52m will need to be found in 2011/12.

Human Resources:

There are significant implications as a consequence of this report because it is likely that there will be a 23% reduction in employee numbers over the four year period 2011/2012 – 2014/2015. 

The Force has put in place a detailed human resource plan to ensure that the change process complies with legislative requirements, is as equitable as possible and seeks to minimise any compulsory redundancies. All police staff will be offered the opportunity to apply for voluntary redundancy. The Force will offer outplacement services, CV preparation and personal marketing advice, to those who are affected by redundancy. This work involves close consultation with the Staff Association and Trade Union.
Under the current regulations police officers cannot be made redundant. In accordance with the approval which has been given by the Police Authority, the Force will consider other options to assist with reducing staff numbers, i.e., the use of A19 regulations for police officers, (compulsory retirement after 30 years service), where this supports the overall aims of the financial strategy.

Where police officer posts in the middle and back offices are no longer required, police officers will be posted into other police officer vacancies across the Force.

There will be no new police officer recruitment in 2011/12.

Policy/Strategic Aim/Objective:

The Force’s financial strategy is to maximise the resources which are spent on frontline policing. This is in accordance with the Police Authority’s objective of delivering efficient and effective services.

Corporate Governance:

Responsibility for the delivery of the Policing Model rests with the Chief Constable. The Force’s Assistant Chief Officer Resources is the Senior Responsible Officer for the Force’s cost reduction and efficiency programme, (Optimus). The Deputy Chief Constable was the Chair of the panel which reviewed back office services and will chair the panel which will review middle office services. Progress against the delivery of both programmes is governed by the Force’s Chief Officer Group. 

The Chair of the Police Authority’s Value for Money Committee has overseen the Force’s second and third scrutiny panels which have taken place as part of the priority based budgeting process for back office services.  The Authority has established a Strategic Workforce Development Group which oversees the detail of work undertaken.

Crime and Disorder Reduction:

Maximising the resources which are spent on frontline resources will assist in the delivery of reductions in crime and disorder and the Force’s new neighbourhood policing model which is being piloted in Oldham and will be implemented across the Force during 2011/12. The development of neighbourhood policing is producing performance improvements and is the cornerstone of the future policing model. 

The additional precept funding which has been made available to the Force during the past three years has enabled 104 police constable posts to be dedicated to priority neighbourhoods. Performance in the majority of these priority neighbourhood areas has shown improvements with respect to anti social behaviour, perceptions of anti social behaviour, satisfaction with services received, confidence, serious and acquisitive crime, and assaults. The level of improvement in many cases is well beyond the force average.

Best Value/Performance Management:

The Force is using benchmarking data, where this is available, to ensure that the level and quality of services which it provides is consistent with a highly performing organisation.

Legal:

In accordance with section 15(2) of the Police Act 1996 the Chief Constable is responsible for the direction and control of persons employed by the Authority to assist GMP.

As a consequence of the processes which the Force is following and has set out in this report, the Chief Constable started a 90 day redundancy consultation process on 17 November 2010 in accordance with S188 of the Trade Union and Labour Relations’ Act 1992. In doing so the Chief Constable is consulting on behalf of the Greater Manchester Police Authority.

The Force’s redundancy policy complies with statutory requirements. Redundancy pay will be calculated using the Statutory Redundancy Pay Ready Reckoner using actual salary.

Equalities:

In achieving the changes which are set out in this report, GMP will ensure that it maintains its diversity policy and avoids any inadvertent and indirect discrimination. However, achieving such significant financial reductions will have a large impact on staff and the inability to recruit and promote police officers in particular will adversely affect the achievement of diversity targets.

An impact assessment has been undertaken on the redundancy process for police staff, which has been shared with Unison. The Force is satisfied that the redundancy criteria meet legislative requirements. Prior to the announcement of the redundancy selection process, the Force will identify any adverse equality impact and ensure that remedial action is taken where possible.

