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Executive Summary

The National Crime Agency (NCA) leads the UK’s fight to cut Serious and Organised
Crime (SOC). The NCA protects the public by targeting and pursuing criminal groups
who pose the greatest risk to the UK. SOC affects more UK citizens, more often, than
any other national security threat, and is estimated to cost the UK economy at least £37
billion a year, with this cost increasing annually.

SOC is a significant and established threat that endangers the integrity, legitimacy and
sovereignty of the UK and its institutions, both at home and overseas. The 2021
National Strategic Assessment concluded that the threat to the UK has highly likely
increased compared with 2020.

This is increasingly being driven by advances in technology, as criminal groups are
operating in a global, inter-connected way, to continue to profit and avoid detection.
The Covid-19 pandemic has impacted the nature of the threat, though the level has
remained consistent.

This demonstrates the need for a pay and benefits framework that will enable us to
attract and retain the capabilities that we require in the right place, at the right time.
The ambition is that our pay framework rewards capability, supports agility of talent,
and aligns with our people, inclusion and culture strategies.

Data suggests that the pay gap with our comparators, particularly policing, is growing.
Our 2021 people survey results on pay decreased following the pay pause. We have
higher attrition in areas that we have not been able to apply reform, which
demonstrates the importance of continuing to implement our strategy.

The Agency has made some progress against our pay strategy, through introducing a
capability-based framework, whereby officers are rewarded as their expertise develops.
This has meant an increase of 9% conversion rate of applicant to offer for specialist
roles, over 200 additional powered officers at operational grades, and an average rise in
pay satisfaction through our people survey results since 2017.

There continue to be challenges with comparability in relation to pay and conditions,
and it is clear there is more to do to build on previous successes. We need to invest
further in our capability-based framework, and keep pace with our comparators. We
also need to develop our offer for our enabling professions.

We need to go further than we have previously done to achieve this. We have
developed a People Plan, which identifies keys areas of delivery for 21/22 in culture,
learning, recruitment, and pay and benefits. The Agency will not be able to achieve this
strategy using the remuneration lever alone, and this will require an integrated
transformation programme to be approved and delivered.

This submission evidences the impact of the pay pause, and the importance of

continuing to apply a meaningful, affordable investment into our offer, to build a

workforce for the future. It also draws out our pay challenges and the areas we are able

to address this year. To deliver reform across the employment offer, we need to re-

assess our long term strategy in line with our three year spending plan that is in

development. We are therefore proposing to continue with previously agreed measures
2
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for this pay year, to enable us to carry out this strategic planning through 2022/23,
before bringing back a multi-year proposal to the NCARRB, subject to future agreement.

The NCA acknowledges that the NCARRB’s 2021 report contained some areas of
feedback for consideration. The NCA responses are covered in Chapter 3, though we
have developed our proposals with these points in mind throughout.

The Agency is proposing a 3% increase in remuneration costs (IRC) this year. Our one
year approach is based on a number of factors, including the timing of our business
planning, which has immediately followed the settlement review, and the view that a re-
assessment of our strategy will take time to complete effectively. The intent is to build
on this investment through proposing a multi-year investment deal next year (subject
to approval). The Agency recognises that there is no additional funding for pay this
year, and has deemed 3% as affordable within our current envelope. In future years, as
we seek to make additional investment in pay, we will need to secure efficiencies across
the employment offer to fund further uplifts.

The Agency’s intent is to remain aligned to our pay strategy, and proposes:

e A 1 year pay award, proposing a 3% IRC, to be implemented for 22/23, to
be applied differentially in line with our strategy.

e A three year pay and workforce transformation deal ,which is currently in

the preliminary stages of discussion. This is being developed for 23/24,
subject to wider agreement.
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Chapter One: NCA Context, Pay Strategy & Economic
Case for Change

How the NCA is leading the fight to cut SOC

1.

In order to secure the skills that the NCA requires to lead the evolving threat, it is
important that our pay proposal aligns with our strategic context.

SOC includes child abuse, human trafficking, slavery, money laundering, fraud,
cybercrime, corruption, and the smuggling of drugs and firearms into the UK.
Operating across geographical and virtual borders, SOC perpetuates serious violence,
and harm to the UK from across the globe. It undermines sovereignty and corrodes
economies worldwide.

The threat has proved resilient throughout Covid-19, with offenders increasingly
operating online and using emerging technologies. This includes specialist encryption
to hide their communications, and cryptocurrencies to launder their profits.

The NCA’s mission is critical to our national security. Government defines SOC as a
tier two national security threat, with cyber sitting alongside terrorism as a tier one
threat. To achieve its mission, the NCA is committed to:

enhancing the intelligence picture of existing and emerging SOC threats to the UK,
and using the intelligence to drive, lead and support the UK’s response to SOC;
operating proactively at the high end of high risk, undertaking significant
investigations to bring offenders to justice through prosecution or, if that is not
possible, to disrupt them through other means;

leading, tasking, coordinating and supporting operational activity to tackle SOC
throughout law enforcement, proactively sharing intelligence, assets and capabilities
with partners at local, regional, national and international levels; and

Developing and delivering specialist capabilities and services to tackle SOC.

Tackling SOC requires a coordinated and national response. As detailed in our Annual
Plan, we are developing the Agency so it can best lead the whole system. This will be
achieved through harnessing the collective powers of law enforcement, government,
the voluntary sector and industry. Our officers, and the partners we work with, deliver
outstanding operational results to ensure the public are protected.

A new NCA Director General (DG) will be appointed in 2022, charged with leading the
Agency through a period of significant transformation. The DG will maintain a pivotal
role in UK and international law enforcement, and will continue to be directly
accountable to the Home Secretary against a number of ambitions set out in the
Government’s Beating Crime Plan and Integrated Review.

The following operational examples demonstrate the criticality, breadth and specialist
nature of operations that the NCA are responsible for:
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Operational Example 1

8. We identified and arrested prolific online offender David Wilson, who was charged with
96 sexual offences committed against 51 boys aged 4 to 14. Evidence identified
Wilson approaching more than 5,000 children globally. He blackmailed victims, using
threats of sharing material already obtained to incite more extreme abuse, including
the abuse of younger siblings and friends. In February, he was sentenced to 25 years
in prison. This provides is an example of the work that the NCA leads on tackling Child
Sexual Abuse on a global scale.

Operational Example 2

9. Operation VENETIC led to the arrest of 1,550 people across the UK, and the seizure of
115 firearms and £54million in cash, following international partners’ successful
extraction of data from an encrypted communications platform. The intention was to
undermine the UK’s economy, integrity, infrastructure and institutions through
criminality. The successful delivery of this work relied upon the expertise across our
technical, investigate and intelligence functions, and is the broadest and deepest ever
UK operation into SOC.

10. These examples demonstrate the complex nature of the work that we lead. In these
areas we have specialist, operational roles that remain on the standard pay
framework. Applying capability-based pay here will ensure we are rewarding officers
for developing their skills where we need them, and encouraging officers to stay and
grow careers within the Agency.1 The NCA intend on bringing more roles into
capability-based pay this year.

11. As the work that we do develops, and the skills that we require become more
specialist, there is an increasing need to transform to secure the capabilities that we
need. It is imperative that we align our pay strategy to support this, in order to stay
ahead of the threat.

NCA Pay Strategy

12. Since the introduction of pay reform in 2017, we have successfully implemented
elements of our strategy, delivered through our four pay principles of: attractiveness;
fairness; sustainability; and a forward-looking approach to pay. Figure 1 shows the
NCA pay strategy and the progress that we have made in implementing reform.

! The Agency apply capability-based pay in line with the following criteria: pay comparison in the market, recruitment and
retention data, the level of disruption & accountability in the role, the complexity of the role, and whether it is deemed
‘hard-to-fill’.

6
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Figure 1: NCA Pay Strategy Overview
Attractiveness

c+

Fairness

m Progress made

Recruitment has seen
25% increase in applicant
numbers. *

Expanded capability
based pay to 54% of
operational roles.

Over past 4 years 1942 officers have

+ 11942 been recruited into agency.

=! Existing challenges

Extending capability based pay to remainder of eligible
roles in the agency.

| Building a professions strategy for enabling functions.
Achieving alignment with comparators in our
capability based pay framework.

Expected achievements this year

Invest in capability-based pay to 250 more roles,
focusing on hard to fill areas.

Uplift spot rate values to bring us
closer to our comparators.

Forward Looking (&>

Gender Pay Gap within
capability based pay is
below agency total, with a
mean of 4.66% compared
to 11%.

Targeted pay uplifts to
reduce standard pay
ranges by up to 19%
since 2016.

=! Existing challenges

We need to reduce the
number of officers in opera-
tional roles on different to the Civil Service best
terms and conditions. practice of 15%.

We still have gaps with comparators across all grades on
the capability framework, and at grade 6 on our standard
pay framework.

Expected achievements this year
| Continue roll-out of capability based pay.

The average pay range in
the NCA is 23% compared

Targeted uplifts for the lowest earners,
for example grades 3-6.

Sustainability ’,3

m Progress made

We have started to move officers from Recruitment and
Retention Allowances (RRA)** to capability based pay.

Built a more sophisticated benchmarking approach to
inform next year's pay strategy.

=! Existing challenges
Tying capability based
pay into areas that will
require it most, investing
in an affordable uplift in
line with the evolving
economic context.

Agency needs to develop
and modernise our total
offer, taking into account
other pay and non-pay
benefits, as well as a
wholescale review and how
and where we work.

Building a 3 year transformation proposal to
accelerate progress.

Expected achievements this year

Anomaly correction in location allowances -97 additional
officers receiving a South-East allowance.

* Where we have applied capability based pay.

** RRAs are an additional, non-consclidated payment, targeted to roles where there is clear evidence of issues

with recruitment and retention as a result of pay

] Frogress made 1 1 .1 8 %

Aligned RRA's to hard
Improved Gender Pay

to fill roles.

Gap 2017 was Mean of
11.6% and Median of
16.2% which compared
to 2020 was a Mean of
11.74% and Median of
1118%.

| Targeted pay awards.

=E Existing challenges

| Reduce overreliance on overtime.

Contracts don't reflect working arrangements of 24/7
agency.

Expected achievements this year

Targeted investment at grade 3 to reduce
overtime reliance.

Moving roles off RRA where we apply capability
based pay.

