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I would like to extend a very warm welcome to the Home Secretary Alan Johnson, who is attending his first Police Superintendents’ Association of England and Wales Conference.
I listened to you recently addressing the A.C.P.O./ A.P.A. Conference in Manchester.  You attempted to warm up the audience by telling a few “funny stories” and the one story I particularly liked related to your fondness for opening “red” boxes when you began your career as a Postman and how you still take pleasure from opening “red” boxes in your role as Home Secretary.
I think you would agree that your jokes were not terribly well received.  May I give you a word of advice Home Secretary?  You should have been properly briefed by your officials - A.C.P.O. do not do audience participation and some very unkind individuals (not me) say they do not do humour.  (That will be reported back!!)  Rest assured this audience definitely does humour and audience participation.  Any references to Johnson and Johnston will be well received (by me anyway) although you do need to be careful with the Johnson name.  Whilst it is not a common name, mistakes can be easily made and I must admit I was a little concerned when I asked the Association’s secretariat to invite Mr Johnson from London.
On a serious note I would like to offer you my sincere thanks for visiting our National Executive Committee Meeting in your first week in office in June and spending some time with members of our N.E.C.  I know how incredibly busy you were that week and the fact that you found time in your very busy schedule to speak to our N.E.C demonstrated your genuine commitment to Policing.  We really appreciated your gesture.
Home Secretary you are very welcome.

Last year I received some generous feedback from some members and also some other very direct feedback from others as to how I should deliver this year’s speech.  Some of you said that whilst you accepted the speech had to be serious you had difficulty in identifying the real Ian Johnston.   I hope you will agree at the conclusion of this year’s speech that I have taken the feedback fully on board.
I will speak today about the many and varied challenges facing the Police Service.  What are the challenges facing members of this Association?  What is the greatest single challenge?  
Is it:  
Funding

Use of Resources


Accountability
Governance







Measuring Police Performance
Public Confidence 
Political Interference
These are the challenges we all face, not to mention Terrorism; Serious and Organised Crime; Collaboration and our commitment to Neighbourhood Policing but today I want to concentrate on the challenges shown on the slide.

The prospect of an election and a possible change of Government in May/June 2010 will also present the Police Service with significant additional challenges. So why do these particular challenges remain?  Why haven’t we dealt with them?  Oh that it was that simple! 

Each challenge I have referred to is important in its’ own right. None is more important than the any other and they are all interlinked. Everyone in this hall knows that Policing is a complex subject and we, the professionals, understand that complexity. Unfortunately some political commentators continue to see policing as very straight forward.  Critics see policing in silos but fail to see where it is all joined up.  We the professionals know that it IS all joined up and that no single aspect sits in isolation.
Let me offer a word of advice – 