Risk Management:

The main risks surrounding the financial projections contained in this paper and the delivery of the 2011/12 budget together with the mitigating actions are as follows.

Income assumptions could overstate the level of revenue funding which is ultimately available to the Force over the four year period because the CSR only provided headline figures. Full details will not be made available until at least late November. A 1% reduction to formula grant would result in a loss of income of £4.7 million.

This risk is difficult to mitigate because decisions regarding formula grant are made by the Treasury. The Force has, however, been prudent with respect to its assumptions regarding the receipt of special grants. The projections assume that all special grants will be reduced by 4% and the Force will not be able to make any reduction in its expenditure which is supported by these grants.

Expenditure assumptions could understate the Force’s budget requirement. This has been mitigated by using forecasts made by the Local Government Association with respect to future pay settlements. The Force is also aggressively slowing down expenditure in the current financial year to generate reserves which could be applied on a one off basis to fund any unforeseen cost pressures.

There could be slippage on the delivery of the savings plans arising out of the review of the back and middle offices. This is being mitigated through robust programme governance arrangements which would result in some work streams being accelerated if others fail to deliver on time or to the required levels.

Police officer turnover might not meet forecasts. This could be mitigated through the use of A19 regulations.

Service levels could deteriorate due to reduced funding. This is being mitigated in 2011/12 by focusing cost reductions on the back and middle offices and streamlining policing processes and reducing bureaucracy as part of the introduction of a new policing model.  The continued development of multi agency working will help provide more effective support to high risk people and families. Reductions in the demand for services which arises as a consequence of process failures will reduce consequential costs.

We recognise the need to develop a dynamic strategy to communicate that and reassure the public about changes in the workforce and how we will continue to  deliver services.

Staff morale might adversely affect operations during the change period. This is being mitigated by using a wide range of communication channels to ensure staff are kept informed of the change plans.

Children and Young People:

There are no implications, which arise as a consequence of this report.

	5. LATEST STRATEGIC FINANCIAL OUTLOOK PROJECTIONS


1.1. During the 2010/11 financial year the Government announced a 1.4% cash reduction to the funding it had announced in the 2010/11 settlement. This resulted in a cut of £6.5m to the Force’s budget which was applied to corporate non pay budgets.

1.2. On 20th October 2010 the Chancellor announced the CSR, which provided headline spending totals for the Police Service for the next four years. During this period the Central Government contribution to policing will reduce year on year by 4%, 6%, 2% and 1%, respectively, which after taking account of Central Government inflation predictions, equates to a real terms reduction of 20%. 

1.3. Definitive funding figures for the Force will not be received until at least late November and therefore in the meantime we have used the overall Police Service figures from the CSR and estimates from the Local Government Association with respect to future pay settlements to inform our financial planning.

1.4. The table below sets out the projected cumulative savings requirements over the four year period.

	Table 1
	2010/11
	
	2011/12
	
	2012/13
	
	2013/14
	
	2014/15

	
	£m
	
	£m
	
	£m
	
	£m
	
	£m

	FUNDING
	
	
	
	
	
	
	
	
	

	2010/11 Formula Grant
	472.5
	-4%


	453.6
	-6%


	426.4
	-2%


	417.9
	-1%


	413.7

	Precept (note 1)
	115.2
	0.8%
	116.1
	3.4%
	120.1
	3.4%
	124.2
	3.4%
	128.4

	Council Tax Surplus
	0.5
	
	0.5
	
	0.5
	
	0.5
	
	0.5

	Total Funding
	588.2
	
	570.2
	
	547.0
	
	542.6
	
	542.6

	
	
	
	
	
	
	
	
	
	

	Full Budget Requirement
	588.2
	
	622.3
	
	636.6
	
	654.9
	
	676.3

	
	
	
	
	
	
	
	
	
	

	Cumulative Savings Gap
	0.0
	
	52.1
	
	89.6
	
	112.3
	
	133.7


Note 1 – Precept calculations assume a 0.8% p.a. increase in tax base and a 2.6% p.a. increase in precept from 2012/13 as per Office of Budget Responsibility.

