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Deputy J.M. Macgon of St. Saviour (Chairman):

Good afternoon, gentlemen and lady. Thank you for attending this hearing on the medium-
term financial plan of the Education and Home Affairs Scrutiny Panel. For the transcript, | will
ask if everyone could introduce themselves and also if the witnesses could make themselves
aware of the statement which provides them with a protection in front of this Scrutiny hearing.

So | will start by introducing myself, the Chairman of the Panel, Deputy Jeremy Macon.

Connétable M.P.S. Le Troquer of St. Martin:
Michel Le Troquer, Connétable of St. Martin.

Connétable S.W. Pallet of St. Brelade:
Steve Pallett, Connétable of St. Brelade.

Mr. M. Robbins (Scrutiny Officer):
Mick Robbins, Scrutiny Officer.



The Minister for Home Affairs:

Senator lan Le Marquand, Minister for Home Affairs.

Chief of Police:

Mike Bowron, Chief Officer, States of Jersey Police.

Chief Officer, Home Affairs:

Steven Austin-Vautier, Chief Officer, Home Affairs.

Finance Director:

Liz Middleton, Finance Director, Home Affairs.

Deputy J.M. Macon:

Welcome to you all and thank you for being here today. First of all, can | begin by thanking
the department and officers for answering the questions that we received from the Corporate
Affairs Sub-Panel in order to help us with our work looking at the medium-term financial plan.
That was turned around and given back to us in quite a speedy manner, and we are very
grateful for that. We have a few supplementary questions; if we can go through that format to
ask so that we have a better understanding, and that is the method which we would like to
adopt, just so everyone is clear. The first question which we would like to put: we are aware
that when the States adopts the medium-term financial plan, in reality, what they are adopting
is overall spending limits and what is presented to us is a will of intent, how each department
intends to spend the money, though there is not anything, apart from goodwill, to bind a
Minister to what is in the plan. The first question which we would like to put, Minister, is given
that a lot of time and effort has been put into sorting the budget and the growth bids, et
cetera, for the Home Affairs Department, what confidence do you have that what has been
put in here will be delivered or spent in the way that has been presented?

The Minister for Home Affairs:

Well, in order to balance our books over the 3-year period, if things go in the middle line of
where | think the C.S.R. (Comprehensive Spending Review) savings are going to go in that
period, then we need to underspend by £200,000 each year in order to balance the situation.

We currently have approaching £1.5 million ... it has come down from that to £1.4 million of
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items which potentially would not succeed fully in relation to the C.S.R. The evaluation that
was dealt with by officers of that is we think the level of failure of that is going to be of the
order of £600,000 a year. We had at the end of the year available for pushing forward to
future years just under £1 million. We need to arrive at a figure of £1.2 million in carry
forwards by the end of this year, and then we need to save £200,000 out of each year in
order to balance the expected £600,000 per year of the C.S.R. process, if that makes sense
to you: 3 times £600,000 equals £1.8 million, and £1.2 million plus 3 times £200,000 equals
£1.8 million. So you will see that we are massively juggling the figures. This is the sort of
exercise that happens in practice in the budgetary process with every department. It is
particularly unusual because Home Affairs is committed to particular levels of savings within
the C.S.R. process. What we have been doing - and | am very grateful for the work done by
my chief officers and the section heads who are below them, in the case of Steven Austin-
Vautier - is accelerating forward savings in order to build up a pot to offset the degree to
which we do not think we will make the savings as per the C.S.R. process. So | have given
you the global figure, and I think | have sort of obliquely answered your question, but what |
am saying is | have got to the point where we will be able to deliver our current levels of
service and anticipated levels of service within these global figures over the 3-year period,
but we will not deliver it precisely in the format that is required, because we need to save
£200,000 to put towards other things.

Deputy J.M. Macon:

We will be asking about that in a minute. If | can just move on. Looking at question 2,
looking at your growth commitments, some have perhaps slightly shifted to other areas. |
note the Sex Offenders’ legislation is going to be transferred to the Judicial Greffe and
Probation and Health and Social Services. What my concern is is sometimes when things
get handed from one department to another, the correct follow-up in ensuring that these
things are delivered may not necessarily occur, and that is not a criticism of any one in
particular, it is just what happens in the States system now and again. Can you just explain

what kind of mechanism has been put in place?

The Minister for Home Affairs:
Well, | think Probation and Health and Social Services is straightforward, because they have
more staff requirements as a result of the Sex Offenders’ legislation. The Judicial Greffe

figure is to a degree a little bit ... perhaps that is too strong, but it is an estimate. Because at
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the time when the proposition was taken to the States, we made an estimate of what the cost
would be out of court and case costs in relation to legal representation on appeals and things
of that nature. Now, that figure is inherently uncertain; it could be more, it could be less.
These figures, | think, are still based on the best estimate. | am looking at Steven to see if

we are still working on the same figures.

Chief Officer, Home Affairs:

We are, but while | am speaking, it is not that the responsibility for the legislation has been
transferred, it is merely a budgetary transfer, and the lion’s share of that figure was to do with
legal costs and the claims that would be put in. The responsibility for paying the claims lies
with the Judicial Greffe, so it is an administrative matter rather than a transfer of
responsibility, if that helps.

The Minister for Home Affairs:
Yes. But | think the point that the Chairman would be making is what guarantees are there
that the Greffe will not spend it on something else, because this was designed for a specific

purpose; in fact, they should not spend it on something else.

