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Justice Committee 
 

Draft Budget Scrutiny 2011-12 
 

Written submission from Northern Joint Police Board 
 
Further to your letter of 8 November, I am writing in response to the consultation 
exercise being undertaken by the Justice Committee on the Scottish Government‟s 
spending plans for 2011-12. 
 
Northern Joint Police Board met on 26 November 2010 and has agreed the attached 
response to the five areas for consultation.  Two supplementary appendices which 
provide further detail on the work undertaken by the Best Value Shared Services 
Review, and a discussion paper which has been prepared by the Force and 
submitted for the consideration of the Sustainability Policing Sub-Group are also 
attached for reference. 
 
 
Norman M Macleod 
Convener 
26 November 2010 
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Appendix A 
 
1. Introduction 
 
This paper sets out how the Executive Team of Northern Constabulary, led by the 
Chief Constable, intends to face the challenges presented by the Government‟s 
austerity measures. Whilst the exact scale of cuts will not be known until November 
2010, the Executive Team are working to the planning assumptions agreed by 
ACPOS based on guidance from Scottish Government Officials. These indicate 
budget cuts across the next four years amounting to 9%, 5%, 5% and 5% which 
means that the Force requires to make savings of £4,714,941 to meet the 2011/12 
target. 
 
This is not, and has not been, a top down process. All Divisions and Service Units 
have made independent submissions on where they believe the savings should be 
made. These have been collated by the Executive Team, cross matched with the 
findings of the Best Value Review of Shared Services and distilled into the proposals 
which follow. In addition, the views of our staff associations and trade unions are 
regularly sought through the Force Joint Consultative and Negotiation Committee 
(JNCC). At meetings of the JNCC, the Chief Constable openly briefs all present on 
the challenges and our proposals to tackle them. 
 
It must be appreciated that much of what follows are only proposals which are based 
upon best estimates and there is potential that this may change as the work 
progresses. Also, some proposed savings are predicated on changes, for example to 
conditions of service, which may not be implemented by Scottish Government. 
 
Finally, it goes without saying that many of the proposals in this paper go further than 
any of us would wish and some may be unpalatable. However, the NJPB has no 
choice but to agree a legal budget (i.e. a budget in which proposed expenditure does 
not exceed income). Where this paper makes reference to a post it must be 
remembered that it is not the same as a reference to the post holder. 
 
2. Strategic objectives 
 
The Executive Team‟s Strategic Objectives in this work are as follows: 
 

 To prepare a legal budget for agreement by the Northern Joint Police Board by 
March 2011. 

 

 To have established a programme of works to implement the actions necessary 
to meet the budgets set for the following three years by February 2011. 

 

 To maximise our ability to deliver policing services with the resources made 
available to us. 

 

 To engage with staff and keep them informed of developments and remain an 
employer of choice. 
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3. Corporate savings  
 
The Best Value Review of Shared Services identifies that as a Force we are very 
efficient and that we squeezed out the vast majority of sensible back office savings 
as a result of our Force Review. However, by taking a more austere line this Review 
has identified potential savings as follows: 
 
Call Handling and Reception Services 
Significant work has been undertaken by the review team to assess the potential for 
the introduction of a centralised call handling function. Whilst this will not progress at 
this time it has been identified that there is a need to review our existing call handling 
strategy in an effort to realise potential efficiency savings.  
 
All Divisional Commanders made proposals to reduce reception hours. The Force 
Executive have considered these and decided to apply a corporate standard. This 
also gives us the opportunity to withdraw call handling from a number of stations 
during the minimal demand hours of “night time”.  
 
It is proposed that the following stations retain a 24 hour reception facility: 
 
Divisional Headquarters at Wick, Dingwall and Inverness.  
 
Reception hours at the following stations would be 12 hours a day, seven days a 
week: 
 
Lerwick, Kirkwall, Thurso, Alness, Fort William, Portree, Stornoway, Aviemore and 
Nairn. 
 
The following posts would be surplus to requirements at these locations 
 

 1 x Reception/Control Room Assistant, Lerwick (933, 934, 935 or 936) 

 1 x Reception/Control Room Assistant, Kirkwall (1168, 1169, 1170, 1289 or 
1345)  

 1 x Reception/Control Room Assistant, Thurso (809, 810, 811 or 1340) 

 1 x Reception/Control Room Assistant, Alness (775, 776, 777 or 778) 

 1 x Reception/Control Room Assistant, Portree  (965, 966, 967 or 968) 

 1 x Reception/Control Room Assistant, Stornoway (1092, 1093, 1094 or 1095) 

 2 x Reception/Control Room Assistant, Aviemore (1322 and 780, 781, 782, 
784, or 1323)  

 1 x Reception/Control Room Assistant, Nairn  
 
In the case of the stations at Dornoch and Tain, reception would be routinely open 6 
to 8 hours per day, 5 to 7 days per week. The following posts would be surplus to 
requirements at these locations: 
 

 1 x Reception/Control Room Assistant, Dornoch (754 or 755) 

    1 x Reception/Control Room Assistant, Tain (749 or 750) 
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It is proposed that outwith opening hours, telephone calls will be diverted to 
divisional hubs. These will be staffed 24/7 at the Force Operations Centre, Wick and 
Fort William. In the case of Fort William and Wick call handling duties will be 
undertaken by reception/clerical staff. In these circumstances it would be sensible to 
retain 24 hour reception at Fort William.  
 
Work is also required to ensure there is sufficient capacity at the divisional hubs to 
handle the volume of calls diverted to them as part of a scheduled review of our call 
handling strategy. This work is being progressed under the Head of Support 
Services and will report by 31st October 2010. This may result in a need to employ a 
small number of part time staff to meet demand at peak times at these locations. 
 
At all of the stations listed above, at which reception is not to be routinely staffed 
24/7, remote interface technology will be installed at the front door giving direct 
access via the call handling infrastructure to the divisional hub. The total cost of 
installation of this equipment has been estimated at £11,000.  
 