“BEWARE THOSE WHO OFFER SIMPLE SOLUTIONS TO COMPLEX PROBLEMS”
FUNDING/USE OF RESOURCES
Let me begin by speaking about Funding and the Use of Resources.  We all accept that in the future we will have to do more with less.  How will we make efficiency savings?  Some Forces will question whether further efficiency savings can be made.  Will less funding result in a Police Service with more Police Staff and less fully warranted Police Officers?  Will less funding bring about mandated Force amalgamations?
It would be churlish not to acknowledge that the Police Service has done well in terms of funding in the last ten years, but the recent announcement in relation to the record number of Police Officers does not tell the whole story.  Our own Association Research shows that many Forces have suspended recruitment, many others are replacing Police Officers with members of Police Staff and the vast majority of Forces do not anticipate taking on new recruits in the foreseeable future.  That is the reality so let’s be honest about the hard times ahead.
I referred earlier to the potential change of Government next year.  Will this be good or bad news for future Police Service funding?  It is becoming increasingly clear that whichever Government is returned, there will be a massive hole in public finances. Will some areas of the public sector be better treated than others?  Some forecasters are predicting a fifteen or twenty per cent reduction in Police funding.  As Senior Leaders of the Service we need to be thinking now about how we will manage a much reduced Police Budget in the years ahead.
Home Secretary, this Association would like to offer you today in the spirit of identifying solutions as well as problems, some practical and real options to address the issues of Police Productivity, Efficiency and Effectiveness and the Best Use of Resources.  There are four things that you can personally bring about in the short term that will have a positive effect on the way we deliver Policing.
1) Progress in relation to collaboration on a National I.T. solution is still disappointingly slow.  Make a personal commitment to move this project along and deliver a truly National answer to the I.T. challenges facing the Service.  If you don’t, we will still be talking about a National I.T. solution in five years time as we were five years ago if not longer.
2) Many in this Hall will remember the original Cutting Bureaucracy Report by Sir David O’Dowd the then H.M.C.I.C.   Some of the recommendations from his report still gather dust on the shelf.  Home Secretary, when Jan Berry presents her final report make a personal commitment to ensure that the Service responds positively and swiftly to all of the recommendations.
3) Many Forces continue to replace Police Officers with members of Police Staff.  Many of these changes are brought about for budgetary reasons.  I make a plea to you today to ask Forces to critically examine the huge growth in recent years in the numbers of back office staff employed in Headquarters Departments where I believe massive savings can be realised and transferred to provide more frontline Police Officers
4) Finally, the Home Office has talked about restoring the responsibility to Custody Sergeants to make charging and disposal decisions in all but the “serious” cases. Custody Sergeants are trusted, capable and professional in the way they perform their duties. They have the knowledge and the experience. They are close to the public we serve and the offenders we deal with to be able to make sensible and fair decisions in real time not hours or weeks after the event. Home Secretary, Do it now!  Not only will this bring about efficiency savings but also it will send a huge message to Custody Sergeants and indeed the Service and the Public that you view Police Officers as Professionals and you trust them.
ACCOUNTABILITY/GOVERNANCE
We all accept that the Police Service must be accountable but confusion still reigns as to whom we should be accountable. We accept that Police Performance should be measured but are we really sure that the current way we measure performance is good for the public and is directly linked to a quality delivery of Policing to the communities we serve.  We should be accountable to the public and I believe we need a greater emphasis on public accountability and less emphasis on accounting to oversight agencies such as the Home Office and H.M.I.C.   I wonder if we have that balance right?  Many delegates in this Hall will tell you Home Secretary that there are still too many agencies/organisations that we are accountable to and who demand information from us. We still do not have a model that is fully understood by all, around the issues of Police Accountability and Answerability.
Let me develop this accountability issue into the very thorny subject of governance of the Police.  Is it possible to have a Police Governance Model that will not result in political interference?  I have already said that we accept that the Police Service must be accountable to the public but it appears that our politicians want greater influence and control and they seek it in the name of public accountability and local democracy.
Home Secretary, you will recall your Government’s Plans for directly elected Police Authority Members.  I had the dubious pleasure, on behalf of members of this Association, to tell the then Home Secretary “that if the Government was looking for support for the proposal for directly elected Police Authority Members it should not look towards our Association for that support”.  You will also recall that the concept of directly elected Police Authority Members was also opposed by A.C.P.O.; the A.P.A. and the Police Federation.  When the Service speaks with “one” voice it should send a very powerful message and surely politicians and officials should have the good grace to listen.

 The recently published report by former Home Secretary David Blunkett strongly advised that the concept of directly elected members to Police Authorities not be pursued by this Government.
So what can we expect if a Conservative Government is elected next year?

David Cameron has personally voiced his support for the concept of directly elected Commissioners.  We have waited some considerable time for more details of how an elected Commissioner will interact with the Chief Constable and others.  We feel that the debate would benefit from an in depth discussion and full consultation.  Perhaps we will hear more later today about what this model will look like.
So what does the Police Service think about the concept of directly elected Commissioners? 
The President of A.C.P.O., Sir Hugh Orde, has recently said, “Every professional bone in my body tells me that it is wrong and that it will not work”.
The A.P.A. Chairman, Bob Jones, has said “It will not work”!
The Chairman of the Police Federation, Paul McKeever, has said “It is sheer madness”!
I say today, to those in the Conservative and Liberal Democrat Parties, who are busy preparing their election manifestos, please think again.  We, the professionals, know about policing. There is no support for directly elected Commissioners within the Police Service.  Make consultation your priority; do not adopt an entrenched and predetermined position and above all do not recklessly abandon the British model of Policing that is admired and respected across the world for short term political dogma and theory.
MEASURING POLICE PERFORMANCE
The response of the Police Service to the Government’s announcement to move to a single measure of performance was very positive.  I believe it is wholly appropriate for this Association to claim some of the credit for bringing about this significant change.  You will recall that I said last year that whilst we may be hitting the target we were missing the point.