Chief Officer, Home Affairs:

They should not, but unlike a couple of years ago, there are now court and case costs review
meetings; before it was “fire and forget” where court and case costs provision was
concerned; once you had the budget, there was not an awful lot of oversight. But now, in
fact, the Police Chief is probably more involved in that than |, because an element of court
and case costs goes to the Police and Customs, for example. So there are regular meetings
with the Treasury now in order to scrutinise how the money has been spent, all with the aim

of staying within a budget rather than letting it free flow.

Deputy J.M. Macon:

So will this then just be part of that overall pot; it is not going to divide into anything else?

Chief Officer, Home Affairs:

It is part of an overall annual court and case costs provision.

Finance Director:



If I could perhaps help there, because | sit on the review group with one of the guys from the
Treasury; we meet quarterly. There are people there from the Bailiff’'s Office, the Greffe, the
Law Officers, and we go through case by case anything that is outstanding, the forecasts of
what the actual court and case costs are going to be, and that is recorded and reported on
quarterly. As for looking back to the court and case costs, part of this figure was £700,000.
As far as | am aware, there is not a process to track that figure, but it is certainly a question
that could have been asked following the adoption of the report and proposition by the States
because, as the Minister said, the original figures for court and case costs were based on
estimates, whereas the other departments: Home Affairs, Health and Probation, were based
on actual posts, so we do not ... there are people in posts there. The court and case costs is

more of a rounded estimate.

[15:15]

Chief Officer, Home Affairs:
A guestimate of what costs claims might come forward.

Deputy J.M. Macon:
Thank you. We note your answer to question 3, talking about the staffing levels. If you could
just possibly talk about that a little bit more because we do understand that, for example, the

civilianisation of certain police posts must fall into this category as well.

Finance Director:

If I could perhaps start and then someone else can then interrupt me. Basically, what we are
saying is that the overall manpower figures for Home Affairs over the next 3 years are only
impacted by the changes to the C.S.R. programme, and we have built in set reductions
detailed in the 2012 Business Plan. Part of the proposals over the next 3 years, as you say,
for the police modernisation, we probably will not lose posts, but we will be replacing the
uniformed officer with a civilian, so there will be a cash saving, but not necessarily a post
saving. Over the 3-year period for Home Affairs, we were losing - | have not brought my
spectacles - 23.8 F.T.E.s (Full-Time Equivalents) between 11 and 13, and those figures tie in
with our C.S.R. proposals.

Chief of Police:



The headcount will be the same.

The Minister for Home Affairs:

We have answered your question very literally because we have assumed that when you
said you had not allowed for it in the 2012 Annual Business Plan, that that included
anticipated things in the 2013 C.S.R. savings. | think that is right. So if it was in the 2013
predicted C.S.R. savings, we have not put it in here because we assumed that was caught
up in the 2012 Annual Business Plan. If that was not your intention, then we will need to tell
you what is in the 2013 plan.

Deputy J.M. Macon:

Well, why not ask that question as we are being invited to.

The Minister for Home Affairs:

| do not know the answer to that in terms of staff numbers.

Chief Officer, Home Affairs:

Yes. Do you want the number of posts next year, do you?

Deputy J.M. Macon:

Yes, please.

Chief Officer, Home Affairs:
8 and a half.

Deputy J.M. Macon:

In addition or a reduction, sorry?

Finance Director:

It is a reduction.

Chief Officer, Home Affairs:

Across the whole of Home Affairs.



Chief of Police:

Yes. That is not just police.

Finance Director:

No, that is everybody.

Chief of Police:
Our head count will be, by and large, the same as it is now, it is just that some people will be
doing different things in different forms, but the overall 321, or whatever it is, including cops

and support staff, will remain the same.

Finance Director:

In terms of the 3-year period of the medium-term financial plan, the Home Affairs F.T.E(full-
time) figure will be less at the end than it was at the start, and that ties in with all our C.S.R.
projects. Other changes could be managed within our bottom line head count and F.T.E

figure.

Deputy J.M. Macon:
Just for the record can | ask, those 6 or 8 posts you have highlighted, where will they be

going from?

Chief Officer, Home Affairs:

Yes. | will give you some examples. There is one at the field squadron; there is a
maintenance post there. There is one at the Prison, which is a change in the way that
forensic psychology is delivered, so we have reduced the posts there. There is one in the
prison education side. It was going to be a Deputy Head of Learning and Skills, but it is from
another area there now, because we ran that light for a while as a trial but found we needed
that post. But we are taking one out of Learning and Skills. We have had one in my area
over there in Community Safety, we have gone down to half a post there, but we have topped
up by half for a project manager for the C.S.R. programme, so we have had an offset there.
There are 2 projected for the Young Offenders’ Institution saving, as was projected for the
prison. We will probably lose the post, but we will still have to maintain the Young Offenders’
Institution, as it happens, that will not be going as a saving as such, but the head count will

come down. The biggest one is in repatriation of prisoners. This is one where there will be
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some slippage, through probably to 2014 at least, and that is one reason why we are asking
to carry forward money to cover the slippage. We need at least another year, 18 months in
order to reduce the prison population because, as | think | have said before at other hearings,
the saving is in reducing the staff complement and not necessarily the number of prisoners,
because you need to reduce the size of the overall prison facilities. So that is most of them |

have mentioned, | think.

Deputy J.M. Macon:
Thank you. We also note, and again just for the record, that the proposal for the Fire and
Rescue and Ambulance Service is now not going to be progressed. | know we have been

here before, but can you, Mr. Minister, please just explain why this is not going ahead?