The Force Service Point Strategy and Policing Pledge will also require to be 
reviewed to reflect any agreed changes to existing station arrangements. 
 
Divisional Commanders are satisfied that they can provide adequate typing and 
computer inputting services on a 24 hour basis within their divisions. It is considered 
that there will be a requirement to review current practice in relation to the provision 
of typing services as a consequence of these proposed changes.  
 
It is anticipated that Business Unit Managers will provide daily oversight of this 
function within each Division and  processes should be introduced which ensure that 
out of hours typing activity has an emphasis on the progression of priority areas such 
as the preparation of custody reports and the input of windscribe entries onto Force  
IT systems.  
 
If these changes are implemented it would result in the removal of 11 police staff 
posts at an annual saving of £231,000. When the cost of the remote interface 
technology is extracted the net saving is £220,000 
 

Total Potential Savings in 2011/12 £220,000 
 
Rationalisation of Force Footprint 
Whilst we appreciate the feeling of security that comes from having a police station 
in a community our priority is to have well trained, well equipped police officers 
available to deploy where and when required. Our buildings are ageing, costly assets 
and money spent on them is not available for officers so in the course of the Shared 
Services Best Value Review Programme we have examined our Force Operational 
Footprint with a view to identifying potential opportunities for rationalisation.  
 
Using specific rationalisation criteria, we have identified a total of 16 stations at the 
following locations which may be suitable for closure in tandem with the introduction 
of alternative service delivery arrangements:  
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North Division  

 
Scalloway, Dunrossness, Stromness, Bettyhill, Lybster 
 

 
Central Division  

 
Barvas, Carloway, Ness, Tarbert, Broadford, Cromarty,      
Evanton, Spean Bridge 
 

 
East Division  

 
Beauly, Drumnadrochit and Ardersier 
 

 
A number of stations were excluded at an early stage, as a consequence of recent 
spend which had taken place in relation to these assets. This identified that it was 
not financially viable to consider these stations for closure at this particular time. 
Efforts were instead made to pursue collaborative opportunities at a number of these 
locations, in an effort to reduce day to day running costs. 
 
Meetings have taken place with a range of partner agencies to explore opportunities 
for collaboration in relation to shared buildings. In Shetland, discussions are well 
advanced in respect of the sharing of accommodation at Sumburgh Airport with 
Highlands & Islands Airports Limited to potentially replace the requirement for a police 
station at nearby Dunrossness, and in addition Shetland Islands Council is 
considering co-location at the police station in Brae. 
 
There have also been a number of discussions around co-location with Orkney 
Islands Council at a new community hub which is being planned as part of a 
regeneration project in the town of Stromness. Whilst the development of this project 
is at an early stage there is a willingness to accommodate a police presence in this 
building should there be formal approval of this station closure. 
 
Similar proposals  have also been considered to provide this type of service within a 
new build related to the construction of a school at Tarbert in the Western Isles, as 
well as occupation of a section of Carloway Health Centre, should station closures be 
ratified in the west side area of Lewis. Within the Highland Council area, dialogue has 
taken place around the creation of a Force presence at council offices in Bettyhill and 
Broadford.  
 
In terms of co-location at police premises, the current wide distribution of stations 
presents an opportunity for sharing with partners. The potential for nine joint front 
counter initiatives within the Highland area has been identified, at stations in Alness, 
Gairloch, Dornoch, Lairg, Tain, Fort Augustus, Nairn, Grantown and Kingussie.   
 
It is clear that should the proposals proceed, public access to police presence at 
various locations will not only be preserved but will also be enhanced. Opportunities 
for police and council staff to ultimately evolve to truly multi-functional roles at the four 
of the larger stations (Alness, Dornoch, Tain and Nairn) are also being investigated as 
part of this exercise. Furthermore, two of these locations (Lairg and Grantown) are of 
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interest to the Scottish Ambulance Service as part of a separate shared services 
initiative.  
 
In terms of the cost for these co-locations a mutually acceptable package is in the 
process of being negotiated with partners. This will have the potential to deliver 
benefits to all whilst avoiding complex and administratively expensive cross-
charging. Individual agencies will have responsibility for enabling works which take 
place at any of these locations and from a Northern Constabulary perspective these 
are expected to be minimal. 
 
The total potential savings from these measures would be £245,117. The cost of 
reducing domestic services to these stations is included in the Divisional proposals 
and amounts to £28,375. When this is subtracted the corporate saving is £216,742 

 
Total Potential Savings From Closures  £216,742 

 
Vehicle Fleet Maintenance 
In the course of the review, detailed study has also been undertaken to assess 
activity in relation to Vehicle and Fleet Maintenance. The Force operates 220 
vehicles, with 61% of these being maintained by the centralised Headquarters facility. 
The remaining vehicles are maintained through outsourced arrangements with local 
garages on the mainland and Island areas of the Force.   
 
The Force has previously explored the possibility of moving all the current 
„outsourced‟ vehicles to a single managed service provider, with potential for this to 
be expanded further across the Force if so required. It was identified that the Office of 
Government Commerce (OGC) had undertaken a national tendering process to offer 
government and public sector fleets a number of services through single providers, 
however rollout has been delayed for a number of reasons relating to procurement.  
 
These issues have now been resolved and it is assessed that a move to this type of 
arrangement will present an opportunity, in the short to medium term, for the 
rationalisation of the existing Headquarters workshop and as a consequence a 
percentage of the staff working therein. Subject to successful rollout of this concept, 
building space from the workshop facility would also be freed up for alternative use 
by the Force.  
 
Procurement 
The review has also examined the current Force procurement function, which has 
revealed that our activity in this area is supported by an effective working 
arrangement with Highland Council as a result of the development of a formal 
Service Level Agreement with that organisation. 
 
