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ACPO Excellence in Policing 
Conference
Where the costs lie

www.npia.police.uk

Overview

• The financial context

• Getting to grips with the data

• Why we need to go beyond just cost and 
“economy”

• Considering quality and demand

• Using the evidence base  - if over 80% of our cost 
is people are they doing the right things?
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Context

• SR announced a 20% real terms cut in central 
grant by 2014/15 – this is sharply frontloaded 
over the four years.

• Assumed to be a 14% real terms reduction in 
total budget.

• 12% cash reduction in central funding (from 
£9.7bn in 2010/11 to £8.5bn in 2014/15), 

• Taking into account OBR precept assumptions, 
and ignoring inflation, the overall cut has been 
presented as little as 6% in recent times!

• Currently mid way through the 1st year of SR
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SR Challenge

• Different forces have very different 
challenges

• Cuts vary significantly between forces –
from 8% - 19% of GRE in real terms

• HMIC found that:
– The police workforce is set to shrink by 34,100

– 26 forces had a shortfall in their costed plans 
totalling some £0.5bn

– All forces stated an intention to reduce crime 
and of these 17 had a quantified target

– Calls for better quality information and data
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Getting to grips with the 
challenge

• Best place to start – where the money is 
and, crucially, how this compares with 
others.

• Nationally sources;
– CIPFA accounts data

– CIPFA POA

– [Home office ADR data]

• NPIA have done a variety of comparative 
analyses that can provide a useful starting 
point

www.npia.police.uk

Range of “risk factors”

Modelling differential 

impacts of funding 
reduction

Cost comparisons using 

CIPFA data
HMIC readiness 

assessments
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Cost Comparisons

Staff costs - proportional Expenditure
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Force 1 has relatively high 

police officer costs – could it 
save money be civilianising?
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When outsourced staff 

costs are included it looks 
average
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Understanding cost, quality 
and demand

• Important that you understand the costs of the 
business (rather than what the £ is spent on)

• For some areas this is straightforward – in other its 
more complex

• This is the starting point for any programme of 
cost reduction – and if done consistently it allows 
you to benchmark and share

• It is also critical when you look to partner or 
outsource – and this is increasing
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HMIC found consistent approaches to 
efficiency, but need to share and 
compare more

Methods found to improve 
efficiency

• Demand analysis

• Back office remodelling

• Shift pattern review

• Middle office remodelling

• Response modelling

• Reallocation of workforce between 
functions

• Collaboration (with cash identified)

• New BCU/Policing Model

• Outsourcing

• Shared service centres

• Neighbourhood remodelling

Recommendations of HMIC

• Share quality, checked information 
between forces and authorities on the 
potential yield from different choices 
about workforce, process improvement 
and economies of scale

• Share information between forces and 
authorities about the optimum 
sequencing of change: reducing 
bureaucracy before improving processes 
and information systems, and then 
collaboration

• Seek good quality objective and 
comparative information on the potential 
benefits from different private sector or 
public sector joint venture initiatives

• Arrive at a broadly agreed set of ideas 
about transformation so that decision 
makers have a common language

www.npia.police.uk

Private sector partnering is 
increasing
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Understanding your costs

Cost of locations per staff member
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Property attributes

Headcount (max value)>> 200

Distance between 2,000 m

properties (max)>>

100% of properties

67% of properties

88.89% of properties with less than 200 staff are 

within 2000 metres of another property

Estates costs

Dummy data sets – full 

workbook on POLKA
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Sometimes your cost is more 
complex…..how much is this?
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Understanding your quality…

Quality of intelligence in force IT systems
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Identifies areas where 

rework was necessary 
– potential inefficiency.

Potential 

waste?

Dummy data sets – full 

workbook on POLKA
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Understanding your 
demand

Chart 1.  Custody occupancy (whole force), by hour, throughout the year

Top 10 busy hours in data

Rank Occupancy (No.) Date and Time

1 68 Sat 19 Dec 2009 06:01

2 67 Sat 19 Dec 2009 05:01

3 66 Sat 19 Dec 2009 07:01

4 65 Sat 19 Dec 2009 04:01

5 64 Sat 19 Dec 2009 08:01

6 63 Sat 19 Dec 2009 03:01

7 60 Sat 19 Dec 2009 02:01

8 59 Fri 01 Jan 2010 08:01

9 58 Fri 01 Jan 2010 05:01

10 58 Fri 01 Jan 2010 05:01

Top 10 busy days in data

Rank Occupancy (No.) Date and Time

1 68 Sat 19 Dec 2009

2 59 Fri 01 Jan 2010

3 56 Sun 07 Feb 2010

4 54 Sat 31 Oct 2009

5 52 Sat 15 Aug 2009

6 51 Mon 31 Aug 2009

7 50 Sun 14 Feb 2010

8 50 Sun 27 Dec 2009

9 50 Sat 01 Aug 2009

10 49 Sun 01 Nov 2009

Click on a point in the chart to indentify a particular date and time
Orange line shows the one week moving average in the data

Red dashed line shows the maximum capacity. You can set this value on the summary sheet,

next to the list of custody suites

Custody occupancy (whole force), by hour, throughout the year
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Peaks in the data illustrate 

how many times a 

particular level of 

occupancy is reached.  It 

should also be possible to 

see any clear seasonality 

in the data. 