We also welcomed the reduction in the number of data set requirements imposed by the Home Office although I must inform you Home Secretary that Forces are not yet feeling the benefit of that reduction nor are members of this Association sat in this hall. You may recall Home Secretary, that this was something that our Executive Committee raised with you in June.
Police Performance Measurement is directly linked to the level of public confidence in the Police.  Critics easily forget the recent record crime reduction levels and indeed there remains a gap between the reality of crime and the fear of crime in many of our communities.  We all seek to increase the public confidence in the Police Service but we do have serious misgivings about the British Crime Survey being used as the method to measure such Confidence.  Members of this Association would like to know if the Police Service is to be held to account for the poor performance of some Local Authorities.  Many Forces claim that they already have better systems than the British Crime Survey in place.
 So, whilst I welcome the move to a single measure of Police Performance, it has unfortunately generated confusion throughout the Service particularly on the frontline.  The quality and confidence issues associated with the Policing Pledge do not sit comfortably alongside the sanctioned detection culture.

The Police Service needs and deserves clarity.  Have we really moved to a single measure of Police Performance i.e. the level of public confidence, or are we still to be held to account by the many targets set for the Police Service in the Policing Pledge and by the many oversight agencies? We cannot have both!!
Directly linked to Public Confidence in the Police is the confidence within the Police Service itself and the morale of all Police Officers and Police Staff who carry out a very demanding Public Duty.  Many Police Officers in this hall feel under constant political and media scrutiny and must be sorely tempted on occasions to compare what is still a relatively high level of Public Confidence in the Police with the much lower level of Public Confidence in elected representatives and the Media.
I know that the next part of the speech will not make me any more popular with members of the Media but we all know the modern Media play a huge role in shaping public perception of the Police Service.  I personally believe that we have moved to a time where it has become “fashionable” to criticise the Police and indeed all public services.  There are too many negative stories of the Police and all too often the Media are used to score party political points.  I do accept that on too many occasions we have scored “own goals” and when we have we need to put our hands up, but I believe my comments are justified in terms of the lack of balance presented on occasions by certain sections of the Media. The Police Service has much to celebrate and much to be proud of.
As President of this Association, I serve as Vice Chairman of the National Police Memorial Day and as a judge for the Police Federation/ Sun Newspaper Bravery Awards and the Police Review Awards.   Officers continue to carry out outstanding acts of bravery by facing armed gunmen, rescuing members of the public from house fires, burning cars and swollen rivers.  Frontline Officers regularly confront crazed knife men and armed robbers.  Our critics would do well to remember that Police Officers will always run TOWARDS danger and NOT away from it!
POLITICAL INTERFERENCE
I now would like to address the highly charged subject of political interference. Simply put, I have real personal fears that political interference is growing and that it will ultimately result in our fine reputation being damaged beyond repair.  I spoke at last year’s Conference about “keeping politics out of policing” and if we needed any proof that politics and policing do not mix we should all reflect on the actions of the London Mayor in relation to the Metropolitan Police Commissioner in October last year when Boris Johnson effectively sacked Sir Ian Blair.
 So let’s get it straight   . . . . . . . . .
Politicians DO pose a real threat to the operational independence of Chief Officers.
Elected  Mayors  DO pose a real threat to the operational independence of Chief Officers. 
As Police Officers we are answerable to the public.
As Police Officers we are accountable to our Chief Constables and the Police Authority
As police officers we are also accountable to the Law

As Police Officers we serve the Crown NOT Politicians.

When I completed the final draft of this speech I intended to say at this point----- 

We need only to look abroad to see too many examples of POLITICAL Policing. 