Targeting awards at lower earners will reduce Gender
Pay Gap.
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13. The ambition is to achieve full coverage of capability-based pay, in line with our
criteria at table 10, across operational roles. As outlined we have made some progress
in achieving that, through extending capability-based pay from 48% in 2018, to 56%
now. Whilst we will build on this in 22/23, there is more to do. It would cost £14.5
million to extend capability-based pay across all eligible roles, and a further £6.7
million to achieve pay parity with policing. We have limited investment to achieve this.
Table 1 shows the progress that we have made against our capability-based pay
ambition, the impact of the 22/23 proposal, and the residual gap across operational
roles.

Table 1: Progress against capability-based pay ambition
Capability Based Pay Progress

Scenario % Difference

Roles currently eligible for capability-based pay

Raoles that will be eligible for capability-based pay based on agreement 22/23
submission

Officers currently opted-in to capability-based pay T&Cs

Operational roles remaining on the standard pay range following agreement of 22/23
submission

Total Operational roles : 5,003 2

Figure 2: Current Powers VS. Non-Powers Split
Powered Vs Non-Powered Officers

36%
Flag

® Mo Powers

® Powers
64%

14. The NCA has a blended workforce of powered and non-powered officers. The majority
of officers with powers occupy roles within our operational commands, and would be
eligible for capability-based pay, however this is not absolute. We also have officers
with powers in other roles, who are able to support operational activity through surge
capacity activity. Almost 36% of the workforce hold operational powers, with most
concentrated within our Investigations command.

2 Although only powered officers come under the remit of the NCARRB, table 1 presents the capability-based pay position
across all roles, in order to give the organisational picture.

8
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15. We also aim to reduce the length of our standard pay ranges so that they are aligned
with the Civil Service best practice of 15%. This would build fairness, in line with the
strategy. Although we have made progress, the average length of our standard pay
range is 25%. In future years, we will review our approach to professions and
functional pay, as other organisations have started to implement targeted,
professions-based models. Whilst this does not cover roles within the NCARRB remit,
it is important to present the organisational ambition.

16. Funding our pay reform programme is a challenge, and impacts the pace of change.
There are many different areas that we need to apply our budgets organisationally,
including infrastructure and people, and it is a fine balance to manage total
investment. We are constrained by the public sector IRC position.

17. It is therefore recognised that building a resilient workforce for the future will not be
achieved through pay alone. This year we have aligned our pay plan more closely into
the People Plan, which is covered in chapter 2. Our three year transformation proposal
will be developed in parallel with our new People Strategy, to deliver a coherent offer.

18. The proposals at chapter 3 will enable us to make some progress in the delivery of
this strategy, through continuing to extend and invest in capability-based pay,
shortening our pay ranges and addressing some anomalies in South-East allowances.

Impact of Previous Reform

19. The reform that we have implemented has had a positive impact within the Agency.
Operational disruptions have increased, and we have had our most successful year to
date in 2020/21. Where we have applied reform, attrition has reduced, and we have
seen increased numbers of applications for roles that are on capability-based pay.

20. The NCA has a differentiated strategy due to the varied markets that we operate in;
some officers have received significant pay increases since reform began in 2017,
particularly where we have focussed on targeting investment in spot rate values. For
example, grade 4 on spot rate 2 has received an additional £4,387 (or 11.2%).

21. In 2020, when we applied our last full pay award, officers received the largest
consolidated pay increases in the recent history of the Agency. It made progress
against our strategy, and included:

e Targeted uplifts to pay range minimums, with 4.5% for grade 6, 4.25% for grade 5
and 2.5% for grades 1-4. This positively impacted over 3,000 officers and reduced
the length of the pay ranges, in line with our strategy;

e Increases to the value of spot rates, grade 5 by 4.5% and grade 4 by 3%, aligned
with our ambition to build attractiveness within the market;

e Introduction of capability-based pay for grades 1-3, in line with our plan to build a
sustainable and coherent set of terms and conditions; and

e An uplift in our location allowance, and some targeted increases to shift allowances,
to make some progress in building comparability and fairness.
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In 21/22, progress was limited due to the pay pause. 256 officers benefited from a
£250 uplift if they earned less than £24,000, and an additional 94 officers received a
small payment to ensure they were not leapfrogged on the pay scale as a result.

Comparator pay

23.

24,

25.

Our pay comparison position within the market is important because it links to our
strategy on building an attractive and fair offer which enables us to secure the skills
we need. It is recognised that pay is one part of the package, along with the wider
people offer, which is outlined in chapter 2.

Our comparators include policing, the UK Intelligence Community and the Civil
Service. Our largest gap in pay is with policing. The NCA has generally looked to
policing as our key comparator, given the similarity in the types of skills that are
required in our operational roles. We do recognise that some of our roles are not
operating in the same environment as policing. For example, the NCA are a proactive,
rather than reactive, organisation, and we operate on different contractual terms and
working patterns.

Across operational roles, in particular at grades 4 and 5, capability-based pay has
gone some way to improve our comparability with policing, though the gap remains,
particularly at grade 5. This is drawn out in more detail in tables 2 and 3.

Table 2: Comparison of pay points between NCA Grade 5 and Constable Pay.

Difference
Top Pay Point | NCA % Increase | Police % Increase | (£)
2017 £31,455 N/A £38,382 N/A £6,927
2018 £33,504 7% £39,150 2% £5,646
2019 £34,845 4% £40,128 2% £5,283
2020 £36,414 5% £41,130 2% £4,716
2021%* £36,414 0% £41,130 0% £4,716

Table 3: Comparison of pay points between NCA Grade 4 and Sergeant Pay.

Difference
Top Pay Point | NCA % Increase Police % Increase | (£)
2017 £39,318 N/A £43,134 N/A £3,816
2018 £40,800 4% £43,998 2% £3,198
2019 £42,432 4% £45,099 3% £2,667
2020 £43,705 3% £46,227 3% £2,522
2021%* £43,705 0% £46,227 0% £2,522

* Pay freeze applied for the 2021 pay uplift, except where officers earnt less than £24k, who received a £250 uplift.

26. Table 4 shows there is still a way to go to achieve comparability across all grades

when comparing the NCA median with the policing equivalent. The difference is
exacerbated by the police receiving yearly progression through increments.

10
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Table 4: Comparison of Median pay in the NCA Operational commands and Police forces.

Operational Roles

NCA Median* Police Median Difference
Grade 1 | £76,308 £89,910 -£13,602
Grade 2 | £65,935 £77,691 -£11,756
Grade 3 | £45,480 £57,162 -£11,682
Grade 4 | £40,794 £46,222 -£5,428
Grade 5 | £34,137 £41,130 -£6,993

* NCA data is based upon median pay in operational commands.

27. The Agency focussed on rolling our spot rates to grades 1-2 and 4-5 in previous years,
to make progress against our ambition to align more closely with policing pay. We
decided not to focus extending capability-based pay to large humbers of grade 3
officers. For a proportion of our grade 3 officers who are high overtime earners, it
wouldn’t have been financially viable to change their terms and conditions, as they
would lose the potential for overtime. This is why the NCA offered a choice to opt-in.
However, moving onto capability-based pay provides more stability and permanency
in earnings, and our data shows that it supports wellbeing and lower sickness levels.

28. In line with our strategy, we aim to extend capability-based pay across all eligible
operational roles. Grade 3 is an important part of building a sustainable and resilient
offer. Investing in the capability-based pay framework at grade 3 will enable us to do
this, to incentivise officers to develop their expertise within the NCA.

29. The comparison between median NCA pay in Enabling Functions and the Civil Service
is outlined at table 5.

Table 5: Comparison of Median pay in the NCA and Civil Service.

Enabling Functions
Civil Service

NCA Median* Median Difference
Grade 1 | £68,280 £63,492 +£4,788
Grade 2 | £55,740 £51,957 +£3,783
Grade 3 | £45,480 £39,396 +£6,084
Grade 4 | £36,742 £31,241 +£5,501
Grade 5 | £28,840 £25,746 +£3,094
Grade 6 | £21,050 £21,325 -£275

* NCA data is based upon median pay in operational commands.

30. Across the standard pay ranges, we have been able to apply some meaningful
increases, with pay range minimums increasing by up to £3,933. This has allowed us
to remain competitive in our enabling capabilities roles, when compared to our Civil
Service comparators. However, we are now lagging behind at grade 6, where the NCA
median is £21,050 compared with a Civil Service median of £21,325, and we still have
comparably longer pay scales than other Government departments. The NCA is
proposing a higher uplift at grade 6 as a result of this.
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The Agency’s Future Intent

31.

32.

33.

34.

Whilst we have made progress, we still have a way to go to fully implement our
strategy. Subject to future agreement, the following are key areas of focus for our
future three year proposal:

Bringing more roles into capability-based pay;

Addressing parity across the pay ranges, reducing the length of our pay ranges and
ensuring we are able to compete within key markets;

Moving officers away from RRAs and on to a capability-based pay, in order to build
sustainability in the model;

Reviewing working arrangements, including the 40 hour week, and considering
where we may need more teams on shift arrangements, in line with our role as a
24/7 law enforcement organisation.

Whilst we recognise it is not within the remit of the NCARRB, we will review our
approach to professions pay, primarily in enabling functions, which forms a part of our
total pay-bill. Early benchmarking suggests that the gap with comparators will widen,
and increasing attrition across enabling functions is evidence of this problem.

To afford this activity, and as we are constrained by the public sector IRC, we will
need to seek contractual savings to re-invest spend back into pay. This will include
reviewing our approach to overtime, which is currently relied upon to furnish
operational demand. This creates sustainability and wellbeing issues, and challenges
with diversity and inclusion, as overtime only benefits officers who are able to
routinely complete additional unplanned work. This is a key link with our inclusion
strategy, whereby we aim to break barriers and create fairness across our practices
for all.

To support this work, we are developing a revised benchmarking matrix. It is
recognised that this comparison cannot focus on pay alone, and we will be conducting
a comparison of wider contractual conditions. This work will form the basis of our
23/24 NCARRB submission.

The Economic Case for Change

35.

36.

We are operating in an increasingly volatile fiscal context. As a result of the Covid-19
pandemic, the UK economy has faced its toughest climate in 10 years. However,
achievements with the vaccine programme, plans for additional jobs, and additional
support provided to families and businesses, has supported the economy. The
strength of this recovery means the Office of Budget Responsibility (OBR) is expecting
the pandemic to have had a smaller long-term effect on the economy than previously
anticipated.

However, there has still been a notable economic impact worldwide, inflation has risen
rapidly, with demand for goods outstripping supply, which is leading to higher prices
for consumers. The OBR have noted that ongoing global supply chain issues, energy
price rises and labour market shortages are likely to continue to affect households and
businesses in the UK.