The Minister for Home Affairs:

Well, Health and Social Services wanted to retain control of the Ambulance Service as a part
of their services; that is the simple reason. What has happened, in fact though, is we have
been credited as if we have made the saving within the medium-term financial plan, so we

have not suffered any loss by virtue of that saving not being made; it has been credited to us.

Deputy J.M. Macon:
What was the process, how did that happen?

The Minister for Home Affairs:

We have been given another £114,000.

Chief Officer, Home Affairs:
Yes. We have had our cash limit for next year readjusted and credited with £114,000, | think
it is reflected in the M.T.F.P (medium-term financial plan).

Finance Director:

Itis.

Chief Officer, Home Affairs:

Yes. It has already been done.



The Minister for Home Affairs:

As if we had made the saving, which we have not.

Deputy J.M. Macon:
Thank you. Turning to point 4, and we thank you for attachment A, one question which we
just wanted to ask is: going forward, the figures for the baseline of the department, we

believe they have been, but just to check that they have been adjusted in the way of inflation.

Finance Director:

Yes.

Deputy J.M. Macon:
Thank you.

The Minister for Home Affairs:
And anticipated salary increases, | think.

Finance Director:
No, not yet. There is no adjustment in departmental cash limits for any salary changes over
the period. The provision is being held centrally until a new pay deal has been agreed and

departments’ budgets will be enhanced, says she, hopefully.

The Minister for Home Affairs:

But the provision exists?

Finance Director:

The provision does exist, but not at this stage ...
The Minister for Home Affairs:
And the anticipation is we will get compensating money provided the deals that are done are

within the final offer range.

Deputy J.M. Macon:



Then the costings that have been provided here, are they from the department or are they

from Treasury?

Finance Director:

They are from the department. We get the overall figure from the Treasury, the top-line
figure, and then we base the departmental breakdown on historical data and up-rating, as
you mentioned, with the price inflation both applying to income and to expenditure. We know
where the C.S.R. commitments are for each service area, so they have been adjusted, and
that is the same with the growth that has been proposed in the medium-term financial plan
and also procurement savings that we have split up over the service areas to give the
indicative cash limits here. As you are aware with the 2 accounting officers, once the States
has agreed the medium-term financial plan, then the Minister will formally allocate the budget

between the 2 accounting officers for them to manage.

Deputy J.M. Macon:
Thank you.

The Minister for Home Affairs:

| think I am right in saying these figures do not take into account the carry forwards.

Finance Director:

No, they do not.

The Minister for Home Affairs:
So the carry forward sum, the £1.2 million by the end of the year, will be in addition to these

figures.

Deputy J.M. Macon:

Right, | see. Where would they show up then in the document?

Finance Director:
In terms of the medium-term financial plan, we are looking backward to last year's carry
forward, but then in terms of reporting, the way that the information will be presented is the

original budget, as per the medium-term financial plan, and then the carry forward is
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additional to that which, when it comes to the financial report and accounts, are shown
separately. But our final results at the year end take every amount of budget we have had,

be it through original budgets, budget transfer, or carry forward.

Deputy J.M. Macon:
Thank you. Moving on to part 5, looking at the services and how they are going to change.
We note that passport printing seems to be a fait accompli now, though we do wonder what

service level agreement has been put in place, because we note things like delays, et cetera.

The Minister for Home Affairs:

It has not, | am afraid. The timing with the negotiations has been held up, as | understand it,
because of negotiations taking place at the same time as the U.K. (United Kingdom)
negotiation ... or am | talking nonsense? | know there was a reason when | broached it today
at the monthly ministerial meeting, but nominally | have been saying since September, | think,

we need to start negotiations.

Chief Officer, Home Affairs:

Yes, that is right. We are just not that far advanced yet, it is just a decision in principle that
they will be produced, printed off-Island, but we are just not that far ahead in the negotiations
to have reached any agreements yet.

Deputy J.M. Macon:
When, then, is the printing supposed to commence in the U.K.? Because presumably it was
tied into a saving in Jersey.

Chief Officer, Home Affairs:
It is as loose as some time next year, but there are no dates that you can put any certainty to
that we have been given to us, | think I am right in saying that.

Deputy J.M. Macon:
So what is the implication for things like having the books here and the resourcing in order to
do that?

Chief Officer, Home Affairs:
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We did buy in a larger consignment of books that we currently use in order to cover delays,
so we do have a large stock so that we can print passports on Island until this programme is

put together, so that was part of our risk management of the situation, if you like.

Deputy J.M. Macon:

Thank you. We also note the zero-hours tutors at the prison. Obviously, we had had the
annual report from the prison showing that many educational courses had been taken up,
and it was something which we praised. What will be the impact of moving to this different

system?

The Minister for Home Affairs:

Essentially, it will be a narrowing of ... I will call them non-core educational activities. With
the reduction in overall numbers that we are anticipating, you would not expect to be able to
offer as wide a range of what | call non-core educational activities, and so we would expect a
reduction in terms of the types of such activities that were available as a result of the
reduction in the numbers. Curiously enough, we are already seeing this year a reduction in
numbers in the prison, of about 20, which is not caused by the repatriation of prisoners, so
we are more confident in terms of the overall savings than we were 6 months ago, simply
because our prison numbers are already dropping. But | think | am right in saying ... | have
called it the non-core activities ...