1.11. It should be noted that the above projections could still change as a result of the following:

· The national Police Funding formula has still to be agreed and no decision has yet been taken regarding the possible discontinuation of funding floors. It is worth noting that a 1% change in formula funding equates to £4.7m and GMP currently contributes £13m to the floor.

· Uncertainty as to whether police grant reductions will be applied equally across all Forces or whether council tax gearing will be taken into consideration.

· Uncertainty as to the proportionality of reductions in grant funding between forces’ and other Police Service budgets such as Counter-Terrorism.

· Finalisation of the Force’s budget requirement.

1.12. The above projections assume that there will be no precept increase in 2011/12, but that a grant equivalent of a precept increase of 1.6% will be received.

1.13. Section 4 of this report sets out the mitigating actions which the Force is taking to reduce any adverse impact which might arise if any of the above risks were to crystallize.

1.14. It is clear, however, that the impact of the CSR will be significant. The Force will be required to sustain and improve service levels with significantly less resources. It is therefore imperative that there is one coherent plan which links the policing priorities with the financial situation. This needs to address a four year time frame as opposed to considering each year in isolation. 

1.15. The Force is well placed to meet the challenges which will arise over the forthcoming years because it had already initiated a Change Programme – Putting People First. This is designed to increase the efficiency and effectiveness of policing operations and is building a new policing model, at the heart of which will lie effective neighbourhood management. 

1.16. The Change Programme has two main elements. Using established business process reengineering techniques, (Quest), the implementation of the new policing model programme is creating capacity to allow service demand to be managed more effectively. This will allow resourcing levels to be reviewed. 

1.17. The Optimus programme supports the delivery of the new policing model by reducing the resources in the back and middle offices, increasing their effectiveness and putting in place strategic workforce planning and resource management processes. This will ensure that the Force is able to resource its demand for services appropriately.

1.18. By bringing these two elements together, the Force will be able to release cash from the middle and back offices and increase front line productivity. This will enable police officer numbers to be reduced to help deliver the required savings.

1.19. Changes to the style of the Force Performance Regime has also improved outputs and driven out efficiencies.
1.20. The impact of these initiatives and the Force’s ability to deliver the required level of savings whilst improving quality of service and performance over time will be seriously undermined if multi agency working is not fully developed over the period.

	6. THE FORCE’S FINANCIAL STRATEGY AND PROJECT OPTIMUS


1.21. The Force’s policing strategy is to allocate resources on a proportionate basis to the risk, threat and harm which the public faces.

1.22. The Force’s financial strategy supports the policing strategy and is designed to maximise the resources that are available for front-line policing. A diagnostic exercise was undertaken in the summer of 2009 which identified that the Force was only spending 41% of its resources on front-line policing activities and 59% on middle and back office activities. This resulted in the development of a programme of work to redress this balance.

1.23. Project Optimus was established in January 2010 to redirect effort and funding away from the back and middle office into front line service delivery. Since the inception of Project Optimus the necessity for a coherent and comprehensive cash releasing efficiency programme has increased dramatically.

1.24. Project Optimus consists of four work streams, 

1. Defining the new back office, 

2. Building support to the future operational policing model, 

3. Right people, right place, right time (effective resource management); and

4. Leadership and supervision (flattening management structures)

1.1. The table below illustrates the anticipated cumulative contributions from each of these work streams to achieving a balanced budget for the years 2011/12 to 2014/15. Work streams 1 and 2 have explicit targets, while work streams 3 and 4 will enhance GMP’s capacity to absorb the required reductions in police officers in coming years.  