12
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External pay award benchmarking covering the UK economy, showed that during the
first half of 2021, pay awards of circa 1.6% were being implemented by employers,
with the median pay award being 1.2% in the first three months of the year. This rose
to 2% during the second quarter. Employers are expecting to offer pay awards of up
to 2.5% when averaged across 2021. However, the Bank of England also predicts
these spikes to re-adjust in the medium term. They have suggested that wage and
price setting need to be balanced carefully, so as not to put even further pressure on
the economy as inflation settles.

The NCA recognise the need to balance pay awards, as the economic evidence does
state that if pay increases were to exacerbate temporary inflation pressures, this may
drive wage demand further across the economy, and lead to increased pressures.

In balancing the above, we are proposing a meaningful uplift, by applying a 3% IRC
this year, balanced with other Agency priorities.

Budget and Affordability

40.

41.

Progress against our pay reform ambition must be affordable within the funding
provision. The Agency has to balance investment through all areas that will achieve
operational delivery, along with providing a fair and transparent offer for our
workforce.

The composition of our pay-bill for directly employed officers is set out in table 6.
There are other areas that the Agency needs to budget for as part of our total pay-bill
that do not come under the NCARRB remit. This includes performance bonuses,
overtime and contingent labour costs.

Table 6: NCA Total Pay-bill (for directly employed officers)

Pay-bill Value (£)
Basic Pay £207.3M
London Weighting £6.8M
Variable pay (overtime and other allowances) £15.4M
Shift Allowance £0.34M
Total Pay-bill £229.93M

(The Agency also utilises a non-consolidated pot which is 1% of the wage bill, this currently stands at £2.22m)

42. The 3% IRC that we are proposing is affordable within our budget without having

detrimental impacts elsewhere. The NCA Board have prioritised pay as an investment
priority, alongside other critical areas, in light of the external context, the impact of
the pay pause, and the need to be able to keep pace with comparators. As part of the
case for 3% IRC this year, we anticipate some reductions in spending elsewhere
including overtime and time off in lieu (TOIL) , as our pay increases drive efficiencies.
For an award above 3% IRC, the Agency Board would need to make choices to
reallocate funding which would impact operational delivery elsewhere.
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The Agency is planning on making some efficiencies this year through reducing some
overtime and travel spend, though to secure the future investment required in pay,
further savings within our contractual provision will be required.

Summary

44,

45,

46.

47.

This chapter has shown the alignment between our pay strategy and the
organisational context. Our ability to implement the strategy, delivered through our
four pillars, is crucial to achieve continued operational success, in a sustainable
manner. We have outlined that, whilst we have made progress, there is more to do to
realise the full ambition.

To deliver this we need to continue extending capability-based pay, reduce the length
of the pay ranges, and invest in pay uplifts to ensure we are building an attractive
offer. In the future we will review our approach to allowances, working hours,
overtime and shift patterns to further align the model that we need to deliver
operationally.

The 22/23 proposal, detailed at chapter 3, seeks to further the progress against our
strategy by applying a 3% IRC as a one year approach.

As we plan for the future, we recognise there is a need to accelerate transformation to

achieve our pay principles. We are devising a three year proposal which, subject to
approval, would allow us to implement our full ambition.

14

OFFICIAL



OFFICIAL

Chapter Two: People

Workforce Overview

48.

49,

50.

The NCA has a workforce of 6,032 as at 31 August 2021, and in the last four years the
Agency has grown by 1,942 officers.

Permanently employed staff make up 90% of our total headcount. Over the last four
years we have increased representation of officers throughout all protected
characteristics. We continue to review our people data quarterly with the NCA Board.

The workforce composition across the grades is proportionately weighted towards
grades 4 and 5. This reflects the operational nature of the Agency, with these being
the core grades where we bring in, develop and deploy operational capabilities. The
current grading composition at grades 1-6 is below in graph 1.

Graph 1: Current Workforce Composition

51.

Total

NCA Grade 6

NCA Grade 5

NCA Grade 4

NCA Grade 3

NCA Grade 2
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0 1000 2000 3000 4000 5000 6000 7000

The operational success of the Agency depends on the expertise of the whole
workforce. We must attract, develop and retain the skills that we require across our
many different professions. As part of the 20-21 Annual Plan, the Home Secretary
tasked the NCA to continue to target its efforts on reducing the number of victims of
exploitation, reducing the impact of SOC on our communities and reducing harm from
economic crime. These complex priorities set out the need for an integrated workforce
strategy. Our major responsibilities and skills requirements are set out in table 7.
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Table 7: Command responsibilities

National Crime Agency - Core Responsibilities and Skills Requirements

Threat Leadership - Including Responsible for planning and driving the most
National Economic Crime Centre effective and impactful whole system response to
(NECC) the SOC threats. They drive and plan the effective

delivery of our response with partners at senior
level in law enforcement, Government, private and
third sectors.

Requires specialist knowledge to develop the
strategic approach, and capabilities to drive a 4 ‘P’
response (Pursue, Prevent, Protect and Prevent).

Develops technical and specialist skills to support
critical work in fraud, asset denial, money
laundering, bribery and corruption.

23% of roles within the command have powers.

Intelligence Accountable for developing and delivering the
intelligence in response to support the 4 ‘P’
planning developed by Threat Leadership.

Requires technical skills to develop information to
support high-end operations and disruptions.
Working with partners both nationally and
internationally.

27% of roles within the command have powers.

Investigations Accountable for executing the intelligence and
disrupting the highest harm crime including, but not
limited to, organised immigration crime, human
trafficking, sexual exploitation, economic crime,
firearms, drugs, kidnap, extortion and money
laundering.

65% of roles within the command have powers.

Enabling Capabilities Accountable for the development and delivery of
capabilities to support the operational services
across the NCA. Also accountable for the effective
running of the organisation to ensure it is effective,
safe and legally compliant.

Requires professional, strategic capabilities across
strategy, finance, commercial, data & technology
and HR.

8% of roles within the command have powers.

16
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Inter-operability across all areas is important for driving a holistic approach. The NCA
encourages developmental moves, and we are building pathways to support this
through our talent framework. In 2021, the Agency ran a lateral movement campaign
which resulted in 116 workforce moves, mainly moving officers from Intelligence roles
into Investigations roles.

This helped us to deploy resource where it is needed. We have redesigned the way we
run lateral campaigns, to move away from an annual event, and aligning it more to
surging capacity to meet the operational needs. This has helped to build agility, and
more officers have benefited from developmental career opportunities. However, we
need to ensure we embed a coherent employment offer, and approach to pay, to
support this.

NCA People Plan 2021/22

54.

In 2021, the Agency introduced a People Plan, to consolidate our position, set
efficiencies and to bring people on to fill critical capability gaps. An overview of our
annual People Plan and progress against it can be found at table 8.
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Table 8: NCA People Plan and progress made in 2021

People Plan Pillar

Progress 2021/22

Culture and Inclusion

To lead an Agency review and refresh
of culture, delivered across
Commands, drawing on our values
and code of ethics. We will build a
more inclusive culture, ensuring we
have zero tolerance for bullying,
harassment and discrimination, and
will empower officers to feel safe to
challenge.

Embedded quarterly Diversity Dashboards to equip
leadership teams with the tools to focus their activities,
reporting activity to the NCA Board. We have launched
the Agency’s first talent programme focused on officers
from Black, Asian and Minority Ethnic backgrounds.

Rolled out a culture enquiry programme to gain a
deeper understanding of how lived experience is
shaping how we work.

Talent and Learning

To make development available for
all, to fill areas with the greatest
talent need, and to ensure our talent
grids are more reflective of the
communities we serve. We will
ensure regular talent conversations
are taking place, along with providing
accessible pathways. We also aim to
enable mentoring, and to ensure our
governance is threaded through our
L&D offer.

We have launched our online learning application,
enabling learning to be delivered at pace. 99% of all
officers have accessed the application this year to
complete critical learning. Continued to enhance
developmental pathways to facilitate more lateral
moves between teams, and have utilised talent
schemes across Civil Service and Law Enforcement. We
have built an increased understanding of our skills
gaps through our learning annual review processes,
this has ensured that training is aligned more closely
to the requirements of the role. The areas that we
need to build specialist operational skills are prioritised
for capability-based pay.

Workforce Planning

To understand the capability across
the Agency, to outline key skills
requirements and to ensure future
demand is planned for. We will align
our resourcing requirements against
gaps, and will ensure our recruitment
campaigns continuously improve.

Continued to build our approach to strategic workforce
planning and resourcing. We have completed our 5%
annual Recruitment Campaign, and we are onboarding
joiners from this campaign throughout 21/22.

We are working with the leadership team to focus the
6t campaign on ‘hard to fill roles’ in specific locations,
moving away from the national campaigns we have
run previously.

Pay and Employee Value Proposition

To design, test and agree the 21/22
pay priorities through assessing our
workforce challenges, the impacts of
the pay pause, and our comparability
position. To align our pay proposals
to our workforce planning approach.
To plan for the future, including
proposing a three year employment
transformation deal which aligns with
the Agency strategy, future working
principles and broader modernisation
programmes

Agree priority areas to prioritise for capability-based
pay, aligning the approach with *hard to fill’ roles. We
have engaged with the workforce more on our
prioritisation, and have provided more opportunities
for the workforce to develop in these areas. For
example, the Investigations command ran an internal
campaign to increase officers in ‘*hard to fill’ roles in
the South-East. The campaign led to 12 officers being
successful to move laterally or be promoted into these
roles. The officers who were successful were from
across the Agency.

Our ambition is to have modernised working practices
that allows us to deploy officers flexibly against the
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threat, and to build a pay framework that is aligned
with our strategy.

55.

Whilst we have made positive progress, there is more to do realise our strategic
ambition. This includes remaining competitive, attracting new entrants and reducing
the time it takes to onboard new starters at the beginning of the employment journey.
We also need to ensure officers can access the training they need, and to drive
inclusion and an open, transparent culture.

Attrition & Vacancy Gaps

56.

57.

58.

59.

60.

The Agency’s attrition rate is 8.9% as at 30 August 2021. Whilst this is lower than the
UK average of 15%; the data shows that, where we have invested in pay reform
previously, attrition, and vacancy gaps, are lower.

Whilst we have increased recruiting activity over recent years, we are forecasting to
end this financial year with 800 vacancies, of which 186 are classed as ‘hard-to-fill’. A
list of *hard-to-fill’ roles is included at Annex C, which includes priority operational
areas for inclusion in pay reform.

Many of the operational roles that are designated as ‘hard to fill’ remain out of scope
for capability-based pay, such as forensics and social workers. The vacancy gaps in
these areas are 34% and 30% respectively, compared with the NCA average of 21%.