Significant advantage has already been taken of opportunities for economies which 
are offered by a variety of National Framework Arrangements. Both in frameworks 
and where individual contracts have to be let, the Force adheres to the EU 
requirements on procurement, to ensure that it satisfies all legal duties, obtains value 
for money and remains resistant to commercial threat. 
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The weakest facet of Force procurement appears to relate to the ongoing 
management of a number of significant contracts as well as apparent uncoordinated 
purchasing at a lower level, with spend taking place in a variety of areas outside of 
contract.  Management of delegated budgets appears to be a factor in such 
procurement inefficiency, as is lack of clarity on the roles and authorities of key post 
holders such as Business Unit Managers.  
 
Within the Force, smaller cost purchasing shows some signs of lack of co-ordination 
and economies of scale, which may be wasting resource. There appears to be room 
for more corporate guidance and oversight in this area, and a need for robust 
contract management to ensure both economy and service quality.  
 
A number of recommendations have been made to ensure the implementation of 
revised policy arrangements. At this time no specific savings have been identified in 
this area however it is considered that more effective compliance and training 
approaches will ensure the best possible procurement behaviour and will allow the 
Force to achieve value for money in this important area of activity.   
 
Forensic Medical Services 
Work has also been undertaken to assess the arrangements which are in place in 
relation to the delivery of Forensic Medical Services. Research has been carried out 
to establish the present contractual situation and this has identified that four different 
contracts are in place, with a range of expiry dates and related terms and conditions.    
 
Study has identified that the services which are being provided in different parts of 
the Force are not consistent, and it is assessed that focussed activity is required to 
align the future procurement of all current contracts to address this situation. This will 
allow for the preparation of a single tender submission in order to potentially reduce 
the number of suppliers, provide opportunities to realise savings, which to date have 
not been quantified, in relation to future spend and introduce a level of consistency 
around the delivery of this service within the Force.   
 
Police Officer Allowances 
PNB Circular 03/16 sets out the Special Priority Payment scheme.  The scheme is 
designed to reward officers in the most demanding and difficult front line roles.  
Officers must be fully competent and highly committed to receive a payment which 
can range from £500 to £3,000. It is proposed to remove these. 
 

Total Potential Savings in 2011/12 £341,825 
 
PNB Circular 3/18 sets out the pay arrangements for Superintendents and Chief 
Superintendents and includes a performance related bonus scheme on the basis of 
individual performance.  In addition the circular sets out the criteria for determining 
which Chief Superintendent posts fall within category of large post. It is proposed to 
stop payment of bonuses to Superintendents. 
  

Total Potential Savings in 2011/12 £27,000 
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4. Divisional and service unit savings 
 
The Force Executive have agreed a number of savings proposed by Divisional 
Commanders and Service Unit Managers. The total Divisional and Service Unit 
savings are £2,121,184  

 
Total Potential savings 2011/12       £2,121,184 

 
5. Service reduction 
 
The proposals referred to in this document are considered to be fundamental in our 
efforts to maintain our delivery of services and maintain officer numbers at the 
highest possible level in order to maintain our visible presence in each of our 
communities within the Highlands and Islands area. There will however be a number 
of areas where there will be service reduction most notably in relation to 
 

 Reception opening times 

 Number of rural police stations 

 Redirection of telephone calls to hub stations 
 
Northern Constabulary has always been a constantly improving and progressive 
Force which has embraced change, is modern and in policing practice is innovative 
and often at the cutting edge.  It is, however, going to be far more difficult to maintain 
this momentum against a background of real-term reductions and for this reason it is 
vital that the Force develops an approach which enables it to continue to innovate 
and improve whilst achieving these efficiencies.   

  
6. Conclusion 
 
The total savings identified in this paper amount to approximately £2,926,751 in 
2011/12. If the budget reduction for 2011/12 is 9% as per the ACPOS assumption 
then the total saving required by the Force would be £4,714,941. 
 
If all of the proposals in this paper are accepted and can be implemented, there will 
still be a shortfall of £1,788,190 in the 2011/12 budget. It is therefore proposed that 
£1m be drawn down from reserves to smooth the impact, leaving a shortfall of 
£788,190. 
 
As the average annual cost for a constable is approximately £40,000 it follows that 
the force would require to shed 20 further constable posts to meet this shortfall in 
2011/2012.  
 
If any of the proposals above are not implemented the number of front line 
police officer posts that would have to be shed would increase. 
 
7. Reducing staff numbers 
This paper has identified the need to reduce both police staff and police officer 
numbers. This requires detailed, sensitive dialogue and processes. 
 
Reducing Police Staff Numbers 
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The Force has written to all members of Police Staff seeking expressions of interest 
in voluntary redundancy (VR).  To date there has been significant interest in this, 
however, in order to progress there must be a match between the individuals 
requesting VR and the ability of the Force to release such individuals. It is highly 
unlikely that the requirement to reduce Police Staff levels can be achieved through 
this alone. 
 
The Force has in place a Redundancy Policy which makes it clear that we will 
explore alternatives to compulsory redundancy.  It includes such measures as 
redeployment, temporary contracts and natural wastage.  However, these measures 
will not achieve the necessary cuts. 
 
A meeting of the JNCC will take place on 4 October where there will be an 
opportunity to discuss with the Trade Unions the impending cuts and to seek their 
assistance in identifying areas where potential savings could be achieved. 
 
Discussions will also take place with the Trade Unions on Compulsory redundancy 
and the need to agree criteria with them to progress this approach.  Much of this will 
depend on decisions around station closures and the preferred way forward in terms 
of call management. 
 
Reducing Police Officer Numbers 
Police Officers cannot be made redundant and therefore our ability to reduce officer 
numbers quickly is very limited. Resignations, dismissals and ill-health retirals are 
low and a reasonable estimate of the number who would leave the Force on these 
grounds in a year would be 15.  
 