	Table 2
	2011/12
	Yr 1
	2012/13
	2013/14
	2014/15
	4 Yr

	
	£m
	%
	£m
	£m
	£m
	%

	SAVINGS
	
	
	
	
	
	

	
	
	
	
	
	
	

	Back Office
	
	
	
	
	
	

	Police Officers
	5.0
	-33%
	6.6
	8.2
	8.2
	-54%

	Police Staff 
	12.7
	-26%
	16.8
	20.9
	20.9
	-43%

	Non-Staff
	11.5
	-18%
	15.2
	18.9
	18.9
	-30%

	Management 
	1.2
	-27%
	1.2
	1.9
	1.9
	-43%

	Total Back Office
	30.4
	-23%
	39.8
	49.9
	49.9
	-38%

	
	
	
	
	
	
	

	Middle Office
	
	
	
	
	
	

	Police Officers
	3.4
	-7%
	10.7
	10.7
	16.5
	-36%

	Police Staff 
	4.7
	-8%
	15.0
	15.0
	23.1
	-41%

	Non-Staff
	2.0
	-5%
	5.0
	5.0
	5.0
	-14%

	Total Middle Office
	10.1
	-7%
	30.7
	30.7
	44.6
	-32%

	
	
	
	
	
	
	

	Other Police Officer Turnover
	7.6
	
	12.5
	24.0
	31.5
	

	Other Budget Adjustments
	4.0
	
	6.6
	7.7
	7.7
	

	
	
	
	
	
	
	

	Total Cumulative Savings
	52.1
	
	89.6
	112.3
	133.7
	

	
	
	
	
	
	
	

	In year Savings
	52.1
	
	37.5
	22.7
	21.4
	


1.2. The first Optimus work stream to deliver tangible savings is “Defining the new back office”. The savings in 2011/12 will arise as a consequence of a Priority Based Budgeting (PBB) process.

1.3. PBB is a well proven technique which has been used for over two decades to address the question, “how can an organisation most effectively assign the resources, and monies, available to it”. PBB is a highly participative planning process. In excess of 70 GMP managers and directors are closely involved in the PBB. This level of proactive involvement by the individuals responsible for delivering services is a vital ingredient in the success of PBB.

1.4. PBB comprises three phases of activity, each scheduled for approximately one month and culminating in a Panel review.

· Phase 1 is an analysis of current operations, including costs and the identification of initial opportunities for improvement and savings. Phase 1 ends with a review by a Panel of Chief Officers who provide direction and impetus to managers and directors. The panel chair is the Deputy Chief Constable.

· Phase 2 develops initial proposals which illustrate both the scale and direction of change to be proposed. Phase 2 Panel review provides a rigorous assessment of proposed changes, directs further investigations and helps to structure service level offerings.

· Phase 3 completes the planning and resource budgeting for improved methods of working and a series of service level options, current, inter 2, inter 1 and minimum. Panel 3 reviews the proposals for completeness and ranks each proposal according to its value to GMP.

1.5. Following panel 3 the services that will be undertaken in the future model are built into an organisational design that determines the required management structure.

1.6. Latest plans show that the size of the back office establishment will reduce from 19% of the Force’s total expenditure base to 16% by the start of the 2011/12 financial year.

1.7. Years 2 and 3 will see further reductions in the size of the back office as the Force undertakes further transformational change and introduces different commercial models. This will alter the way in which services are provided and will allow a rationalisation of the Estate as the size of the Force reduces. 

1.8. The current plans indicate that the Force will reduce its back office costs by £49.9m (38%) over the four year period.

1.9. Work is currently under way to plan and initiate a PBB exercise for the ‘building support to the operational policing model’ work stream. This is currently anticipated to cover an expenditure base of £139 million and to deliver savings of £44.6m (32%) over the four year period. The current implementation date is 1 October 2011.

	7. ORGANISATIONAL DESIGN AND MANAGEMENT COSTS


1.1. The Force currently spends £4.4m on its back-office management costs including Force Command. This encompasses 14 police officers, (7 established posts in Force Command), and 33 police staff, (2 established posts in Force Command).