The challenge is more acute where these roles are also located in the South-East, as
we require specific capabilities to tackle the threat in this area. Whilst we are tailoring
future recruitment to target these roles, it is important that we continue to apply
capability-based pay, and address anomalies in location allowances in the South-East,
as our data suggests that applying reform is having a positive impact.

The most prevalent reason for leaving the Agency in operational areas is retirement,
which means that we lose experienced officers with important skills. To build the
future pipeline, we have increased our recruiting activity, though this means we have
more officers who are still early in their career. It is important to continue investing in
capability-based pay so that we provide an incentive for those early in their careers to
develop their expertise in the NCA.

People Survey Results

61.

The 2021 NCA People Survey results reported in December 2021. The survey was
completed by 59% of the workforce. The People Survey headlines can be found at
table 9.

OFFICIAL




OFFICIAL

Table 9 — NCA People Survey Overview 2021

Engagement Survey Item Positive Change since
Response Rate | 2020
Overall Engagement Score 62% | 3%
Satisfaction with Pay & Benefits 34% L 5%
Satisfaction with overall work 75% | 3%
Satisfaction with leadership and change 45% ! 3%
management
Officers alignment with organisational purpose | 84% 1 1%
Satisfaction with team working and 80% 1 1%
collaboration
Officers able to access relevant L&D 45% L 2%
Inclusion and Fair Treatment Scores 77% 11%
62. The results are approximately 2-3 percentage points down in comparison to 2020. The

63.

64.

65.

66.

overall engagement score of 62% is a reduction of 3 percentage points, though this
result is still a 12% improvement on 2018. External factors, such as the impact and
disruption from the pandemic, are likely to have had an impact on the outcome.
Additionally, some developmental opportunities have been withdrawn due to not being
able to run throughout the pandemic. The pay pause will have impacted the results
too, as we had our most successful year for disruptions, and officers feel they have
not been rewarded when they increased delivery and performance.

The Agency continues to score strongly on officers feeling aligned to our
organisational purpose. Officers report that they have a clear understanding of our
objectives and goals, and that they understand how their work contributes to our
mission. This is representative of our strong ethos and values-driven mission.

Officers are satisfied with the level of support received from managers and team
members, and that they are encouraged to come up with new and innovative ideas.
This is an encouraging indication of the strong sense of collaboration across the
Agency.

We recognise that there is more to do on leadership and managing change, which has
reduced by 3% to 45% positive. Our leadership team has remained visible throughout
the pandemic, and there has also been regular communication and engagement with
staff through virtual means, with an emphasis on transparency and resilience. The
senior leadership team is conducting more on-site and virtual visits to hear directly
from officers across the Agency. In December 2021, the Agency ran a series of all-
staff virtual events, to bring the organisation together, to listen to the challenges
faced and celebrate success. Leaders discussed the new opportunities and challenges
2022 will bring. These were supported by all employee blogs, where officers could
directly contribute to the conversation.

Satisfaction with pay and benefits has reduced by 5% in 2021. The change is in part
attributed to the 2020-21 government pay pause that was applicable to most of the
workforce. The yearly trends continue to show we are operating at a low base. This
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enforces the need for a modernised pay and benefits offer that the workforce feels is
appropriate in line with their roles and that offers progression.

Covid-19 and Hybrid Working Pilot

67.

68.

69.

70.

The NCA has continued to take a leading role in protecting the public throughout the
Covid-19 pandemic. We achieved our highest level of disruptions during this time. The
operating context remains a challenge, and the ways of working differs greatly across
the Agency. We operate across all four nations, with different rules applied at different
times. Whilst some officers could work from home, we continued to require an office
presence for sensitive work, and our officers still needed to deploy operationally.

Alongside continuing to prioritise the safety of our officers, we developed and
mobilised new working practices quickly, such as, moving learning on line where
possible and investing in technology roll-out in order to support increased remote
working. We continued to recruit where we could carry out assessments effectively
remotely, though for some critical roles, face to face assessment is required and
explains some of our vacancy gaps, as campaigns were extended.

In June 2021, the Agency introduced a hybrid working pilot, in line with government
easing of restrictions. The pilot will help us test new working practices that could be
adopted as we emerge from the pandemic. Early evaluation data suggests that the
hybrid working pilot has had a positive impact on wellbeing, engagement and
performance. There are areas which will need more time to analyse the sustained
impact.

The Agency continues to evaluate the impact of more flexible working practices,
should recommendations for changes emerge that impact remuneration, they will be
proposed in line with the three year future strategy.

The emerging skills gap

71.

72.

Demand for skills in law enforcement is high, and availability is low, particularly across
‘hard to fill" and specialist roles. The outcomes from the National Police Chiefs’ Council
(NPCC) workforce review mirrors the challenges we face in attraction and recruitment.
We are competing for skills across several labour markets. Existing application of our
capability-based pay framework, along with our reforms, have helped with the
challenges of recruiting the skills we need. We have continued to encounter increased
volumes of applications for posts in capability-based pay, and conversion rates from
application to hire are increasing.

Whilst we have plans to address the skills needed within the Agency to undertake
specialist roles, we have more to do to seek efficiencies into our resourcing and
onboarding processes. Commands are reviewing the current vacancy levels and
assessing the pipeline to ensure the skills are being posted to the areas we have
prioritised. The outcome of this work will tie into our next recruitment campaign, due
to be launched in January 2022.
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73. Momentum in our pay strategy has enabled more agility with our workforce in 2021.

74.

This included moving people laterally to fill specialist roles, linking learning outcomes
to reward, and bolstering our leadership and management capability. We have also
started working with commands to roll out apprenticeship opportunities, focusing on
hard to fill roles and reinforcing profession pathways for existing officers. Ensuring

that this forward focused approach aligns directly to remuneration will form part of the
future pay strategy.

To conclude, the Agency has been continuing to develop our workforce through the
21/22 People Plan. This precedes the development of our full three year People and
Pay Strategies which aims to form the basis of the NCARRB submission for 23/24. The
proposal to implement a one year pay award for 22/23, is to enable us to continue
making progress in pay reform, whilst developing the future approach.
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Chapter Three: Pay Proposals 2022/23

Addressing the NCARRB Feedback — 2021 7th Report

75. Whilst the government did not ask for recommendations in 2021/22 due to the pay
pause, their 7" NCARRB report included feedback that we have been asked to
consider. Table 10 addresses the key feedback. It is important to note that there are
some issues that will be addressed more fully through the three year pay deal that we
are planning to submit next year:

Table 10: NCARRB feedback and NCA Response

NCARRB Requests/Feedback

NCA Response

Request to understand how
pay works in the NCA.

The pay strategy is detailed at chapter 1, with an overview on
how pay works in the Agency at Annex B.

Reference to the impact of
the pay pause and the
progress of reform.

The NCA aligns with this position and it underpins the proposal
set out. It is a critical part of our offer to apply affordable pay
uplifts, in line with our strategy. We have outlined that there are
still gaps that will need to be addressed in future years.

Challenge on the 90%
target alignment with
policing that the NCA have
previously used.

This was to recognise that some of our roles are not operating in
the same environment as policing. The NCA are a proactive,
rather than reactive, organisation, and we operate on different
contractual terms and working patterns. We are reviewing the
90% target as part of our modernisation programme.

Request to understand
retention trends within the
NCA.

More detail on retention, presented through attrition data, is at
chapter 2. NCA attrition has increased slightly, and particularly in
areas where we have not been able to implement pay reform.

Request to understand the
position on grade 3
capability-based pay.

This is set out in chapter 1. The NCAs strategy is to extend
capability-based pay fully across eligible roles and to invest in
the framework to provide an incentive for officers to develop
their careers in the Agency. We propose to continue this progress
in 22/23, as outlined in our proposals at chapter 3.

Requirement to understand
the strategy on allowances

Where we have had recruitment and retention challenges, we
have applied allowances as temporary financial measures. The
ambition is to move officers off temporary allowances and on to
capability-based pay. We will examine how we reinvest the non-
consolidated pay pot through our modernisation programme.

Reference to the strategy
for grade 6 officers.

This is set out in chapter 3, Section C of our pay proposals. We
are proposing a targeted pay uplift for our grade 6 officers this
year, to support fairness and attractiveness of the offer. We will
review the ambition for grade 6 officers within the modernisation
programme.

The need to further develop
the data that supports this
submission.

The Agency has noted the NCARRB feedback on data, and has
worked to provide a more robust and developed data picture to
support the submission. This can be found at Annex A.
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A reflection on the level and | The NCA has communicated more this year on pay than in

type of communication that | previous years. The leadership team have engaged more through
we are doing on pay. blogs, FAQs, webchats and the ‘Proud to Protect’ all officer event.
We have also conducted more activity and communication
through our Remuneration Committee, and through our Agency
review of RRAS. This will increase further as we build the
modernisation programme.

NCA pay proposition for 2022/23

76. The NCA board have approved a 3% pay award for 2022/23, applied as follows:

A) Extending capability-based pay, delivered through spot sates

B) Investing in capability-Based pay, through spot rate uplifts

C) Applying increases to the standard pay ranges

D) Applying anomaly correction to South-East Weighting arrangements

77. The Agency will apply these uplifts through our differentiated approach, rather than
applying a blanket award. This is a key enabler of our strategy. The NCA provide
many specialist capabilities on behalf of law enforcement, intelligence and Civil
Service partners. We require a unique, blended skills mix from different professions
which we source from varied markets.

A)Expanding the coverage of Capability-based pay

78. Extending capability-based pay is a key component of our pay strategy. Since the
introduction of capability-based pay, it has been a priority to bring more operational
roles into scope of the framework. The NCA has focused on areas with the most
pressing recruitment and retention issues first, utilising a data-led approach.

79. We have set out below the direction that we are heading in extending capability-based
pay further this year. However, the NCA expects to continue to own our skills
framework, whereby we determine the coverage of capability-based pay in line with
operational need. This is overseen through the internal NCA governance framework.

80. In order to identify the priority roles in scope we propose a series of criteria to be
utilised, in order to complete our prioritisation exercise. The Agency will apply the
criteria set out to determine the roles that will be prioritised for investment. This
aligns with the work that we have completed on identifying hard to fill roles, through
the vacancy gap and attrition data that is outlined in chapter 2. The operational
examples outlined in chapter 1 present the unique and complex skills mix that we
require, and these types of direct operational requirements will be considered as we
implement uplifts. A high-level overview of the criteria and its application is set out in
table 11.
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Table 11: Criteria for extending capability-based pay.