Chief Officer, Home Affairs:

Yes. There would be a reduction of about £10,000 in that, about half, I think, if | remember
rightly. But yes, as the Minister says, if the population is planned to go down, you would
reduce those anyway, but the Governor just intends to target the budget to where it is most

needed.

Deputy J.M. Macon:

What analysis has there been on looking at, for example, the success or employability of
inmates after their partaking of the non-core courses as compared to the core courses, as it

were?

The Minister for Home Affairs:
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| think it is too early to say because normally you do analysis based upon performance over a
period of time after people have left prison. Certainly, we have discussed before, | am pretty
sure, that the present Governor announced it has not yet been done because the changeover
of systems took place during 2008 for the new schemes. We have still got a lot of people still
serving their sentence, and so you need people to have left prison and then you can start to

judge.

Chief of Police:

If they start repatriating, we will never know.

The Minister for Home Affairs:

That is right because if you repatriate, you are not trying to ...

Chief Officer, Home Affairs:

But a lot of effort goes into trying to place people leaving the prison, and the success rate is
pretty good. The trouble is, the longer they are out, you lose track. You could put a lot of
effort into placing somebody and they would have a job for 4 or 5 weeks and for some reason
they lose it, but if you are not in regular contact, it is very difficult to capture those changes

that take place.

Chief of Police:
They have tried this in the U.K. many times, and it is the tracking and the resource. It is

probably easier in Jersey, but certainly in the U.K. it has been tried and failed many times.
[15:30]

Deputy J.M. Macon:

| suppose the issue is if one is reducing the amount of core courses offered, which is
effectively the point ...

The Minister for Home Affairs:

| do not think it is the core courses, | have called them “non-core.” 1 think | am right, am |

not?
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Chief Officer, Home Affairs:

That is right. | mean the zero-hours tutors fulfil a specialist need, so you buy in a particular
thing; if you have got somebody who wants to do something particular, or a small group of
people. But by far and away the biggest learning and skills provision is all the carpentry,
building skills, horticultural work, plus the placements that take place outside when somebody

is at an advanced stage in their sentence.

The Minister for Home Affairs:

And the basic education programmes.

Chief Officer, Home Affairs:
And that, yes. That is by far and away the lion’s share of education. This is a tiny top-up,

really.

The Connétable of St. Brelade:

You have sort of answered my question | was going to ask about what is the rationale for
going down the zero-hours tutor route? Obviously, it is specialised, but is there not a danger
or is there not an opportunity, or maybe a risk to some degree, that you can use zero-hours-
type tutors or zero-hours type labour in other services within the prison or other services
within Home Affairs? Is that an option that you are looking to make savings on in the future,
or can you see any savings that can be made by offering zero-hours contracts for other types

of staff?

The Minister for Home Affairs:

In people within the police force.

Chief of Police:
Yes. | have been speaking to the Senior HR manager, Home Affairs about this; similar

opportunities in the police, short-term stuff.
The Connétable of St. Brelade:

Because it has been a fairly controversial subject within the States in terms of whether it is

the right route to go, if it fits the States.
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Chief of Police:

As a part of our overall workforce modernisation programme, it should be one of the tools, |
think, in appropriate places. Of course, conversely, also, we have realised that we have
always got people on restricted duties, cops who have been injured on duty, and | am looking
at a number of our full-time posts, which are not necessarily high-skilled posts but behind the
scenes, that we will not fill now because we know we are always going to have 5 per cent to
10 per cent of people on restricted duties who can slot into those, and that will save us quite
a bit of money in terms of temporary contracts, and things like that.

The Connétable of St. Brelade:

| can see the value behind zero-hours contracts as long as they are used in the right way and
they are not used for people that are doing regular work week-by-week, month-by-month.
Again, | think it has been misused at times and is there not a risk that that could happen

within those types of contracts within Home Affairs?

The Minister for Home Affairs:

| think that only really could happen where you had a specialist task which had massively
variable hours and you wanted to retain someone to do that. Otherwise, if you did not retain
them on that sort of basis, you would end up having to train up somebody else who was
already doing a full-time job to do this as an additional specialisation.

Chief of Police:
For example, if we recruit say a former detective to be called in when | need them on a zero-
hours contract, when we have got a particular rush or a particularly large job, and say: “Will

you come in for ...” and that would be an ideal example of a zero-hours contract to fill
organisational needs, and it meets the needs of the individual because they are flexible and

probably retired.

The Minister for Home Affairs:

It is not unusual in organisations; the Judicial Greffe sometimes uses people like this if it
could have a particularly lengthy case, and they have got someone with skills who is retired,
that they will bring them in, shall we say, to do a 2-week case, and it creates a situation in

which you have got more flexibility.
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Chief of Police:

A perfect example would be in policing cold case reviews, because obviously with scientific
developments in D.N.A. (desoxyribosenucleic acid) you suddenly realise that a case that had
been filed 10 years ago because the science was not there, the science now is there, and
you can dig the papers out and call somebody in for 2 months, whatever, and say: “Look,
please can you take this, there is new evidence. Let us see whether we can get the

offender.” That would be a perfect example of a zero-hours contract.

The Minister for Home Affairs:

You would not want to use it wider than these few areas, especially with police, where police
officers have got to work interchangeably, and there is a huge element of flexibility. You do
not want to use it where you have particular specialist areas, it seems to me, that had a great

fluctuation of hours; | do not think it would work anywhere else.

Deputy J.M. Macon:
So then, if | understand it, from the Home Affairs Department there is no intention that a zero-

hours policy would become a significant part of how Home Affairs functions?