1.2. In order to speed up decision-making and to reduce bureaucracy, the Force is looking to decrease tiers of management.

1.3. The Force is therefore planning to reduce its management costs by 27% in 2011/12 and by 43% over the four year period. The targeted level of savings in management costs in 2011/12 is greater than the reduction for the other categories of police staff. There is a 33% reduction in police officer costs in the back office.
	8. WORKFORCE PLANNING


1.4. Police officer and police staff employment costs comprise approximately 82% of GMP’s total costs. To achieve the level of cost reductions required to stay within anticipated future funding regimes will require significant reductions in the number of GMP employees. Staff numbers are anticipated to reduce by 2,944 during the next four financial years, i.e. a 23% reduction in staff numbers from the 2010/11 level.

1.5. The Table below shows the anticipated change in total staff numbers over the four year period. It should be noted that the figures below do not include the use of regulation A19 which requires officers to retire after 30 years service.

	Table 3
	2010/11
	2011/12
	2012/13
	2013/14
	2014/15

	
	No.
	No.
	No.
	No.
	No.

	
	
	
	
	
	

	Back Office
	
	
	
	
	

	Police Officers
	
	-95
	-126
	-156
	-156

	Police Staff
	
	-407
	-538
	-669
	-669

	Management – Police Officers
	
	-3
	-3
	-4
	-4

	Management – Police Staff
	
	-10
	-10
	-17
	-17

	Total Back Office
	
	-515
	-677
	-846
	-846

	
	
	
	
	
	

	Middle Office
	
	
	
	
	

	Police Officers
	
	-146
	-232
	-232
	-357

	Police Staff
	
	-350
	-555
	-555
	-855

	Total Middle Office
	
	-496
	-787
	-787
	-1212

	
	
	
	
	
	

	Other Police Officer Turnover
	-200
	-265
	-439
	-683
	-860

	Other Police Staff Reductions
	-26
	-26
	-26
	-26
	-26

	
	
	
	
	
	

	Total Cumulative Staff Reduction
	-226
	-1302
	-1929
	-2342
	-2944

	
	
	
	
	
	

	In year Reduction
	-226
	-1076
	-627
	-413
	-602


1.6. The forecasts assume that there will be no new police officer recruitment in 2011/12 with recruitment of 50 new officers per year from 2012/13.

	9. IMPLICATIONS OF THE STRATEGIC FINANCIAL OUTLOOK FOR POLICING SERVICES


1.7. The strategy which has been set out in this paper has been designed to minimise any adverse impact on policing services. The focus is therefore on reducing the cost of the back and middle offices and creating capacity and improving processes to allow frontline officers and staff to provide services to the public more efficiently and effectively.

1.8. The Force is committed to the continued development of neighbourhood policing, the protection of vulnerable people and the benefits which arise through aggressively tackling serious and organised crime.

1.9.  The latest indications are that ring fenced grants will continue for the provision of PCSO’s for at least another year and if these are kept at existing levels this will enable the Force to maintain its current funded establishment of 828 posts. 

1.10. PCSO’s are an integral element of neighbourhood policing and the new neighbourhood policing model which is currently being piloted in Oldham and will be implemented across the entire Force in 2011/12.

1.11. The additional precept funding which has been made available to the Force during the past three years has enabled 104 police constable posts to be dedicated to priority neighbourhoods. Performance in the majority of these priority neighbourhood areas has shown improvement with respect to anti social behaviour, perceptions of anti social behaviour, satisfaction with services received, confidence, serious and acquisitive crime, and assaults. The level of improvements in many cases is well beyond the Force average.

1.12. Salford University is conducting a full evaluation of the priority neighbourhoods initiative which will be reported to AGMA in February 2011.

1.13. It is clear is that over the four year period there will be a reduction in frontline police officer numbers. It is also recognised that partner agencies face similar financial challenges.   If the impact of this change in public sector funding  is to be mitigated it is essential that partner agencies work together far more cohesively to provide integrated service delivery to high risk people and families thereby reducing failure demand and reducing cost.