Factor Definition Measure Scoring System
A B C
3 Points 2 Points 1 Point
Market Comparable role in organisations with a | Salary & >20% less 10-20% less | <10% less
Comparators similar remit to the NCA is undertaken Allowances than than than
by an officer of more senior rank, or (NCA average comparator comparator comparator
the role requires a specific skill set compared to
which is remunerated at a higher rate. law
enforcement
average)
Recruitment The role suffers from significant Sustained, >20% 8-20% <8% or no
and Retention | recruitment and retention problems unforced evidence
through a lack of suitably qualified attrition within
candidates applying for the role and the role’s
there are ongoing vacancies in the team over two
establishment. years
A track record | Post Post Post
of difficulty advertised advertised advertised
recruiting over | three or twice once
a two-year more times
period
Disruption The role causes significant disruption to | The level of High Medium Low
and the officer's personal life and requires a | personal
Accountability | high level of personal accountability in accountability
managing risks to the business. and risk
associated
with the role.
Complexity The role requires a skill set that Requirement High Medium Low
requires significant training investment | for unique
to and experience to achieve level of specialist skills
proficiency required.
Hard to Fill The role is included in the hard to fill Is the role Yes N/A No

list agreed by the NCA workforce
planning committee, please check your
data pack to see if the role is classed
as Hard to fill.

considered as
a hard to fill

role.

To support our assessment, the Agency conducts an equality impact assessment on
the proposed entry list, along with forecasting the impact of implementation of the
changes on the agency ambition.
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This framework helps the NCA to prioritise roles for inclusion, allowing us to direct
capability-based pay coverage where it will have the most impact. We have allocated
£1.33m to increase the number of roles in scope of capability-based pay this year.

B)Investing in capability-based pay (through spot rates)

83.

84.

In line with our strategy to build an attractive offer, the Agency is proposing to apply
a differentiated investment into to our capability-based pay framework in 22/23. We
are targeting increases at grades 3 and 5, with a focus on grade 3 to increase the
attractiveness of the offer as well as align with policing comparators, and grade 5 as
data suggests this is the area of highest attrition. The proposal will apply an average
investment of 3.18% in the capability-based pay framework.

This will move us forwards in our strategy of building attractiveness and sustainability
through reducing the gap with comparators. Based on the policing submission for this
year, it is predicted that the gap at grade 4 and 5 will reduce by some margin,

however there is more to do to close the gap in future years. Our proposal, along with
how this compares to the estimated police award for this year, is outlined at table 12.

Table 12: Proposed values for 22-23 (Capability-based pay framework

Grade | Proposed New SR1 | New SR2 New New Estimated | Estimated
uplift 22/23 | Value Value SR3 SR4 Police difference
Value Value Pay following
Award* 22/23
award
G1 2.00% £71,997 £77,835 - - £97,424 -£19,589
G2 2.00% £62,210 £67,254 - - £85,782 -£19,589
G3 4.25% £47,413 £51,062 - - £59,163 -£8,101
G4 2.75% £41,315 £44,907 - £46,778 | £47,845 -£2,938
G5 3.50% £33,920 £35,332 £37,689 | £39,259 | £42,570 -£4,881

*3.5% estimated pay award with pay point 3 of Chief Superintendent raised by £5,674, in line with NPCC endorsed working

party recommendations from 2021. This represents year one of a three year plan, the overall investment is predicted to

be 2.7% over three years.

C)Standard Pay Range Uplifts

85.

86.

The Agency is proposing to apply a differentiated award to the standard pay range, to
target investment in line with our strategy. We will offer higher increases to the lower
grades, for example at grade 6, as we have fallen behind the Civil Service median
pay. This is aligned with our strategy to build the fairness of our offer, through
targeting the lower earners in the organisation. This is forecasted to have a positive
impact on reducing the gender pay gap. This proposal will move our grade 6 pay
£1,439 ahead of the Civil Service median. We will further review the plan for grade 6
as part of our future strategy.

Although the other grades remain slightly ahead of Civil Service comparators, NCA
officers did not have any pay uplift in 2022/21, and cost of living has risen. In our
enabling functions, we have also seen attrition increase, particularly where we have
not been able to implement pay reform. Further attrition data is contained in Annex A,
point 6. We are therefore applying awards across all grades in our standard ranges.
By applying a 1% increase at the grade maximum, and the remainder as a non-
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consolidated award, we will continue our strategic priority to reduce the length of the
pay ranges.

The proposal and impact is outlined at table 13. This will provide an average uplift
across the standard pay ranges of 2.43%, and will reduce the average pay length gap
to 23%.

Table 13: Proposed standard pay range uplifts for 2022-23

Grade ;;c;ggsed REALE Grade Minimum Grade Maximum
Grade 1 2.00% £69,645 £84,727
Grade 2 2.00% £56,855 £69,188
Grade 3 2.25% £46,503 £56,665
Grade 4 2.75% £37,752 £45,361
Grade 5 3.0% £29,705 £38,125
Grade 6 5.0% £22,103 £27,274

D)South-East Weighting Allowance

88.

89.

90.

The NCA supports the Governments levelling up agenda, and we already have sites
across the country. However, we continue to have increased operational demand in
the South-East. Many of our ‘hard to fill’ roles are situated in this geographical area,
and we continue to face acute recruitment pressures here.

The ambition for all allowances will be reviewed as part of our future strategy, as we
also consider the impact of our estates programme, and the hybrid working pilot.

Proposed changes for 22/23 are aimed at addressing anomalies within our current
allocation, through opting officers in our Chelmsford and Stevenage branches into the
South-East allowance at £2,739, which is 80% of the current rate. This would go
some way to addressing anomalies, whilst giving us the scope to develop our future
strategy. This would also keep NCA pay from lagging further behind comparators in
this area. This would cost £210k and would bring 97 officers in to scope. The detail of
the proposal was submitted in our last evidence submission.
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Chapter Four: Conclusion and Total Costings

91.

92.

93.

The 22/23 submission continues to execute the current pay strategy through applying
the 3% IRC in line with our strategy principles of attractiveness, fairness,
sustainability and looking forwards. This is the uplift that is affordable alongside the
choices that the NCA need to make across the spending period.

To fund additional investment in subsequent years, we will need to make additional
cost savings through seeking contractual reform that we will direct back into pay. This
will include reviewing our approach to overtime, shift arrangements and wider
contractual terms.

The Agency forecast that this proposal will have a positive impact on diversity
outcomes, including a reduction of the gender pay gap through reducing the length of
the pay ranges and applying targeted uplifts to the lowest earners.

Affordability and Total Cost

94.

95.

The NCA has made significant choices regarding the allocation of our spending across
our total strategy, and therefore we are able to allocate a 3% IRC this year. As part of
the case for 3% IRC, we anticipate some reductions in spending elsewhere such as
overtime and TOIL. As noted in chapter 1, for an award above 3% IRC, the Agency
Board would need to make choices to reallocate funding from elsewhere. Further,
future investment into the NCA pay progress is required. We have set out the plan to
submit a 3 year pay proposal for agreement next year, in order to support this.

The associated costings of our proposals are broken in table 14:

Table 14: Pay award breakdown.

Standard Pay Range | Spot Rate uplifts Increase the coverage of Adjustment of Total
Uplifts capability-based pay London expected
Weighting spend
anomalies
£2.79m £2.60m £1.33m £170k £6.89m
Annexes

Annex A - Supporting Data
Annex B - How pay works in the NCA
Annex C - NCA hard to fill roles
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Annex A: Supporting Data
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3) Initial Operational Training Programme (IOTP)

4) NCA Recruitment Activity
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1) The NCA Workforce

At 31 August 2021, the Agency had a workforce of 6,032, comprising a mix of directly
employed officers, seconded officers, fixed term employees and contingent labour. Their

OFFICIAL

collective skills and diversity of experience are crucial to our operational success.

Table 1: Workforce Employment

Workforce Employment Status

Agency Staff 11
Attached Staff 72
Career Break 61
Contingent Labour 226
External Staff Loaned In to the NCA 12
Fixed Term Contract 33
NCA Staff Loaned Out 16
Outsourced Contractor(Professional Fees) 40
Perm Staff Attached Out 4
Perm Staff Seconded Out 10
Permanent Staff 5459
Seconded Officer Costing 63
Seconded Officer Non Costing 19
Student Placement 6
Total 6032

Table 2: Workforce by Grade

Workforce by Grade Full Time Equivalent (FTE)
NCA Grade 1 105

NCA Grade 2 317

NCA Grade 3 798

NCA Grade 4 1670

NCA Grade 5 2806

NCA Grade 6 336

Grand Total 6032

Table 3: Workforce by Command

Workforce by Command

Full Time Equivalent (FTE)

NCA Change

131

NCA Corporate Business Services 169
NCA Digital, Data and Technology 298
NCA Human Resources 191
NCA Intelligence 2302
NCA Investigations 1952
NCA Legal 48
NCA Margin 95
NCA National Economic Crime Centre 278
NCA Strategy 116
NCA Threat Leadership 452
Total 6032
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The majority of the workforce sits within the operational functions of Intelligence and
Investigations, with Grades 4 & 5 having the highest humber of officers.

Table 4: Current spot rate values

Grade SR1 - ) SR2 - Proficient/Developing | SR3 - SR4 -
Developing at G5 Proficient Expert

G1 £70,585 £76,308 - -

G2 £60,990 £65,935 - -

G3 £45,480 £48,980 - -

G4 £40,209 £43,705 - £45,526

G5 £32,772 £34,137 (Developing 2) £36,414 £37,931

Table 5: Current standard pay range values

Grade Minimum Maximum
G1 £68,279 £83,888
G2 £55,740 £68,503
G3 £45,480 £56,104
G4 £36,742 £44,912
G5 £28,840 £37,748
G6 £21,050 £27,004

NCA Workforce — Powers

Table 6 provides an overview of Powered VS. Non-powered officers. Most powered officers
are in operational commands, though there are some powered officers in enabling
capabilities that are able to support operations where surge capacity is required.

Table 6: Workforce by command - powers split

Workforce by Command - Powers Split Powers No- Total
Powers

NCA Change ~ ~ ~
NCA Corporate Business Services ~ ~ ~
NCA Digital, Data and Technology 17 281 298
NCA Human Resources 22 169 191
NCA Intelligence 637 1665 2302
NCA Investigations 1283 669 1952
NCA Legal ~ ~ ~
NCA Margin ~ ~ ~
NCA National Economic Crime Centre 33 245 278
NCA Strategy ~ ~ 116
NCA Threat Leadership 137 315 452
Total 2169 3863 6032

* Officers funded by NCA Margin are either in process of being redeployed or whose costs cannot be
attributed to a command budgetary line. The most common scenario is when Officers are transitioning into or
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out of an International Liaison Officer (ILO) role i.e. the Officer is an ILO in training or has returned to the UK
following an overseas deployment and needs a temporary post while their full time post is determined.