A further 27 federated officers would be able to retire on a full pension by 31 March 
2012 but the number retiring in recent years has fallen as the jobs market has 
compressed. 
 
There are two other methods of reducing numbers which require to be considered. 
The first is the application of Regulation A19 and the second is dispensing with 
probationary officers before they are confirmed as constables. 
 
Regulation A19 is a regulation which applies to officers who have completed thirty 
years service and provides for them to be compulsorily retired on the grounds of the 
efficiency of the service. They retire on a full pension of two thirds salary. If 
Regulation A19 is applied to all federated ranks then it would impact on 13 officers in 
2010/11. This would produce a saving of £474,747 in 2011/2012.  
 
Looking further ahead, Regulation A19 could be applied to 13 officers in 2011/12 and 
14 officers in 2012/13. Making savings of £474,747 in 2012/13 and £511,266 in 
2013/14. 
 
The second potential method of reducing numbers quickly is to dismiss officers 
before they are confirmed at the conclusion of their probation (i.e. officers with less 
than two years service). These officers would receive no benefits from the Force. 
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The proposal would be to implement Regulation A19 in respect of officers who can 
retire on a full pension in preference to dismissing officers in training. 
 
8. Some other considerations 
 
Whilst the proposals in this paper will be hard hitting for the Force and individuals 
they are necessary. There are three other areas that may require further 
consideration if greater savings are required. 
 
Competency Related Threshold Payments for Police Officers (CRTP) 
PNB Circular 02/17 sets out the CRTP scheme.  This is available to all federated 
officers who have served for one year at the maximum of their pay scale.  It is 
designed to recognise and reward experienced officers who are able to demonstrate 
high professional competence. If they were stopped the saving to the Force would be 
£331,200 per annum. 
 
Whilst this has been identified as a potential saving a decision will be required to be 
taken as to whether or not this will be pursued as it has been identified that there will 
be strong resistance to this from the Scottish Police Federation as, unlike Special 
Priority Payments, a CRTP is pensionable. 

 
       Total Potential Savings 2011/12  £331,200 

 
Police Staff Allowances 
At a national level through the Police Staff Council ACPOS is pursuing a review of 
the allowances paid to staff.  Northern currently pays £553, 407 in additional 
allowances to staff undertaking shift working.  The proposals include moving to a 
defined period of Core Hours and rationalising the existing payments.   
 

Total Potential Savings 2011/12    £300,000 
 
Police Staff Reduction in Hours 
There is an option to consider negotiating a reduction in working hours for some 
police staff who are employed on a non-shift basis to reduce job cuts. Two units 
have already done this and their proposals are included in their submissions in the 
appendix to this paper.  
 
It is not clear whether or not the Trade Unions will be willing to enter into discussions 
on this but if our day staff all agreed to reduce their working week by 3.5 hours which 
equates to a salary reduction of 10% the total potential saving would be 
approximately £444,803 
 

Total Potential Savings 2011/12       £444,803 
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Appendix B 
 
Introduction 
 
The purpose of this paper is to set out the arguments for the inclusion of a four force 
model in the options which are being considered in the course of the ongoing debate 
around the restructuring of Police Forces in Scotland.  This is taking place as part of 
a fast moving and ongoing programme of national and regional change. 
 
At the Scottish National Party conference on 19 October 2010, the First Minister Alex 
Salmond indicated his commitment to a restructuring of forces. Recent media 
coverage has suggested a willingness for the Scottish Government to consider a 3 or 
4 Force Model in addition to a single force model.   
 
The proposed structure, which is outlined in this document, is based on an 
expansion of the existing boundaries of Northern Constabulary, a highly successful 
police force with responsibility for policing the largest geographical area in the UK.  
 
This proposed model is based on the following principles:  
 

 a desire to provide high quality effective policing across the Highlands and 
Islands, extending this to other areas;  

 maintaining low crime;  

 high levels of community support;  

 retaining sustainable jobs in rural areas;  

 contributing to rural economy;  

 maintaining local accountability and governance 

 enhanced major incident resilience 

The most recent debate around potential restructuring of Police Forces in Scotland 
began in the early summer of 2010. At the present time the Scottish Government has 
proposed that forthcoming budget cuts will not be delivered by redundancies and 
efficiencies alone, leading to the consideration of other options including 
restructuring.  
 
Supporting Rationale for 4-Force model 
 
Northern Constabulary‟s position has always remained consistent in relation to any 
national debate around the restructuring of the service in Scotland. Whilst current 
service provision is second to none, the force is willing to engage in the debate and 
consider any option that could provide a similar or better service. The force has 
consistently stated that centralised or three force models are not the only structures 
to be pursued as it could a mean a loss of local democratic accountability and 
resource allocation, leading to an overall reduction in the quality of the delivery of 
vital services to the population of the Highlands and Islands.  
 
For this reason an alternative fourth model could see Northern Constabulary grow 
and remain at the centre of policing in the north of Scotland and it is argued that this 
is an option which is worth investigating further. It is considered that the expansion 
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could include Moray and Argyll & Bute, leading to a force capable of delivering the 
full range of services across remote and rural, island as well as urban communities.  
 
Appendix A to this document provides a population density map of Scotland, which 
indicates a relatively equitable population in these areas. Appendix B outlines a 
remote and rural model which was used at the time when the re-structuring of NHS 
Highland and NHS Argyll and Bute/Glasgow took place and provides an outline of 
the area which may be covered in this new model.  
 
It is considered that this model, which would cover a population of approximately 
500,000 people, fits in well with the proposed extended northern force. The inclusion 
of the Moray Council area is logical as Moray may lose population density as a result 
of the loss of RAF base posts and associated jobs connected to the ongoing 
efficiency measures in that area.  
 