May find that occupancy 

will peak at the following 

times:

* Weekends before & after 

Christmas.
* New Year's eve.

* Bank Holiday weekends 

during the summer.

* Dates (esp weekends) 

around other notable 

festivals (eg, Guy Fawkes 

night, Halloween, 

Valentines day)

Dummy data sets – full workbook 

on POLKA
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And why that’s important…..

OCCUPANCY AND CAPACITY

Chart 1. Distribution of occupancy levels

 AnyForce1 - Distribution of custody levels. (01/04/09) to (01/04/10), (365 days, n=17601)

AnyForce1 - Distribution of custody levels.

(01/04/09) to (01/04/10), (365 days, n=17601)

0.0%

1.0%

2.0%

3.0%

4.0%

5.0%

6.0%

7.0%

0 2 4 6 8 10 12 14 16 18 20 22 24 26 28 30 32 34 36 38 40 42 44 46 48 50 52 54 56 58 60 62 64 66 68

No. of Occupants

A
p
p
ro
x
. 
p
e
rc
e
n
ta
g
e
 o
f 
ti
m
e

Interpretation:

Chart 1 shows the distribution of occupancy 

levels in the data. 

A peak over towards the right hand side is 

indicative of a system operating close to its 

maximum capacity for long periods.

A peak on the left hand side indicates a 

system that carries excess capacity. This 

may be desirable to cope with peaks in 

demand. However, the further to the left 

the peak is, and the smaller the bars on the 

right hand side, the more evidence that 

there is excess cell capacity in the system.

Dummy data sets – full 

workbook on POLKA
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Really understanding your demand…

Projected violent crime trend to December 2013  

Violence against the person (Apr 04 - Jan11).  

Actual figures (red), plus 3yr linear trend projections (grey), and 2yr seasonal forecast (blue)
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Trend 
• Continuing decrease in volume 

(based on recorded crime data from 
2004 to 2011) 

 

 
Monthly demand on the frontline1  
• Dec 2010: 36 crimes/frontline officer 
• Dec 2013: 36 crimes/frontline officer  

 
 
Average cost to police Dec 20132 

• £54m per month 
 
 

Factors influencing the trend 
• The future trend in violent crime may 

be affected by drivers summarised 

below which were identified from the 
literature. In addition, police activity 
e.g. focus on patrolling the night 
time economy, encouragement of 

increased reporting of sexual 
offences could inflate (or decrease) 
the number of crimes recorded.  

 

 

                                       
1 Figures for the number of frontline officers have been taken from the HMIC report ‘Adapting to Austerity’. The number of frontline officers at 31 March 

2010 has been used to estimate the Dec 2010 demand and the estimated March 2012 figures has been used to estimate the Dec 2013 demand. 
2 Based on Home Office (2005) ‘The economic and social costs of crime against individuals and households 2003/04’. Home Office Online Report 03/05 
adjusted using 2010 prices 
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80% of cost Is people

• So its critical to understand what they are 
doing;

• Understanding costs and drivers underpin 
this but;

• Does tasking process work?

• Is it evidence based?

• Is it specific?
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E.G Repeat victimisation –
save money & raise performance

• Predictable
• Rapid
• Same offenders

COST EFFECTIVE!
• Concentrates effort on 

areas of highest crime
• Concentrates effort on 

victims at risk
• Resources can be focused 

temporally
• Links prevention and 

detection 
• Focus on serious and 

prolific offenders

Not that old 
chestnut….

www.npia.police.uk
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Burgled home

Not all on same day

Bowers & Johnson (2005)
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Neighbour effects (‘Near repeats’)

Bowers & Johnson (2005)

Day 1

Day 2

Day 5

Day 7

Interesting

Unfortunate

Careless?

What is the cost to the organisation of predictable/preventable events?
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Usual route Predictive adjusted route

Future directions – predictive patrol 
routes between non-urgent calls?

We spend an awful lot of time and energy 

looking at the back office.
How specific are we in tasking the majority of 
the resource?