The below data shows that the majority of our powered roles are officers graded 4 and 5,
which are more frontline facing roles.

Table 7: Workforce by Grade - powers split

No Powers

Workforce by Grade - Powers Split | Powers (No.) (No.) Total
NCA Grade 1 ~ ~ ~
NCA Grade 2 ~ ~ 317
NCA Grade 3 334 464 798
NCA Grade 4 690 980 1670
NCA Grade 5 1009 1797 2806
NCA Grade 6 ~ ~ ~
Total 2169 3863 6032

~ denotes 10 or less, including values redacted to safeguard the identity of our Officers.

Table 8: Workforce by working pattern

Workforce by working pattern -
Powers Split

No Powers Powers Total
Full Time 57.33% 34.22% 91.55%
Part Time 6.71% 1.74% 8.45%
Total 64.04% 35.96% 100.00%

Table 9: Workforce by gender

Workforce by gender - Powers Split

No Powers Powers Total
Female 33.74% 10.68% 44.41%
Male 30.31% 25.28% 55.59%
Total 64.04% 35.96% 100.00%

2) Workforce Diversity

A diverse workforce enables a culture where different perspectives and knowledge are
embraced to innovatively combat newly emerging criminal threats.

Diversity is improving, and the Agency continue to embrace initiatives such as the IOTP
programme to create opportunities for increased representation. This is being furthered
through our Inclusion and Culture strategy.
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Table 10: Workforce by age

Workforce by age

Percentage of officers

16 - 19 0.02%

20 - 29 16.14%
30 - 39 22.84%
40 - 49 25.67%
50 - 59 28.59%
60 - 64 5.66%

65 & over 0.98%
Not Declared 0.12%
Total 100.00%

Table 11: Workforce by gender

Workforce by Gender

Percentage of Officers

Female 44.41%
Male 55.59%
Total 100.00%

Table 12: workforce by ethnicity

Workforce by ethnicity

Percentage of officers

White 73.86%
BAME/Other 9.15%
Not Declared 13.43%
Prefer not to say 3.55%
Total 100.00%

Table 13: workforce by religion

Workforce by religion

Percentage of officers

Non-Christian

39.20%

Christian 36.10%
Not Declared 18.76%
Prefer not to say 5.94%
Grand Total 100.00%

Table 14: workforce by disability

Workforce by disability

Percentage of officers

Disabled 3.95%
Not Disabled 29.24%
Not Declared 66.82%
Grand Total 100.00%

Table 15: workforce by sexual orientation

Workforce by sexual orientation

Percentage of officers

Heterosexual/Straight

74.21%

LGBT 3.45%
Not Declared 16.07%
Prefer not to say 6.27%
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| Grand Total

| 100.00%

Workforce Diversity — Commands

Table 16 shows that proportionately, less officers work part time hours in operational
commands than they do in enabling functions. This data also shows that female
representation is higher within our enabling functions teams.

Table 16: Workforce by command - work pattern split

Part
Workforce by Command - Work Pattern Split Full Time Time | Total
NCA Change ~ ~ 131
NCA Corporate Business Services 144 25 169
NCA Digital, Data and Technology 272 26 298
NCA Human Resources 153 38 191
NCA Intelligence 2122 180 2302
NCA Investigations 1811 141 1952
NCA Legal ~ ~ ~
NCA Margin ~ ~ ~
NCA National Economic Crime Centre 247 31 278
NCA Strategy ~ ~ ~
NCA Threat Leadership 426 26 452
Grand Total 5522 510 6032
Table 17: Workforce by command - Gender split
Workforce by Command - Gender Split Female Male Total
NCA Change 66 65 131
NCA Corporate Business Services 86 83 169
NCA Digital, Data and Technology 123 175 298
NCA Human Resources 119 72 191
NCA Intelligence 1043 1259 2302
NCA Investigations 753 1199 1952
NCA Legal 33 15 48
NCA Margin 41 54 95
NCA National Economic Crime Centre 143 135 278
NCA Strategy 66 50 116
NCA Threat Leadership 206 246 452
Grand Total 2679 3353 6032
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Workforce Diversity - NCA Grades

The data shows that our lower grades tend to have a higher ratio of part time workers.

Table 18: workforce by command - work pattern split

Workforce by command - Work Pattern
Split Full Time Part Time Total
NCA Change ~ ~ ~
NCA Corporate Business Services 144 25 169
NCA Digital, Data and Technology 272 26 298
NCA Human Resources 153 38 191
NCA Intelligence 2122 180 2302
NCA Investigations 1811 141 1952
NCA Legal ~ ~ ~
NCA Margin ~ ~ ~
NCA National Economic Crime Centre 247 31 278
NCA Strategy ~ ~ ~
NCA Threat Leadership 426 26 452
Total 5522 510 6032
Table 19: workforce by grade - gender split
Workforce by Grade - Gender Split Female Male Total
NCA Grade 1 32 73 105
NCA Grade 2 111 206 317
NCA Grade 3 262 536 798
NCA Grade 4 649 1021 1670
NCA Grade 5 1412 1394 2806
NCA Grade 6 213 123 336
Total 2679 3353 6032

Table 19 shows that there is a higher proportion of females than males at Grade 6 and 5.
From Grade 4 the difference shows a higher ratio of males to females, with males more
than twice as likely to be in a senior role at grade 1.
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Workforce Diversity — Spot Rate Eligibility

Upon the introduction of spot rates, officers were able to voluntarily opt into the
framework. This means a proportion of our work force (8.56%) are in Spot Rate posts,
whilst remaining on the standard pay framework. These officers are eligible to opt into Spot
Rate pay at any time.

The following data tables detail officers eligible to opt in to Spot Rate as of August 2021.

Table 20: Spot rate eligibility by gender

Eligibility by Gender Female Male Grand Total
Spot Rate Officers 15.42% 23.58% 39.00%
Eligible for Spot Rate 2.95% 5.61% 8.56%
Standard Pay Range 26.57% 25.87% 52.44%
Total 44.94% 55.06% 100.00%

The highest percentage of officers eligible to opt into spot rates are in the higher age
brackets, 4.3% of 50-59 year olds and 2.26% of 40-49 year olds.

Table 21: Spot rate eligibility by age

cigivilty by age | SeotRete [Elilole for [ tandard Pay [ rand
16 - 19 0.00% 0.00% 0.02% 0.02%

20 - 29 7.77% 0.18% 9.05% 17.01%
30 - 39 11.14% 0.56% 11.74% 23.45%
40 - 49 8.67% 2.26% 14.17% 25.09%
50 - 59 9.74% 4.30% 13.98% 28.02%
60 - 64 1.49% 1.07% 3.02% 5.59%

65 & over 0.18% 0.18% 0.46% 0.82%
Total 39.00% 8.56% 52.44% 100.00%

Table 22: spot rate eligibility by religion

Eligibility by Spot Rate Eligible for Standard Pay | Grand
Religion Officers Spot Rate Range Total
Non-Christian 17.26% 2.04% 21.27% 40.57%
Christian 14.18% 3.26% 19.74% 37.18%
Not Declared 5.13% 2.66% 8.39% 16.19%
Prefer not to say 2.42% 0.60% 3.04% 6.06%
Total 39.00% 8.56% 52.44% 100.00%

When looking at the ethnicity of the population, we can see that officers who identify as
White are the highest percentage of officers eligible to opt into Spot Rate (6.05%).
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Eligibility by Spot Rate Eligible for Standard Pay | Grand
Ethnicity Officers Spot Rate Range Total
White 31.06% 6.05% 39.20% 76.31%
BAME/Other 2.57% 0.51% 6.26% 9.34%
Not Declared 3.70% 1.69% 5.30% 10.69%
Prefer not to say 1.68% 0.31% 1.68% 3.66%
Total 39.00% 8.56% 52.44% 100.00%
Table 24: Spot rate eligibility by disability
Eligibility by Spot Rate Eligible for Standard Pay | Grand
Disability Officers Spot Rate Range Total
Disabled 1.04% 0.44% 2.73% 4.21%
Not Disabled 11.20% 3.42% 16.33% 30.95%
Not Declared 26.77% 4.70% 33.38% 64.84%
Total 39.00% 8.56% 52.44% 100.00%
Table 25: Spot rate eligibility by sexual orientation
Eligibility by Sexual | Spot Rate Eligible for Standard Pay | Grand
Orientation Officers Spot Rate Range Total
Heterosexual/Straight | 30.35% 5.61% 40.44% 76.40%
LGBT 1.42% 0.15% 2.04% 3.61%
Not Declared 4.57% 2.18% 6.72% 13.47%
Prefer not to say 2.66% 0.62% 3.24% 6.52%
Total 39.00% 8.56% 52.44% 100.00%

Workforce Diversity - Terms & Conditions

The majority of the workforce remains on the Standard Pay Range. 39% of our workforce
are on spot rates, with other T&C’s covering 0.22% of our organisation. This is an
improvement on last year where spot rates covered 28% of our workforce.

The data suggests that those on the standard pay range, who tend to have been with the
Agency for a while, may be on a higher salary range, therefore the spot rate structure

would not be beneficial to them overall.

Table 26: T&C’s by gender

Officer T&C's by Gender Female Male Grand Total
NCA Spot Rate 15.42% 23.58% 39.00%

NCA Standard Pay Range 29.42% 31.35% 60.78%
Other T&C's 0.09% 0.13% 0.22%

Total 44.94% 55.06% 100.00%
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Table 27: T&C’s by working pattern

Officer T&C's by 5 day Week Flexible Shift Grand

Working Pattern y Working Working Total

NCA Spot Rate 35.87% 2.97% 0.16% 39.00%

NCA Standard Pay Range |49.93% 9.65% 1.20% 60.78%

Other T&C's 0.15% 0.07% 0.00% 0.22%

Total 85.94% 12.69% 1.37% 100.00%
Table 28: T&C’s by working hours

:fflcer T&C's by Working Part Time Full Time Grand Total

ours

NCA Spot Rate 1.84% 37.16% 39.00%

NCA Standard Pay Range 6.81% 53.97% 60.78%

Other T&C's 0.07% 0.15% 0.22%

Total 8.72% 91.28% 100.00%

Officers on the spot rate pay structure tend to be evenly split between powers and non-

powers.