It is also of note that the area which is covered is similar to that in which Highlands 
and Islands Enterprise currently operates. This organisation has a responsibility for 
building sustainable economic growth in all parts of the region and its area offices 
are situated at a number of different locations from Benbecula to Forres and Lerwick 
to Lochgilphead.  
 
It is important to state that, in relation to the ongoing debate around restructuring, the 
imperative and over-riding strategic priority must be the continuing provision of high 
quality, locally accountable, policing services with local control of resources. In no 
sense should this proposal be seen as protectionist, parochial or characterised as a 
resistance to modernisation and change.  It is no more than a desire to ensure that 
the service which is provided is consistent with the needs and concerns of our 
communities, and resourced to be fit for purpose within the unique geography of the 
area. 
 
Whilst the final decision around restructuring is in the hands of the Scottish 
Government, the force will continue to state that any decisions should be evidence 
based and deliver benefits for communities. Change must be based on performance 
evidence, sound logic, economics and community support. Whilst the force is not 
complacent, it delivers very high levels of service in an accountable, efficient and 
effective manner and it is considered that any move away from this would not be 
welcomed by the existing population of the area.  
 
In recent times the force has been required to align its existing service footprint to 
achieve efficiencies in order to maintain high quality services and balance budgets in 
2011/12. This will provide the foundation for sustainable service provision during the 
subsequent three years of the forthcoming budget cuts and further into the future. 
Much work has been undertaken to model the force to impact positively on service 
delivery, reduce demand, share services and move towards more effective 
collaborative working. 
 
The force is well prepared for these future challenges and this work will be refined 
and re-shaped as more specific financial detail is made available by the Scottish 
Government over the coming months. In reality the impact and consequences on 
service delivery, officer and support staff numbers and available capital and revenue 



13 
 
 

funding is already factored into strategic thinking, which is now looking to 2012 and 
beyond. 
 
Recent media inputs from the Scottish Government have indicated that around 25% 
of the total policing budget is spent on headquarters functions across the eight 
Scottish forces. The position within Northern Constabulary is that the actual cost for 
non-frontline Headquarters functions is around 14% of the total budget available.  
Much of this remaining percentage figure of 14% includes staff numbers which are 
currently used to provide services and support that would continue to be required no 
matter how policing was structured. 
 
Northern Constabulary is renowned for its strong performance with annual detection 
rates of around 63% or better, which are amongst the highest in the UK. There is 
little doubt that the style of policing adopted by the force and the excellent 
relationship built up with the public over many years has contributed greatly to this 
success.  
 
The force already covers an area which is approximately one sixth of the landmass 
of the UK (approximately 10,000 square miles), the largest of any UK police force. It 
provides services to a diverse range of communities, which have an overall 
population of approximately 350,000 people. The operational style of the force is 
firmly based on being responsive to the needs of each of these communities.  
 
The fast expanding and economically vibrant city of Inverness is the principal urban 
centre and with a population of approximately 76,000 it provides a major focus for 
day to day policing activity. In addition to this there is also a requirement for the 
provision of specialist support policing, including response to serious crime and 
cross border criminality, as well as the policing of high volume main arterial road 
networks.  
 
The force also has responsibility for policing a significant number of well established 
towns and villages across the mainland area together with substantial island 
communities. Many of these are in economically fragile areas and whilst a simplistic 
economic view would see centralisation as cost effective, there is a very real danger 
that such a narrow focus would have a significant impact on what are often 
economically fragile rural communities. 
 
It is considered that these areas are best served by ensuring that accountability and 
ownership of difficult decisions regarding service thresholds, design and delivery are 
best taken locally within the Highlands and Islands where there are high-quality 
public services which are generally well-regarded and high-performing.  
 
A centralising, single service model is unlikely to draw standards upwards to match 
what is currently in place within Northern Constabulary, where in many instances the 
service thresholds are well beyond those across the rest of Scotland. An example of 
this is the fact that the force dispatches police officers to around 80% of all calls for 
service, a figure which is significantly higher than anywhere else in the rest of 
Scotland. 
 



14 
 
 

For many years the constabulary has consistently and successfully delivered a 
community based policing model with a focus on an intelligence-led approach 
throughout, striving towards effective use of its resources. There has been a 
particular emphasis on the attainment of key strategic objectives which have a direct 
relevance to the safety of its communities and the associated quality of life in the 
Highlands and Islands area.  
 
Co-terminosity with local authority, health and criminal justice partners, to focus on 
agreed joint activity and commit resources to joint outcomes, is also seen as a 
fundamental aspect of any new model. Northern Constabulary recognises the need 
for strong, productive working relationships with the public, elected members and 
officials within the local government structure and other bodies and agencies. The 
successful merger of NHS Boards, including Argyll & Bute working within the larger 
Highland Health Board area, signposts this approach. 
 
Northern Constabulary is therefore actively involved with a range of partner 
organisations to promote, and participate in, joint working, and to initiate, maintain 
and facilitate consultation to ensure that service delivery meets the needs and 
aspirations of communities. The force‟s relationships with key stakeholders and 
partners is designed to bring added value to service delivery.   
 
This partnership approach is well documented through the community planning 
process. Another example of this is the Highlands and Islands Strategic Co-
ordinating Group (HISCG) who have a proven track record of working together 
effectively. This group embraces its responsibilities in managing remote, rural, urban, 
island wide multi-agency emergencies and risk. The HISCG is well versed in working 
with Chief Executives from a number of separate areas. Mutual aid between the 
HISCG organisations is a key consideration as this is the only Strategic Co-
ordinating Group (SGC) in Scotland which has a mutual aid agreement in place at 
Chief Executive level.  

The proposed model could also enhance other areas such as Search and Rescue an 
activity where Northern Constabulary has developed a good deal of experience and 
expertise. Given the vast expanse of the coastline of the proposed model, which 
incorporates a number of the larger island communities in Scotland, this could 
potentially concentrate the interface between a number of the organisations within 
the Search and Rescue environment. 