The Minister for Home Affairs:
No. Particularly for core activities, you need people who are there on a core basis.

Chief of Police:

Yes. Probably less than 2 per cent, | would think, at the most.

Deputy J.M. Macon:
Then again, | suppose part of that issue is always the relationship with the statutory

commitment that Home Affairs has to make. How much does that restrict the flexibility?

Chief Officer, Home Affairs:

| think virtually everything we do is done by statute so we do have to be careful. We know
that because a while ago we looked at prioritising our services and when we looked at that
criteria everybody was virtually the same, you could not separate anybody based on what is

a legal responsibility.
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The Minister for Home Affairs:

But the degree to which you fulfil your function will vary. There is nothing statutory that says
we have to provide educational courses within the prison; we choose to do so because it is
part of a modern regime of prison, not because there is anything which says we have to. We
have to run a prison, that is statutory, we have to run a police force. But there is a

responsibility.

Deputy J.M. Macon:
If I can move on then to the carry forwards, and you talked about how some of it is going to
be used from the 2012 amounts, but we know you have got some other figures here in the

C.S.R.. Of the ones that we have not discussed, can you just flesh out what is left?

The Minister for Home Affairs:

That is the almost £1 million from previous years, which | am sure you recall, which we have
to top up in this year to reach £1.2 million, and then we have to carry on making a £200,000
underspend to balance the anticipated £600,000 value of the C.S.R.

Chief of Police:
Shall | explain first what we are doing on the basis of the ...?

The Minister for Home Affairs:

Yes.

Chief of Police:

Obviously, we saw this coming and we have been running light for some time and accruing
savings in salaries to build up a cash pot to see us through the next 2 years, which are fairly
tough. So in terms of C.S.R. savings, for example, it is just about 46 per cent of the non-staff
budget for policing has gone in 2 years, in 2 tranches. It is not negotiable, it goes on 1st
January. So what | have done since | have been here is built up, accrued, a little pot by
saving at the moment things like Constables posts and some others, and doing some
workforce modernisation. So we are looking for another carry forward at the end of this year
to see us into 2013, and then subsequently into 2014, because it is not recurring, it will come
down. What | want to do is to match my natural wastage line with my recruiting line, always

running slightly lower than that, use the cash that | have accrued. The target is mid-2014, we
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will hit a flatline, which is our baseline budget, and we will be at the right number of people,
workforce modernised, and there will not be any further carry forward because we will have
spent it on salaries, because | think it is 86 per cent of my budget goes on salaries. | cannot
make people redundant, therefore, | cannot do any big bang approach, it has got to be a
measured approach, taking us through to fitting the medium-term financial plan middle of

2014, and then we will know we have flatlined, and | am pretty confident we can do that.

Deputy J.M. Macon:
Can you just explain how you managed to do that with Treasury in that | know when there are
carry forwards there is a slight battle in between what the Treasury wants to keep and what

the department wants to ...

Chief of Police:

Well, by explaining that very process, and that there is a science behind it and that it is
planned, it is not just accruing money for the sake of it, it is planned, and we are looking at
the numbers. The difficulty is, | have never made anyone redundant, but when you cannot
make people redundant, and you have got a £1.5 million cut in your budget over 2 years and
86 per cent of your budget is people, it is fairly obvious, you are cutting into people. So by

doing that in advance and accruing some money | do not get a big bang in 2014.

Chief Officer, Home Affairs:

But the Treasury always accepted the argument that the C.S.R. was 3 years, but there was
no science behind how that would play out in practice, and so they have always accepted
that if we have got difficult and novel savings to make, they might take another 2 years. So
we have not said we will not produce the money, what we have said is: “We will manage it

ourselves” so that those savings are sustainable in the longer run.

Chief of Police:

There are certain elements for me, Chairman, of the C.S.R. that, while you may understand
them on the paper, they are simply impossible to achieve because there may be terms and
conditions: it might be negotiating with the Bailiff in terms of prioritising certain elements of
the criminal justice process, which takes time. But the money has gone from the budget; we

have got to find it from somewhere.

18



Finance Director:

| think also, as the Police Chief said, we do keep an ongoing dialogue with Treasury; we have
got a very good relationship with the officers there. | meet on a quarterly basis with the
Treasurer now and each accounting officer - tomorrow, in fact - and we go through the
quarterly figures. 1 also meet on a monthly basis with senior officers of the Treasury. We
keep them up to speed with what our plans are, what our projections are so that they
understand the context rather than just saying on 31 December: “Oh, by the way, we have
not spent this money, we need it for next year.” We keep them in the loop as to all the

decision-making processes, and so far that has worked very well.

Chief of Police:
It is measured, it is pragmatic, it is scientific, and there are no tensions.

The Minister for Home Affairs:

| have to say that it is a great credit to the current Treasurer, who has taken a very pragmatic
approach to these things, and to the Minister for Treasury, but all departments have basically
had an understanding with the Minister for Treasury and the Treasurer for a number of years
that if we have started making our savings earlier by talking about: “We should cut 5 posts
earlier” that we would be able to keep that carry forward in order to support the overall
process, and that has been incredibly helpful, and enabled us to have the sort the planning,
which | have given you today, in terms of how much we need to put away and how much to

cover the future.

The Connétable of St. Brelade:
You have got an extremely well-run department and obviously you have had carry forwards.
Could you, just for the record, if you had not been able to carry these funds forward, what

would that have meant to the department? What would that have meant to the police?

Chief of Police:

Huge difference ...