Table 29: T&C’s by powers

Officer T&C's by Powers No Powers Powers Grand Total

NCA Spot Rate 17.53% 21.47% 39.00%

NCA Standard Pay Range 43.66% 17.12% 60.78%

Other T&C's 0.16% 0.05% 0.22%

Total 61.36% 38.64% 100.00%
Table 30: T&C’s by age

Officer T&C's by NCA Spot NCA Standard Pay | Other Grand

Age Rate Range T&C's Total

16 - 19 0.00% 0.02% 0.00% 0.02%

20 - 29 7.77% 9.23% 0.00% 17.01%

30 -39 11.14% 12.31% 0.00% 23.45%

40 - 49 8.67% 16.37% 0.05% 25.09%

50 - 59 9.74% 18.17% 0.11% 28.02%

60 - 64 1.49% 4.06% 0.04% 5.59%

65 & over 0.18% 0.62% 0.02% 0.82%

Total 39.00% 60.78% 0.22% 100.00%
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Officer T&C's by NCA Spot NCA Standard Pay Other Grand
Ethnicity Rate Range T&C's Total
White 31.06% 45.16% 0.09% 76.31%
BAME/Other 2.57% 6.74% 0.04% 9.34%
Not Declared 3.70% 6.90% 0.09% 10.69%
Prefer not to say 1.68% 1.98% 0.00% 3.66%
Total 39.00% 60.78% 0.22% 100.00%
Table 32: T&C's by disability
Officer T&C's by NCA Spot NCA Standard Pay Other Grand
Disability Rate Range T&C's Total
Disabled 1.04% 3.17% 0.00% 4.21%
Not Disabled 11.20% 19.72% 0.04% 30.95%
Not Declared 26.77% 37.89% 0.18% 64.84%
Total 39.00% 60.78% 0.229% 100.00%
Table 33: T&C’s by sexuality
Officer T&C's by NCA Spot NCA Standard Pay | Other Grand
Sexuality Rate Range T&C's Total
Heterosexual/Straight 30.35% 45.98% 0.07% 76.40%
LGBT 1.42% 2.17% 0.02% 3.61%
Not Declared 4.57% 8.79% 0.11% 13.47%
Prefer not to say 2.66% 3.84% 0.02% 6.52%
Total 39.00% 60.78% 0.22% 100.00%

*Data is based on NCA employees on NCA Terms & Conditions.
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Initial Operational Training Programme (IOTP)

The NCA IOTP is a 24 month blended training programme which accredits officers as either
an Intelligence Officer or Investigations Officer.

The cohort data below shows the number of officers undertaking the programme since last
year’s report. The turnover for this group is low. The diversity of these groups is
represented in the IOTP diversity statistics shown on the following pages.

Table 34: IOTP Cohorts

Officer Number Turnover
Cohort Start Date | Intake of
Leavers
Cohort 20 26 6 23%
Cohort 21 39 4 10%
Cohort 22 16 1 6%
Cohort 23 16 2 13%
Cohort 24 | 2019 19 0 0%
Cohort 25 | Intake 22 1 5%
Cohort 26 33 2 6%
Cohort 27 27 3 11%
Cohort 28 15 2 13%
Cohort 29 31 2 6%
Cohort 30 31 3 10%
Cohort 31 48 4 8%
Cohort 32 | 2020 33 0 0%
Cohort 33 | Intake 58 7 12%
Cohort 34 34 0 0%
Cohort 35 51 9 18%
Cohort 36 36 3 8%
Cohort 37 | 2021 34 5 15%
Cohort 38 | Intake 9 1 11%
Cohort 41 26 1 4%
40
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4) NCA Recruitment Activity

Pipeline Data

During 2021 the NCA has continued to build on the accelerated pace of 2020, though there
has been an impact of the Covid-19 pandemic on recruitment. Table 35 shows the changes
in recruitment activity from 2019-2021.

Table 35: Number of candidates added to NCA pipeline

Number Percentage
difference | difference
Month 2019 2020 2021 2020 to 2020 to
2021 2021
January 41 213 102 -111 -48%
February 75 271 83 -188 -31%
March 114 133 96 -37 -72%
April 83 249 107 -142 -43%
May 49 215 109 -106 -51%
June 51 229 130 -99 -57%
July 86 162 143 -19 -88%
August 71 196 80 -116 -41%
September 86 229 73 -156 -32%
October 73 276 80 -196 -29%
November 71 287 124 -163 -43%
December 15 40 27 -13 -68%
Total 815 2500 1154 | -1346 -46%

NCA Recruitment Activity — Operational Pipeline

When looking at the recruitment of operational roles we can see the challenges the Agency
faces. These roles are categorised by the following headings:

e Firearms — These are Specialist roles within our Armed Operations Unit (AOU), these
roles can receive the ‘Expert’ Spot Rate salary.

e Intelligence Officer/Analyst — These are campaigns which fill vacancies across the NCA's
Intelligence command, as either an Intelligence Officer or within an Analyst team.

e Specialist Intelligence — Our specialist Intelligence teams include Forensic roles (physical
or digital), Technical Operations and Human Intelligence (HUMINT).

e Investigations Officer — These are frontline roles investigating Serious and Organised
Crime, which includes the arresting and interviewing of suspects.

e Specialist Investigations — Our Specialist Investigation teams include Social Workers,
Financial Investigators and surveillance.

e Our Intelligent Officer/Analyst and Investigations Officer campaigns have improved
considerably, however specialist recruitment has become more challenging.
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Recruitment 2018 | 201920202021 TotalNumber Percentage
Campaigns - Offers Difference |Difference
Firearms 2 18 13 2 35 |11 -650%
Intelligence 89 34 242 0 365 |-242 N/A
Officer/Analyst

Investigations Officer 101 80 142 9 332 [-133 -1578%
Specialist Intelligence and |70 173 102 127 472 25 5%
Investigations

Total 262 305 (499 138 1204-361 -362%

Following the successes in 2020 we are now expanding growth in specialist areas which
matches with our goals of expanding the spot rate framework into these role types.
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Table 37: Conditional offers by applicant and offers

Recruitment Campaigns - |Number of Number of Percentage
Applicants & Offers Applicants offers Conversion of
Applicant to Offer
2018
Firearms 38 2 5%
Intelligence Officer/Analyst 481 89 19%
Investigations Officer 486 101 21%
Specialist Intelligence 676 63 9%
Specialist Investigations 51 7 14%
Total 1732 262 15%
2019
Firearms 97 18 19%
Intelligence Officer/Analyst 389 34 9%
Investigations Officer 460 80 17%
Specialist Intelligence 1694 138 8%
Specialist Investigations 340 35 10%
Total 2980 305 10%
2020
Firearms 96 13 14%
Intelligence Officer/Analyst 1780 242 14%
Investigations Officer 1351 142 11%
Specialist Intelligence & 3002 102 3%
Investigations
Total 6229 499 8%
2021
Firearms 6 2 33%
Intelligence Officer/Analyst 0 0 NA
Investigations Officer 92 9 10%
Specialist Intelligence & 470 127 27%
Investigations
Total 568 138 24%

NCA Recruitment Activity — Internal Transfers
Over the past year, 29 staff moved from Investigations to Intelligence, and 23 moved from

Intelligence to Investigations. These are movements taking place outside of the lateral
campaign, so will include promotions and other recruitment activities.
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Table 38: Internal transfers for Intelligence

Receiving Command
Leavers Command Grade
Investigations
Gl 0
G2 1
. G3 2
Intelligence ca 5
G5 10
G6 1
Total 23

Table 39: Internal transfers for Intelligence

Receiving Command

Leavers Command Grade
Intelligence
G1 0
G2 1
. . G3 4
Investigations
G4 11
G5 13
G6 0
Total 29

5) Productivity Statistics

Increase in hours

As the spot rate framework has developed, the humber of officers working 40 hours per week
has increased annually. As of August 2021 we have 2198 officers on the spot rate framework,
the increase in hours presents a productivity gain for the Agency.

The increase in officers on spot rate represents an increase in 219.80 FTE for a 37 hour week,
or 164.85 for a 40 hour week.

Table 40: productivity statistics by grade
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Increase in Increase | Increase

Officers since Increase | in FTE in FTE
NCA Grade | gp in Hours | (37 (40

Implementation Hours) Hours)
NCA Grade 1 |43 129 4.30 3.23
NCA Grade 2 | 111 333 11.10 8.33
NCA Grade 3 | 11 33 1.10 0.83
NCA Grade 4 | 923 2769 92.30 69.23
NCA Grade 5 | 1814 5442 181.40 136.05
Total 2198 6594 219.80 164.85
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Wellbeing and Sickness

The spot rate framework was first introduced in 2018. With the increase in hours from 37
to 40 hours, compared to those on standard terms and conditions, the tables below
outlines percentage of sickness days lost. It is evident that although spot rate officers are
working three hours extra a week, the data suggests that sickness levels are lower than
those officers on the standard pay range.

Absence has been lower during the COVID 19 Pandemic; with spot rate sickness levels are
even lower than 2018 and 2019.

Table 41: Wellbeing and sickness by year

2018 Totals
Non Spot Rate 1.83%
Spot Rate 1.20%
Total 1.71%
2019 Total
Non Spot Rate 1.63%
Spot Rate 1.20%
Total 1.60%
2020 Total
Non Spot Rate 1.57%
Spot Rate 0.97%
Total 1.53%
2021 Total
Non Spot Rate 1.56%
Spot Rate 1.00%
Total 1.36%

6) Leavers - Attrition Rates

Attrition has been steadily increasing up to April 2020. The impact of COVID-19 has seen
on average a 50% significant reduction in leavers from the Agency. Prior to this 2016-17
attrition was at 6.23%, which has risen year on year. The current expected attrition for

2020-2021 is 7.5%.

Table 42: Attrition by grade

Turnover, Average |Annual Annual Annual Annual Annual Annual
monthly Attrition Attrition | Attrition Attrition | Attrition  |Attrition
Leavers |16/17 17/18 18/19 19/20 20/21 21/22
NCA (!).Fé“ 8 7.87% 7.87% 15.46% 21.15% 12.4% 14.48%
NCA 1.8 8.16% 9.27% 11.07% 13.13% 11.8% 11.84%
NCA 3.7 7.20% 6.21% 7.47% 10.81% 7.3% 9.04%
NCA 5.4 4.34% 5.49% 6.41% 7.44% 5.5% 5.85%
NCA 13.2 6.06% 8.09% 8.46% 7.52% 7.5% 6.11%
NCA 3.5 11.25% 14.71% 14.97% 14.97% 11.3% 14.45%
Total 28.3 6.23% 7.64% 8.48% 9.03% 7.5% 7.36%
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An area where attrition has been quite high has been in our Armed Operations Unit
(Firearms), where a combination of an ageing workforce and high numbers of officers
moving to the police has meant the team have struggled to maintain operational capacity.
In order to alleviate the issue of police transfers we have begun using the expert spot rate
within Firearms, since implementation in 2019 leavers within Firearms has reduced down to
5in 2020 and 6 in 2021 from a high of 12 in 2018.