Conclusion 

The needs and expectations of the communities in the Highlands and Islands are 
markedly different to those of most other areas of Scotland, particularly the large 
urban conurbations. Northern Constabulary is already financially very efficient 
and rather than stripping out resource and functions, it is considered that the focus 
should be on maintaining the highest standards to deliver the full range of policing 
services.  

This will ensure the delivery of a service which meets the needs of rural, distant 
island and urban communities and working together with key stakeholders and 
partners, ensures that the Highlands and Islands remains one of the safest places 
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within the United Kingdom and as a direct consequence an attractive place to live, 
work and invest in for the future. 

Within any new model, there must continue to be an emphasis on retaining the 
existing strengths of local accountability, governance and control of resources. The 
continued delivery of a highly visible, community focussed style of policing which 
also tackles quality of life issues such as anti-social behaviour is also necessary to 
provide public re-assurance and maintain public confidence within our communities. 
 
As part of the ongoing restructuring debate, it is considered that there is more than 
sufficient evidence to mount a very strong argument for a North of Scotland solution 
to be at the centre of any future service model which is developed.  It is considered 
that within a four force model, an expanded force could grow and remain at the heart 
of policing in the Highlands and Islands area and deliver cost efficiencies, whilst 
minimising the negative impact on fragile communities. A high performing, well 
regarded local police service, which is accountable to local partners and 
communities, remains the most appropriate way to deliver policing within this unique 
geographical environment.  
 
Appendix A : Population Density Model for Scotland  
 
Appendix B : How Northern Constabulary might look as part of a four-Force 
model  
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Response to Scottish Government Spending Plans 
 
What discussions have taken place with local authorities covered by your area 
to protect police budgets from reductions in local government funding overall 
in 2011-12? 
 
During the Autumn of 2009 the Convener of the Northern Joint Police Board and the 
Chief Constable met with each of the four constituent local authorities to discuss a 
budgetary position for the next financial year.  At that time there was an expectation 
that year 3 of the 2007 Spending Review settlement would be revised downwards 
and all 4 local authorities were anticipating significant reductions in their funding. 
 
It was recognised that if Local Authorities were in a position where they had to make 
reductions across their service areas there would be an expectation that the Police 
would be subjected to the same pressures. As budget discussions progressed a 
considerable amount of work was undertaken within the Board and the Force to 
model a number of scenarios and revisit service provision across back office 
functions. An agreed position was reached which saw requisitions from constituent 
authorities remain at the same level as 2009/2010 (after adjusting for pensions). 
 
This resulted in Northern Constabulary being funded at a level below that contained 
in the Local Government settlement for 2010/2011.  However, the Force has 
managed this and has fixed officer numbers at 800, which is 23 fewer than planned 
but still significantly higher than 2007/2008 and earlier years. The Force also 
undertook a voluntary severance programme which saw 23 Police Staff posts 
removed from the structure. 
 
The agreed position has further developed the excellent relationship between the 
Force and Officers of the 4 constituent authorities. During 2010/2011 the Force has 
regularly reported progress against the 2010/2011 efficiency plan to the Board and 
has kept members informed of predictions around funding assumptions coming from 
the Scottish Government. 
 
To this end the Convener and Chief Constable have revisited each of the four 
constituent authorities in the course of the Autumn of 2010 to provide some detail as 
to how the Force can move forward into 2011/2012 with their support. The 9/5/5/5 
scenario has been presented together with proposals for managing this reduction 
and discussions have focused on the Force being funded at the maximum level 
contained within the settlement for 2011/2012.  
 
The Board has regularly discussed the position with elected members and 
highlighted the implications of reducing funding. The possibility of smoothing the 
25% decrease projected has been tabled and has been well received however, it has 
not been possible to come to a firm position owing to the level of uncertainty which 
still exists in relation to the budgetary position. 
 



19 
 
 

Do you expect to be able to maintain frontline officer numbers in 2011-12 at 
current levels, and if not, what plans are being made to ensure public 
confidence [in your police force] is maintained?  
 
During the financial years 2006/2007 & 2007/2008 the Force worked closely with the 
Board to undertake a significant review of all aspects of its existing organisational 
structure. This Force Review saw the Constabulary moving from 8 Area Commands 
to a 3 Division Superintendent led structure.  
 
All back-office functions were standardised across these Divisions and the Force 
moved from a high level of silo working to a reduced number of multi-skilled posts. 
This was achieved through a voluntary redundancy programme which was approved 
by the Board in November 2009 with the savings which were generated being 
reinvested in front line operational policing.  
 
It was the intention that this shift between Police Staff numbers and Police Officer 
numbers would position the Force well to meet future operational challenges and as 
a result the Police Officer strength rose to an all time high of over 800 staff.  As we 
move forward into 2011/2012 and beyond the Force has a key strategic priority to 
maintain the officer contingent at the highest possible level. Due to the significant 
change which has taken place recently in relation to the financial climate, the Force 
and the Board are reconciled that current officer numbers may not remain 
sustainable.  
 
Whilst the exact scale of future budget cuts is not currently known, the Board are 
working to the planning assumptions agreed by ACPOS, based on guidance from 
Scottish Government Officials. These have indicated budget cuts across the next 
four years amounting to 9%, 5%, 5% and 5% meaning that the Force is required to 
make savings in excess of £4.5 Million to meet the 2011/12 target. 
 
On 30th September 2010, a meeting took place, involving members of the  Board, 
when recommendations from our ongoing Best Value Review of Shared Services 
(BVRSS) were presented by the Force together with a number of other proposals 
related to potential efficiency measures which will be taken forward in the course of 
the next financial year and beyond.   
 