 In the past two weeks we have witnessed an undisguised attempt by the Deputy Mayor of London to grasp Political control of the Police. The Deputy Mayor informed a National newspaper with a certain degree of pride that he and the London Mayor “have our hands on the tiller”. He also stated that the Mayor’s Office would no longer rubber stamp whatever the Force proposes and he said “ We do not want to be a passenger on the Met cruise”.
The Deputy Mayor rejects claims that his views and actions amount to politicisation of Policing and claims that the London model was being studied by the Tory frontbench as a blueprint for its approach to law and order across Britain if they were to win next year’s General Election. 

There is now a greater than ever need for the Police Service to stand strong and resist further political interference that will, I believe, ultimately result in political control of the Police.
Let me ask you some questions. Do you want to serve in the Police Service where politicians routinely hire and fire Chief Officers?  Do you want to serve in a Police Service where the Local Authority Chief Executive hires and fires B.C.U. Commanders?  It will be an extremely sad day for the Service if this comes to pass.
Whilst on the subject of B.C.U. Commanders, it is interesting to note that all political parties agree that B.C.U. Commanders need to remain in post for a minimum period in order to build up good relationships with the community, Local Authority and other partners and agencies.  They all agree that stability is paramount.  It is one of the few things that all political parties do agree on!
I joined our National Executive Committee in 2001 and I was reflecting the other day on this building relationships issue and I started to think about how many Home Secretaries there have been in the past eight years and how the rate of change has affected the stability of the Service and indeed our Association. So how many Home Secretaries have there been since 2001?
An old saying comes to mind--- Don’t do as I do, do as I say !!!!
As your outgoing President I can claim certain privileges, but not many!  I have talked today about Funding, Use of Resources, Accountability, Governance, Measuring Police Performance and the Level of Public Confidence in the Police and the issue of Political Interference.  I would now like to take the opportunity to talk about some internal matters.  Matters that we, Senior Leaders in the Service, can - and must - address to enhance the reputation of the Police Service we all hold dear. 
 We are all fond, on occasions, of blaming others.  I believe that there are times when we could and should take a good look at ourselves.
I would like to spend a little time to share some personal reflections with you relating to Leadership, Organisational Standards and the Reputation of the Police Service.

LEADERSHIP
 Let me begin by saying that I believe that leadership relates to ALL ranks.  Some of the best leaders I have had the pleasure of working with have been constables, sergeants and junior members of Police Staff.  Leadership cannot only be about promotion.  Leadership cannot only be about rank.  I believe that many in the Service unfortunately immediately think only about the High Potential Development Scheme and the Senior Command Course when discussing leadership.  We need to develop a Service where leadership skills are respected and exhibited by every member of the Police Service.
Many frontline staff believe that the Service has become so risk averse that their use of discretion and leadership skills when carrying out their duties has been diluted and in some cases discouraged.  We need to support frontline officers and encourage them to exercise their professional judgement.
The reliance on Assessment Centres, which replaced promotion boards in many Forces, resulted, in my view, in the Service losing the link between demonstrating operational competence in the workplace and advancement in the Service.  The method we use to identify those who should progress in the Service cannot be a mechanical, tick box exercise.  It must surely measure performance in the current rank and role.  Assessment Centres allow Chief Officers to refute allegations of nepotism.  Assessment Centres are promoted as they are seen to be scrupulously fair to everyone but my question is “are the right people passing the Assessment Centres”?  How many delegates in this room today supervise very operationally competent officers who just cannot come to grips with Assessment Centres?  I know of officers who have “cracked” the Assessment Centre merry go round and actually start to gather their evidence for the next Assessment Centre on the very day that they are promoted to a new post!  The process may be fair but it is flawed.
Many officers feel that operational performance and competence count for little in the promotion process.  Addressing this poses a real challenge for the Service but just because it will be difficult does not mean we shouldn’t try.
You will not be surprised that I have something to say today about the way the Service deals with access to the most senior posts as the Senior Police National Assessment Centre process directly affects Members of this Association.  Let me say to begin with that I do accept that there are a number of very good reasons why some very able Chief Superintendents do not wish to apply to become Members of A.C.P.O.   Job satisfaction; personal circumstances; a reluctance to move house and family; impending retirement plans and fixed term contracts feature amongst the reasons why members do not feel inclined to apply.
 Now whenever this issue is reported in the Media the next part of what I have to say is invariably omitted.   So let me make it absolutely clear today.  We have MANY fine leaders within A.C.P.O.  I have personally worked with many outstanding A.C.P.O. Officers but many of those same officers will tell you privately that they reached A.C.P.O. rank DESPITE the P.N.A.C. process not BECAUSE of it.
Within our Association structure we have Branch, District and N.E.C. Meetings.  As your National Officers travel around the country, we take regular soundings on what our campaigning issues should be. What are the things that the Service is NOT getting right that this Association should do something about?  The P.N.A.C process continues to feature in the top three issues that members mandate us to campaign on.  Members have real difficulty in recognising any link between their current operational performance and the Assessment process to A.C.P.O. rank.