The Minister for Home Affairs:
It would be £600,000 short.
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Chief of Police:

For £600,000, I would have to get rid of 12 cops: experienced, £50,000 with bells and
whistles and training, a 12-year police officer, they would have had to go. But again, natural
wastage, you cannot guarantee we are going to lose 12 in a year, so | would be then forced

with: “Can | have some more, please, to make redundant?”

The Minister for Home Affairs:

| think that we have pretty well run out of options other than the police force. At the end of
the day, if we were forced to produce the C.S.R. savings which | had indicated we could do
and submitted by departments too, it was going to be policemen, because we had nowhere
else to go. You know that it was a push with Customs and Immigration and they made their
savings early, as with the Fire and Rescue Service. Prison made immense strides in a whole
number of ways, and is still in the process of delivering. It would either have been that or |
would have to go back to my colleagues at the Council of Ministers and say: “Well, look, | am
sorry chaps, we have done our very best but we have not succeeded in producing the
figures.” There was always, curiously enough, a figure of £614,000 which was in the
calculations of which was unclear. | described it as “nebulous.” When we started the
process | was being asked to make £1.6 million of what | described as “nebulosity” (if there is
such a word) and | haggled my colleagues down to £600,000 on the basis of that is what |
thought we could do. In fact, it is ironical, we would be short by exactly that £600,000, apart

from the fact that we have been able to accelerate the process forward.

The Connétable of St. Brelade:
By retaining those carry forwards, what else have you been able to do with that money?

Obviously some of it has gone into ...

The Minister for Home Affairs:

The other things are things we are already committed to. One of the strange aspects of the
budgetary system is if you know they need some windows to be done up at the T.A.
(Territorial Army) Centre, for example from a previous year, but you are not able to do the
work in the year, you then need to carry that forward. That is different to the system when |
was a Chief Officer, whereby you could place an order at the end of the year and keep the
money, provided you placed an order. Now you cannot do that, you have to do that out of

underspends, you have to carry it forward. So it is kind of just technical, really, because you
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had this money to do certain things in a particular year, you have not done them, and | think

the whole of the remaining items fall within that category.

Chief of Police:
Mine is certainly salary savings, there are no capital projects or anything, it was simply
planned salary savings to mitigate the 2-step drop as a consequence of the C.S.R. beginning

to cut in.

[15:45]

The Connétable of St. Martin:
The new officers you take on now, are they on different terms and conditions?

Chief of Police:

New police officers?

The Connétable of St. Martin:

Yes, police officers.

Chief of Police:

No, they will be on the same terms and conditions, but ...

The Connétable of St. Martin:

Same pension as well?

Chief of Police:

Over time that does change, does it not? | think the ...

The Connétable of St. Martin:

You see, | was on an older scheme ...

Chief of Police:
One-forty-fifth; it is not one-sixtieth, and | think the proposal is one-eightieth? | do not know.

But they do change every time.
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The Minister for Home Affairs:

It is still one-sixtieth.

Chief of Police:

It is one-sixtieth now. | think in your day it would have been one-forty-fifth.

The Minister for Home Affairs:

It shows how long you were in business.

Chief of Police:
In fact, there are changes to terms and conditions so, for example, the C.S.R.: C.I.D.
(Criminal Investigation Department) allowance, plain clothes allowance, on-call allowances.

Medical went in 2006. | do not get those allowances; | came in 2 months ago.

The Connétable of St. Martin:

Is there still optical?

The Minister for Home Affairs:

We are at a sensitive point here because the negotiations are done by the S.E.B. (States
Employment Board). Now, | understand that we are very close; | am looking at Steven to see
what | can properly say at this point. | understand that it is very close to a settlement

between the police and the S.E.B.

Chief Officer, Home Affairs:
Yes. That is right. On police pay.

The Minister for Home Affairs:

We will have to see whether ...

Chief of Police:

By point of fact, medical and optical, it was negotiated down in 2006 for new members.

Finance Director:

22



This ties in with what we discussed earlier about going into camera for, so everything is

linked, so it might be worth it.

Deputy J.M. Macon:
Yes. Okay. We shall come back to that.

The Connétable of St. Brelade:
You did say before that you would need to underspend, make further savings of £200,000 to

balance the books at the end of this year, is that correct?

The Minister for Home Affairs:
That is correct if my guesstimate is correct that the C.S.R. savings would fail by £600,000 a
year. If | was wrong and they failed by £700,000 a year, then we would need to save

£300,000 a year. lItis in all departments within this.

The Connétable of St. Brelade:
Is there anything within your budget that you can use for contingencies; if you had another

Haut de la Garenne, for example?

The Minister for Home Affairs:
No, that could be dealt with within the wider contingencies provision, it is not a departmental
contingencies provision. Steven has historically had his own methodology for creating an

internal contingency fund.

Chief Officer, Home Affairs:

Yes. | think any accounting officer who wants to be an accounting officer with any longevity
keeps a small contingency in the department. | will give you an example, the fire at the
gasometer, the Fire and Rescue Service budget will not stand that because it is not catered
for. That is the sort of thing where you would like to think that, within the Home Affairs
budget, you could fund it without going cap in hand to the Treasury every 5 minutes, so we

do try and manage that.

The Connétable of St. Brelade:
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I am only interested in one part of the contingency, where they look forward to it, is that it
does say that departments are encouraged to build up their own contingencies. Where do

you see those contingencies coming from, because you have got a very tight budget?