Appendix A to this document provides the detail of the proposals which are presently 
being considered by the Board to address the projected budget shortfall. Following a 
period of public consultation in relation to these matters this submission will be 
formally considered by members on 26th November 2010  
 
The level of planning which has taken place to date, as part of this ongoing efficiency 
programme, demonstrates that the Force is well prepared for the future challenges 
which will take place as a result of these projected cuts. In recent years much work 
has been undertaken to model the Force to impact positively on service delivery, 
reduce demand, share services and move towards more effective collaborative 
working. This work will continue, in order to ensure that the Force remains as 
efficient and effective as possible. 
Northern Constabulary recognises the requirement to ensure the effectiveness of its 
working relationships with the public, elected members and officials within the Local 
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Government structure. A 3-tier consultation process has been developed and 
consolidated to facilitate this approach and this ensures that there is ongoing and 
effective engagement at all levels within communities across the Highlands and 
Islands area.  
 
The Force is actively involved with a range of partner organisations to promote and 
participate in joint working. Northern Constabulary will continue to initiate, maintain 
and facilitate this type of consultation to ensure that service delivery meets the needs 
and aspirations of our communities. This approach is complemented by a devolved 
management environment which ensures that the effectiveness and productivity of 
such partnership working is assured at all times.  
 
The relationship which the Force has established with its key stakeholders is 
designed to bring added value to service delivery and ensure that public confidence 
in its performance is maintained at all times. Our service standards and thresholds 
are, in most instances, beyond those which are in place across the rest of Scotland. 
Whilst there is ongoing debate regarding the future shape of the national policing 
structure, it is considered that an alternative service model is unlikely to draw 
standards upwards to match what we have, or will be able to maintain over the next 
five years.  
 
Northern Constabulary is a high performing Police Force with some of the lowest 
crime and highest detection rates in the United Kingdom. To date this has been 
achieved without the need for any radical move towards the introduction of an 
alternative model within the policing sector. It is clear however, that a simplistic 
economic view would see centralisation or some of the other alternative force 
models, which may remove autonomy from the North of Scotland area, as being cost 
effective.  

There is a very real danger that such a narrow focus would have a significant impact 
and may lead to a reduction in public confidence, in an area of the country which 
already contains a number of economically fragile rural communities.  

The Board is of the view that the population of the North of Scotland will be better 
served by ensuring that accountability and ownership of difficult decisions regarding 
service thresholds, design and delivery are taken locally as part of a model which is 
centred within the Highlands and Islands, where we already have high-quality public 
services which are generally well-regarded, high-performing and committed to joint 
working.  

Whilst the Board is not complacent in any way, the Force currently delivers very high 
levels of performance in an accountable, efficient and effective manner and it is our 
assessment that this will be a key factor in ensuring that, in the future, public 
confidence in the delivery of these services is maintained.  

What steps could be taken in your area to maintain frontline officer numbers 
next year if budgets are cut? What are the main savings options? 
 
The over-riding strategic priority is to maintain policing numbers at the highest 
affordable level within the Highlands and Islands. Northern Constabulary is already 
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very efficient in the way that it delivers policing and support services to communities 
across all four constituent local authority areas.  
 
In recent times the Force has been required to take steps to align its existing service 
footprint to achieve efficiencies in order to maintain these high quality services and 
allow budgets to be balanced in the course of 2011/12. This will provide the 
foundation for sustainable service provision during the subsequent three years of the 
forthcoming budget cuts and further into the future.  
 
Taking account of the available planning assumptions, it is assessed that it will be 
increasingly difficult to maintain the Force Police Officer strength at existing 
numbers. At this time, it is considered that there will be no police officer recruitment 
in the course of 2011-12, however this alone will not be enough to achieve the 
projected  cash cuts  of 9%.  

 
The recent work which has taken place as part of our ongoing efficiency programme 
has identified potential savings in relation to a number of areas. This includes 
revised call handling and reception services, shared premises and station closures, 
the removal of police officer allowances as well as a number of other efficiency 
measures within Divisional Commands and Service Units. These proposed changes 
to existing arrangements, which are detailed in Appendix A, will play a significant 
part in meeting these future budget cuts. 
 
Through activity related to other ongoing efficiency exercises, the Force has also 
strengthened collaborative procurement with local authority partners and is currently 
assessing the potential for a joint stores facility with Highland Council, in an effort to 
identify savings in relation to back office function.   
 
Dialogue is also ongoing to consider opportunities which will allow the Force to 
undertake the out of hours call management functions which are currently performed 
by two of our local authority partners. A separate initiative relating to the use of 
shared premises with the Scottish Ambulance Service is also being pursued. 
 
Moving forward to the challenges of 2011/2012 and beyond, the Board recognises 
that the Force will find it more difficult to further reduce back office services. Recent 
activity connected to shared services has indicated that the Force is already very 
efficient and that the vast majority of sensible back office savings were addressed as 
a result of the previous review of our organisational structure. 
 
The Board considers that Northern Constabulary is well prepared for these future 
challenges. The significant work which has been carried out in recent times will 
continue to be refined and re-shaped as more specific financial detail is made 
available by the Scottish Government over the coming months.  
 
Whilst there will clearly be a need to manage public expectation, Northern 
Constabulary will continue to evolve and provide a quality service based on our 
community policing model through redesign and doing things more efficiently in 
tandem with partner agencies across the Highlands and Islands area.  
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The impact and consequences on service delivery, officer and support staff numbers 
and available capital and revenue funding are already factored into strategic thinking, 
looking towards 2012 and beyond. 
 
To what extent might efficiencies, including the sharing of services, offset 
budget reductions? 
 
The previous section of this report has made reference to a number of functions 
including call management, procurement and stores which all have the potential to 
deliver efficiency savings in a shared services environment. Work is ongoing to 
develop these areas and it is anticipated that in the future there are substantial 
opportunities to achieve business benefits and economies in these areas. 
 