	10. HUMAN RESOURCE PLANNING


1.14. The outcomes of the PBB process and CSR will have significant Human Resource implications given that approximately 82% of our budget is spent on staffing, and the overall purpose of the identified reviews is to reduce costs and identify efficiencies.

1.15. To plan for this, discussions began with the recognised Trade Union, Unison, in June 2010 to inform them of the Force’s financial situation and the potential implications for staffing levels in 2011 and beyond.  A review was also undertaken to identify which HR processes and policies needed to be in place to ensure that the Force is able to effectively deal with the implications of any reduction to staffing levels.

1.16. As a result, a Recognition Agreement was developed and signed off by the Police Authority and Unison in June 2010 which sets out the principles for negotiation and consultation on issues that have staffing implications.  In addition, the management of change policy (the policy for determining how the Force will deal with redundancy and redeployment issues) has been reviewed and updated and renamed Redundancy and Redeployment Policy. 

1.17. A revised Redundancy and Redeployment Policy setting out the process for handling redundancies and redeployment was agreed by the Police Authority on 5th November 2010.
1.18. The policy has been negotiated with Unison and whilst the "process" has been agreed, there were four areas of disagreement relating to redundancy pay, salary protection, excess travel and notice periods.  These issues were considered by the Appeals panel of the Police Authority on 5th November 2010 who determined that redundancy pay of statutory minimum (based on contractual pay) would remain, salary protection would be reduced from 6 years to 3 years (1 year at full, 2nd year at 2/3rd and 3rd year at 1/3rd), excess travel would be reduced from 4 years to 12 months and notice periods for any staff made redundant as a result of the outcomes of PBB would be 3 months (in other circumstances notice periods will be based upon contractual rights).  The policy will be reviewed annually.

1.19. Although action is being taken to minimise the impact of the change on the workforce by holding vacancies and seeking expressions of interest for voluntary redundancy across the whole Force, it is not envisaged that the cost savings required will be achieved solely through voluntary redundancies. 

1.20. Compulsory redundancies in some areas will be required. In readiness for this a HR Plan has been developed outlining the steps to be taken to identify, select and exit staff from the organisation and formal consultation with Unison commenced on 17th November 2010 for a period of 90 days in line with statutory requirements. The high level timetable which is being followed is set out below:

10th November
Back office design and service levels finalized

11th November
Unison Briefing

15th November
Briefing of Directors / Assistant Directors and 1:1



Briefings of Force Leadership Team

16th November
Staff Seminars

17th November
Formal consultation starts and 1:1 Briefings for all staff

22nd November
GMPA Meeting

16th February
Consultation closes

18th February
GMPA Meeting

1.21. In terms of staff support, all staff in scope have been invited to a briefing session with the Command Team and GMPA in order to explain the changes/staff reductions.  This will be followed by a one-to-one meeting with their manager.  A HR support helpdesk has been set up and arrangements for an outplacement support package to support staff through redundancy has been put in place.

	11. CONCLUSIONS 


1.22. GMP faces a challenging four year period as it attempts to both improve the standard of policing within Greater Manchester and significantly reduce costs. Crime and Anti Social Behaviour levels remain too high. We are determined to address this despite the consequences of the shrinking workforce.
1.23. To address this dual challenge GMP is applying a number of robust, well proven efficiency improvement tools and techniques. The QUEST methodology, based upon well established business process reengineering techniques and Priority Based Budgeting (PBB) are being deployed within GMP to ensure that all areas of potential efficiency and service improvement are rigorously investigated and addressed.

1.24. The approach the Force is taking is designed to minimise any adverse impact on the provision of policing services.

1.25. Despite these initiatives the level of savings required will see a significant reduction in the size of the Force over the period 2011/12 - 2014/15. 
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