Chief Officer, Home Affairs:

It is called a “departmental unallocated provision” and we started planning for it 3 years ago, |
think, by keeping back some non-staff inflation each year, not giving it to the chaps who run
the Fire Service and the Prison, but they did not feel the pain, and we have built that up to the
point where we now can carry that forward each year and hope it is not eaten into in its

entirety.

The Connétable of St. Brelade:

How do you account for that in terms of ...

Chief Officer, Home Affairs:
It is transparent in the books.

Deputy J.M. Macon:

One concern is although while there is the main contingency fund, what is becoming
apparent is that lots of that is being allocated year-on-year and our concern is, if there was an
issue which the department might have to find itself facing, if they do not manage to retain
some sort of internal contingency plan, where that would lead the department or the Island or
whatever. But can | just ask what discussion has taken place with the Treasury around the
contingency fund to choose however they would need access, the process they would need

to go through,? Just so that we have a better understanding.

Chief Officer, Home Affairs:
Yes. | think if there was something major that clearly was outside of our means, we would
open a dialogue with the Treasury and they themselves have central contingencies which

can be tapped into which are bigger.

Finance Director:
| think, as Steven said, in terms of the Home Affairs figures, we have managed to build up a

small contingency over the last couple of years. In terms of the police as well, clearly they

24



have budgets for police operations which are ongoing and vary from year to year but are set
at a certain level. The court and case costs forecasting group that | mentioned earlier, part
of that project is to look at the overall spend on court and case costs across the States and
within the notion of a smoothing-type fund again. So there are different procedures in place
for different types of expenditure and, as Steven said, with our monthly and quarterly meeting
with Treasury, we would make them aware if we had any significant concerns of areas that

we thought we would have problems with.

The Connétable of St. Brelade:
Could 1 just ask the Minister: do you not think it is dangerous to lower the level of central

contingencies to the level of being “maybe” in terms of protecting ourselves against a major

The Minister for Home Affairs:

You are talking about in terms of the whole.

The Connétable of St. Brelade:

In terms of the whole.

The Minister for Home Affairs:

Clearly, this is one of the issues we have discussed in our discussions with the Council of
Ministers as to the extent of that. Now, firstly, if something did happen which was really
major, then the provisions of the Finance Law could be triggered, because although they limit
the occasions upon which the Treasurer can come back to the States and say: “Look, we
really do need some more money” there are some provisions in there, but we would need to
study those in detail to see what they are and how extreme the thing has got to be, but they
do exist. Secondly, there are certain funds available which potentially could become
available to Home Affairs in relation to extreme cases of police costs, or whatever, and these
are the Drugs Confiscation Fund and the Criminal Offences Confiscation Fund. Now, those
are statutory and those state what they can be used for. The problem that we had historically
was that certain items were being used each year to finance some of our activities, including
court and case costs, including Building a Safer Society, if | remember correctly. Then one
year they simply ran out, which caused embarrassment. So what was then decided was that

they should not be used in order to fund things on a regular basis, because that was hiding
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the total cost of running the public organisation. But, of course, they are still potentially
available for topping up, as it were; it would then be the remit of the statutory thing. If I can
give you an example of how that might work: if we were really pressed you would have a
potential situation where you could find that the whole of Building a Safer Society funding fell
within the remit of those funds. Therefore you could theoretically then get a situation in which
Home Affairs would go to that fund and say: “Look, we really need some more money
because something has happened which we have to pay, please could these costs be
covered out of that for this year?”

The Connétable of St. Brelade:
So generally speaking, it is not a major worry to you that central contingencies are going to

be run fairly low?

The Minister for Home Affairs:

No. I think there is enough flexibility. The other thing that has happened is that the degree of
detail that has been done over the 3-year period has led to a situation that whereas you
might have expected unexpected things arising over a 3-year period, we are more clear as to
what those things are. Now, where the debate lies - and this was interestingly highlighted by
Senator Ferguson in a question she asked - is to what extent some of the items which have
been funded should be stated as growth bids, and how they are categorised. There is an
interesting ongoing discussion in relation to that. But perhaps as a presentation to States
Members, because we were starting to work within a particular envelope, and that envelope

had assumed that there would be contingency funds ...
The Connétable of St. Brelade:
Could you give us an example of what you mean by some of these things that could be

included within a growth bid or should have been considered?

The Minister for Home Affairs:

Well, it is a question of presentation, I think, in relation to that. If you look at ...

Deputy J.M. Macon:

Shall we say if Senator Ferguson was presenting it, how would it look?
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The Minister for Home Affairs:

Well, | think Senator Ferguson would want to present enormous growth rather than as
coming out of contingencies. In my view, she is right, it is growth, and where it is growth it is
growth, and we should ultimately say: “That is growth.” But the methodology of justifying the
expenditure increase means that we have applied, as it were, some of the contingency funds

to the growth, because we have predicted the growth is going to happen in advance.

Deputy J.M. Macon:
Is that how you have managed to manage some of your growth bids, by keeping it within the
departmental budget and therefore not requiring extra funding, as it were? Is that what you

are saying?

The Minister for Home Affairs:

It does not really apply to us because have got virtually nothing in growth bids which we are
not already doing. But where the big growth bids are in Health, training and Back to Work,
things of that nature, | think that politically there is a debate as to how ultimately figures will

be presented.

Deputy J.M. Macon:

Just before we go, you were talking about how Building a Safer Society could fit in with the
criteria, you could go for those funds, what | would like to ask is, if that is a statutory fund and
the department were able to submit a scheme to that fund, what is the dialogue that
happens? What | am trying to ask is, if you have got something which ticks all the boxes is it
a very easy process and out goes the money, or is there some type of dialogue to say: “Well,

the department still has this which it can use” or how does that work?