Since 1 April 2010, a considerable amount of activity has been undertaken by the 
Force, in the form of its Best Value Review of Shared Services, to develop the 
concept of collaborative working with other agencies. As part of this activity, the 
Force has been actively engaged with local partners in the Highland, Western Isles, 
Shetland and Orkney areas, to identify the potential for the establishment of joint 
working arrangements with these organisations.  
 
In the course of the early stages of the review, two business areas were considered 
but were ruled out as functions where no real savings could be made. These related 
to Support Staff Recruitment and Payroll. It was identified that the Force was already 
very efficient and effective in these areas as a consequence of the very lean 
business support model which had been developed in recent years. For this reason 
no opportunities were identified for the development of collaborative options in these 
areas of activity.  
 
Overall this work has presented a number of other opportunities which will be 
outlined fully in proposals to be formally presented to the Board on 26 November 
2010. This meeting will consider a range of issues including proposals to close a 
total of 16 police stations across the Highlands and Islands area.  
 
As part of this ongoing exercise, several opportunities for co-location have been 
identified in premises occupied by partner agencies. This provides an alternative 
means for community engagement and where appropriate staff deployment, to 
ensure that visibility is maintained without necessarily having to retain police stations 
in particular areas of the Force. The Board is of the view that it is incumbent on us, 
where costs allow, to seek alternative provision for public contact in those cases 
where local stations are to be closed.  
 
It is also considered that optimum use has to be made of buildings which we are able 
to retain and accordingly, opportunities for the sharing of accommodation have been 
pursued at a number of our own stations. This approach demonstrates the potential 
benefits of cross-public sector collaboration and will help to retain a number of those 
stations which are currently on the margins of viability as well as creating a culture of 
sharing accommodation and services with other public sector agencies.  
 
Discussion is ongoing to take forward proposals to introduce joint front counter 
initiatives at stations in a number of areas of the Force in the course of the next 
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financial year. A large amount of investigation and negotiation has taken place in 
terms of accommodating local authority staff to provide basic public access to front 
counter services.  
 
It is clear that should these initiatives proceed, it will improve our visibility at some 
locations where we do not presently have clerical support on site. In the course of 
the development of these proposals, there has been a recognition that the relevant 
organisations require to reduce costs. The focus has also been on effectiveness as 
well as economy, seeking maintenance of a quality service to achieve best value for 
our communities.  
 
In terms of operating costs related to buildings, this approach will allow savings to be 
generated by both Northern Constabulary and the relevant partner organisations to 
offset some of the impact from proposed budget reductions. A mutually acceptable 
reimbursement model has been considered and will have the potential to deliver 
benefits to all whilst avoiding complex and administratively expensive cross-
charging.  
 
It is also considered that the measures which are proposed in relation to shared 
services may also provide a template for further economies in terms of the disposal 
of premises and the future extension of co-locations and collaboration with partner 
agencies. 
 
What longer term planning is taking place in the light of the projected real 
terms cut in the Scottish Budget to 2014-15? 
 
Northern Constabulary has always been a constantly improving and progressive 
Force which has embraced change, is modern and in policing practice is innovative 
and often at the cutting edge.   
 
The activity referred to in this document in relation to our ongoing efficiency 
programme demonstrates the level of detailed work which has been undertaken to 
position the Force to meet the challenges presented by the projected real term 
budget cuts.  
 
These are extraordinary measures which have not been seen in modern times and in 
recent months have necessitated a consistent focus to assist the Force in developing 
a deliverable efficiency plan of cash cuts to the requisite level to balance the budget 
for 2011/12 and onwards.  
 
It is going to be difficult to maintain this momentum against a background of real-
term reductions however there is a strong commitment to this cause within the Force 
to develop approaches which will enable it to continue to innovate and improve whilst 
achieving these efficiencies.   
 
With regard to longer term planning at national level, the review of the Sustainability 
of Policing in Scotland is ongoing and has been undertaken at great pace. Following 
the initial work, which was carried out by four Deputy Chief Constables into 
examining the structural question, a Sustainability Policing Sub-Group was convened 
and met initially on 8 October 2010 to progress this issue further.   
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Longer term planning at the local level cannot be undertaken in isolation from such a 
fundamental and potentially radical review. Northern Constabulary‟s position on this 
issue has always remained consistent, with a commitment to engage in any national 
debate around the restructuring of the Police Service in Scotland. The ongoing work 
of the project has involved a review of all data which has already been collected to 
ensure a full and detailed appraisal of the various options which are under 
consideration.  
 
The Board has consistently stated that centralised or three force models are not the 
only structures to be pursued, as it could a mean a loss of local democratic 
accountability and resource allocation, leading to an overall reduction in public 
confidence in relation to the quality of the delivery of vital services to the population 
of the Highlands and Islands area.   
 
Northern Constabulary is already financially very efficient and rather than stripping 
out resource and functions, it is considered that the focus should be on maintaining 
the highest standards to deliver the full range of policing services in the Highlands 
and Islands area. As part of the fast moving and ongoing restructuring debate, the 
Board believes there is more than sufficient evidence to mount a very strong 
argument for a four-force structure which retains a North of Scotland solution at the 
heart of any future service model.  
 
In order to contribute to this ongoing debate, a discussion paper has been prepared 
by the Force and submitted for the consideration of the Sustainability Policing Sub-
Group. This paper, which is shown at appendix B to this document, sets out the 
arguments for the inclusion of a four force model in the options appraisal.  
 
Whilst it is understood that it will not be possible to assess every possible option 
fully, it has been agreed that a „short-list‟ will be identified of no more than three or 
four models for detailed assessment. It is the view of the Board that any change 
which takes place in relation to policing structures in Scotland should be based on 
performance evidence, sound logic and economics and must have community 
support and confidence.  

Whilst the Board is not complacent, the Force delivers very high levels of service in 
an accountable, efficient and effective manner. It is considered that any significant 
move away from the current structure, without evidence that current levels of 
services will be at least maintained, would not be welcomed by the population of the 
Highlands and Islands area. 

 