I would not wish to personalise this issue but there is a strong belief amongst many of our members that operational competence does not count, is not given sufficient recognition and is not a priority for those aspiring to A.C.P.O. rank. Quite frankly many of our members believe that too many “non-operational” applicants are passing through the process and getting jobs. 
 In conclusion, I am calling for a fundamental review of the process by which the Service seeks to attract and select Chief Officers. This Association does not believe the current arrangements are fit for purpose.
ORGANISATIONAL STANDARDS
What are our organisational standards?  Who are we?  What do we stand for?  What do the public expect from Police Officers?  Has policing become just another job?  How do we emphasise to new recruits the huge importance of integrity?  Do our current recruitment and training procedures enable us to explain to new recruits the importance of the care of victims, the protection of the vulnerable and those at the margins of society?  Do new recruits understand that we are a public service and we carry a public duty in everything we do?  How do we ensure that new recruits know what standards we expect of them?  Do the new probationer training processes make it clear what the Service expects?  I believe that we all have a duty to pass on our sense of immense pride that we have in serving the public and the responsibility that comes with the office of constable.
Delegates in this room have a huge role to play in upholding and maintaining the standards of the Police Service. I believe that if we pay greater attention to our organisational standards then a higher level of public confidence will naturally follow. We all have a duty to develop and nurture the pride we have in the office of constable.
I am extremely proud that I have been a Police Officer for thirty-eight years.  I am equally proud that I have performed a public duty.  I am also proud of the reputation of our Police Service and the independence of the role of the Police.

In my view too many of our critics are fond of highlighting the cost of policing.  One recent report claimed that we are the most expensive Police Service in the world.  A claim incidentally, that did not stand up to any degree of scrutiny. Nevertheless some commentators are keen to discuss the COST of policing without ever referring to the VALUE of policing.  We need to robustly address the false and empty headlines when certain “think tanks” come up with their barmy ideas.
A.C.P.O., the Police Federation and this Association need to stand up and robustly and loudly challenge these shallow, often politically motivated, academic theories.  If we don’t public confidence in the Police will suffer.
I want to conclude by reflecting on a time of immense change and recognise a real opportunity for the Police Service.  In June this year a new Home Secretary, Alan Johnson, was appointed followed a few days later by a new Police Minister, David Hanson.  Two weeks ago Sir Hugh Orde took up his new position as President of A.C.P.O.   This week the Association of Police Authorities will appoint a new Chair.  Earlier in the year Sir Paul Stephenson was appointed as Commissioner of the Metropolitan Police and Denis O’Connor was appointed as the new H.M.C.I.C.  The N.P.I.A. continues to develop its role in supporting the delivery of frontline policing.  In March next year our Association will have a new President. In May/June next year we will have a new Government.

With all the changes we have a unique opportunity to shape the future of policing.  As Professional Police Officers we have a duty to lead the way. Indeed, we must lead the way.  We need to continually remind politicians that Policing and the Safety of our Communities is a fundamental duty of Government. It is paramount and will always be far more important than any Party Politics.
 As members of the Police Superintendents’ Association we understand Policing and we are determined to play a significant role in shaping the future of Policing. 
 Thank you.

Ian Johnston QPM
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