The Minister for Home Affairs:

We should not be asking for it if we have got enough money to balance our budget. There
are 2 different scenarios, | think here. The first scenario would be one where there is some
massive additional expenditure anticipated in Home Affairs or a massive failure of our C.S.R.
process way above what we anticipate. Then we might be needing to go to these funds to
keep our current levels of service going within the 3-year period for ourselves. But there is
an alternative scenario where there is pressure elsewhere in a States department, and the

way that would work then is we would go to take money out of these funds, which would then

27



release monies within our budget which could potentially then be transferred to other

departments.

The Connétable of St. Brelade:
Just while we are on funds and contingencies, what is your view: do you think it is the right
place that ... obviously there is a possible inquiry into child abuse still to come up, is the

Criminal Offences Confiscation Fund the right place to resource that?

The Minister for Home Affairs:

| have got a feeling there was some advice on that before when it was first mooted by ... |
think it was Senator Le Gresley that the funding come out of that, and I think, if my memory is
right, there was a problem in relation to that, but | am only going from memory.

The Connétable of St. Brelade:

So it is not something that has been discussed at the Council of Ministers at this time?

The Minister for Home Affairs:
Well, the Council of Ministers recently sought advice as to the precise ambit of what these

funds could properly be used for, for clarification of that.

The Connétable of St. Brelade:
Same thing again, | suppose, funding of any claims, is that a possibility of that out of that

fund?

The Minister for Home Affairs:

Sorry, without the actual text ... if | had the text in front of me ...

The Connétable of St. Brelade:
No, it is all right.

The Minister for Home Affairs:

... as an experienced lawyer | could give you an opinion, but without the text in front of me, |

cannot. | could guess.
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Deputy J.M. Macon:
Then on to part 7, just looking at the pressures that the department is facing, is it correct that,
under the current levels, best practice by all the departments will be able to be observed and

there will not be any slippage?

The Minister for Home Affairs:

Sorry, slippage in ...?

Deputy J.M. Macon:

Not being able to meet best practice. For example, historically, there have been problems
that the facilities at the prison have not been able to stack up, or a lack of funding may cause
the standards to drop. What | am asking is whether, because there have not been that many
growth bids, therefore the best practice, apart from the various services, will be able to be

observed?

[16:00]

The Minister for Home Affairs:
| think politically, | believe that we are able to maintain our current levels of service in general

terms within this budget. That does not mean ...

Deputy J.M. Macon:
Where best practice is maybe another matter, yes.

The Minister for Home Affairs:
Yes. That does not mean that there will not be a reduction of zero hours here or a reduction
in the number of teachers at the prison, but in relation to a corresponding reduction in the

staff numbers. In general terms, my commitment is to maintain the current levels of service.

Chief of Police:
Or, indeed, improving them.

The Minister for Home Affairs:

Well, improve them if we can, but ...
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Chief of Police:

To underpin this, there are other things going on in terms of work practices as well which do
not have a budgetary figure attached to them, it is just doing things differently and smarter,
which you cannot put a cost on, but should contribute to ... | have never been a believer in

doing more with less, but | think at the moment it is possible.

Chief Officer, Home Affairs:
| think you applied that test as well, did you not? In 2010 we were all asked for 10 per cent,
and we spent a lot of time on assessing where the pain started to get too much, and that is

why the Minister ...

The Minister for Home Affairs:

Yes, that is right. | keep on coming back to the £1.6 million of nebulosity, which | reduced to
£600,000 because, in a sense, we had our major political debates, if only within the Council
of Ministers; | defended the position of Home Affairs by £1 million compared with what we
were being asked to do. | did that because | did not believe that we could take those
additional cuts without it significantly impacting on the service levels to an extent that was
politically unacceptable. If you like, that was my value judgment based upon the advice |
received from my officers at the time. | think that was right. By a strange coincidence, |

seem to have come up with exactly the right figure, but that is just fortuitous, as | say.

The Connétable of St. Martin:

It is interesting, being a new Member as well, there was a figure that was spent and, you
were told to save 10 per cent, and that was how it started. It was not: “What should we be
spending and let us save 10 per cent of that” was it, it was just: “Save 10 per cent” on what

we spent that year, which is very ...

The Minister for Home Affairs:

What you are saying there is uncannily like what | was saying in the Council of Ministers
because | was saying: “This whole process is the wrong way round, is it not?” surely we
should be starting upon the basis of: “What should we be doing and to what extent should we
be doing it?” The trouble with that sort of approach, and where countries have taken that sort

of approach, is they have never achieved satisfactory savings because people will always set
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a higher bar level, and there is not an incentive to organisations to spend the time and the
energy on producing a saving. It is very hard work producing a savings beyond a certain
point, and there has got to be an incentive for departments to do that, otherwise it is very
difficult to distinguish in practice. In theory, you should be distinguishing between core
activities, essential things, nice-to-haves and luxuries. You do not do any luxuries and how

far do you cut into the nice-to-haves?

The Connétable of St. Martin:
There has also got to be an acceptance by the public that: “It is your turn.” “We have always
done this, we have always had carpet bedding in Howard Davis Park, it is lovely.” “It is not

going to happen anymore. Sorry.” Did we need it?

The Minister for Home Affairs:

| think that is right. It is all about political judgment within individual departments within the
States as a whole. But if you