Table 43: Firearms leavers

Calendar Civil Service Normal

Year Transfer Retirement Resignation Total
2016 0 4 1 5
2017 0 2 2 4
2018 0 7 5 12
2019 2 4 3 9
2020 1 3 1 5
2021 1 2 3 6
Total 2 17 11 35

Graph 1: Annual turnover by command

Total

NCAThreat Leadership

NCA Strategy

NCA National Economic Crime Centre
NCA Margin

NCA Legal

NCA Investigations

NCA Intelligence

NCA Human Resources

NCA Digital, Data and Technology
NCA Corporate Business Services
NCA Change

Annualised turnover for all reasons

e 2.72%

‘_ 8.22%
7— 10.62%
‘_ 9.36%
"_ 20.00%
_ 18.18%
J— 7.36%

I 5.56%

e —— | 19.02%
I  19.17%
——— 17.54%

I 2 .0 6%

7) Leavers - Exit Questionnaire

In order to understand the reasons for our officers leaving, we have examined data from
our exit questionnaire. This data has been collected from October 2020 to November 2021.
The table below shows that pay and benefits is a concern for officers. Whilst pay and
benefits alone with not secure talent in the NCA, it is a key part of our wider reform

programme to ensure we keep pace.
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Table 44: Exit Questionnaire — reasons for leaving

Number of
Reasons for leaving officers
Retirement 118
Career development/promotion 118
To gain new opportunities 43
To seek different working conditions 34

Personal circumstances (ill health/family reasons/caring responsibilities) | 31

Workplace Conflict (bullying, harassment, discrimination, line

management issue) 27
Work-life Balance/Workload 27
Pay and Benefits 23
End of Planned contract/secondments/contract 19
Location (leaving area, work nearer home) 14
Grand Total 454

Another primary reason for leaving the Agency was work life balance/workload, to seek
different working conditions and personal circumstances (ill health/family reasons/caring
responsibilities). We have seen, due to Covid-19, our officers adapting to homeworking well
(as a short term measure), and data has outlined that our sickness levels have decreased
from previous years. Flexible working may have been a cause of this and partially
contributed to a better work life balance, resulting in better productivity for the Agency.
The Agency is evaluating the success of this through our hybrid working pilot.

When consider what officers liked the most about working for the NCA, their team and
relationships came out top, with their role and the opportunity to work on SOC also
featuring highly.

Table 45: Exit Questionnaire — Reasons for working at NCA

What did you like most about working for the NCA?
41.70
Your Team/Relationships %
22.71
Your Role/Responsibilities %
19.43
The opportunity to work on Serious Organised crime %
Working arrangements (e.g. flexible working, work-life balance) 7.42%
Pay & Wider Benefits 3.71%
Learning and Development Opportunities 1.31%
NCA Culture 1.09%
Wellbeing and Support Services (e.g. Occupational Health, Employee
assistance) 0.87%
Feeling valued/Recognition 0.87%
Opportunities beyond immediate role (diversity groups, staff boards etc.) 0.44%
Facilities (e.g. Canteen/Gym) 0.44%
Table 46: Exit Questionnaire — consideration period for leaving
1-3 4-6 7-9 10-12 Over a | Grand
Months | Months | Months | Months year Total
Consideration period | 89 91 39 68 179 466
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for leaving

Grand Total

89 91

39

68

179

466

Table 47: Exit Questionnaire — command leavers

Leaving
Month

Civil Service
Transfer

Normal

Retirement

Resign
ation

Other
planned
reason

Other
unplanned
reason

Grand
Total

NCA Change | 8

1

7

29

2

47

NCA
Corporate
Business
Services 4

13

33

NCA Digital,
Data and
Technology |11

13

11

43

NCA Human
Resources 12

10

28

NCA
Intelligence | 11

31

51

27

128

NCA
Investigatio
ns 13

48

56

35

169

NCA Legal

10

NCA Margin |1

NCA
National
Economic
Crime
Centre 7

22

NCA
Strategy 7

14

NCA Threat
Leadership 9

5

16

16

48

Other 0

0

5

6

11

Grand
Total 920

102

179

147

37

555

Table 48: Exit Questionnaire — reasons for choosing

Reason for
choosing new
employer

Number of
officers

Type of role

130

Promotion

68

Pay

47

Location

43

Flexible Working

38

Learning &
Development

33

Organisational
values

32

Culture

26

48
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New opportunity | 5
Wellbeing 4
Facilities 3

8) Other Pay Elements

As a law enforcement Agency we need to prepared to react to the changing nature of
crime, this includes deploying officers outside of working hours and going beyond our
normal working week. Officers at Grades 6-3 inclusive are entitled to request payment or
time off in lieu (TOIL) for overtime worked, with the exception of Grade 3 officers on spot
rates.

Authorised overtime is payable at the following rates:
i) Overtime worked on a rostered working or non-working day is paid at plain time up
to 37 hours (or 40 hours if on spot rate framework) per week;

ii) Overtime worked on a rostered working or non-working day is paid at time and a
half rate where over 37 hours (or 40 hours) are worked;

iii)iii) Overtime worked on a rostered rest day or Bank Holiday with less than 14
calendar days’ notice is paid at double time (with no requirement to have worked 37
(or 40) hours);

iv) Overtime worked on a rostered rest day or Bank Holiday where 14 or more days’
notice is paid at plain time in line with i) and ii) above);

a) Overtime

During 2020-21 the NCA spent £13.31m on overtime with the majority of overtime claimed
in operational roles, with Intelligence and Investigations the biggest claimants.

Table 49: Total overtime claimed by command

Command Total Overtime
claimed

NCA Change £13,380

NCA Corporate Business £81,463

Services

NCA Digital, Data and £205,637

Technology

NCA Human Resources £173,331

NCA Intelligence £4,532,098

NCA Investigations £7,327,553

NCA Legal £1,211

NCA Margin £2,621

NCA National Economic Crime £232,977

Centre

NCA Strategy £194,375

NCA Threat Leadership £546,303

Grand Total £13,310,949
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At the NCA officers at Grades 3-6 are eligible to claim overtime, the below table shows that
Grades 4 and 5 are the highest claimants, which matches with those two grades being the

biggest grades

Table 50: Total

in the Agency.

overtime claimed by Grade

Total Overtime
NCA Grade | claimed
Grade 3 £2,744,827
Grade 4 £5,249,012
Grade 5 £5,198,107
Grade 6 £119,002
Grand Total | £13,310,949

Looking at overtime claims by officers with and without powers, the split is even with

powers officers

Table 51: Total

claiming 51% of overtime.

overtime claimed by powers

Grand
Powers Total
Powers 51%
No Powers 49%
Grand Total | 100%

The tables below show the diversity & inclusion characteristics of overtime, showing the
gender split, ethnicity, age groups and working patterns of claimants. The percentage
breakdowns broadly reflect the NCA workforce, with there being minor differences in some

areas.
Table 52: Total overtime claimed by gender
Gender Grand Total
Female 41.02%
Male 58.98%
Grand
Total 100.00%

Table 53: Total

overtime claimed by ethnicity

Ethnicity Grand Total
BAME/Other | 7.65%

Not Declared | 11.99%
Prefer not to

say 3.74%
White 76.61%
Grand Total | 100.00%

Table 54: Total

overtime claimed by age group

| Age Group | Grand Total
20 - 29 16.37%
30 - 39 25.05%
40 - 49 25.25%
50 - 59 28.16%
60 - 64 4.51%
65 & over 0.66%
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Grand
Total

100.00%

Table 55: Total

overtime claimed b

working pattern

Working

Pattern Grand Total
5 day Week 89.30%
Flexible

Working 8.52%

Shift

Working 2.19%
Grand Total | 100.00%

Time off in lieu (TOIL)

Officers have the ability to claim TOIL rather than overtime. During the financial year 20/21
there was agreement that officers could be paid TOIL at a standard rate. This was primarily
caused by effects of the pandemic. The total cost of this was £211,392. The below table
shows the grade breakdown of the payments made, Grade 4 was the highest claim with

Grades 5 and 3 following closely behind.

Table 56: Total overtime claimed by grade

NCA Grade | Total

G3 £53,424
G4 £92,859
G5 £58,882
G6 £6,228
Grand

Total £211,392

Overtime claims by Command follows a similar distribution as overtime, with operational
areas having the largest total.

Table 57: Total overtime claimed by command

Command Total
NCA Corporate Business

Services £5,236
NCA Digital, Data and

Technology £862
NCA Human Resources £5,890
NCA Intelligence £74,026
NCA Investigations £92,653
NCA Legal £2,411
NCA National Economic Crime

Centre £8,985
NCA Strategy £3,655
NCA Threat Leadership £17,674
Grand Total £211,392

61% of overtime claims are from officers with powers, which broadly reflects the
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breakdown of powers vs. non-powers in the Agency.

Table 58: Total overtime claimed by Powers
Powers Total
Powers 61.01%
No Powers 38.99%
Grand Total | 100.00%

The equality and diversity tables show a similar pattern to overtime, with a difference in
gender and, to an extent, age. 63% of the TOIL claims were from male officers in the 50-
59 age group.

Table 59: Total overtime by Gender

Gender Total
Female 37.00%
Male 63.00%
Grand Total 100.00%

Table 60: Total overtime claimed by working pattern

Flexible

Working Total

5 day Week 85.24%
Flexible

Working 8.59%
Shift Working 6.17%
Grand Total 100.00%

Table 61: Total overtime claimed by age group

| Age Band Total
20 - 29 10.13%
30 - 39 21.59%
40 - 49 23.79%
50 - 59 37.67%
60 - 64 5.29%
65 & over 1.54%
Grand Total | 100.00%

Table 62: Total overtime claimed by ethnicity
Ethnicity Total
BAME/Other 5.29%
Not Declared | 12.56%
Prefer not to
say 3.74%
White 78.41%
Grand Total | 100.00%

Contingent Labour
During 2021-22 we are expecting a full year forecast of £7.26m in contingent labour costs,
with the majority spend being in DDaT and Corporate Business Services which are
relatively small commands. Some of this spend will expected but the effects of this need to
be investigated in preparation for the potential three year pay deal.
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Table 63: Contingent Labour costs by command

Total Spend To Date Full Year Forecast
Command (Em) (Em)
Investigations | 0.82 1.01
Intelligence 0.72 0.86
Threat
Leadership 0.14 0.15
NECC 0.14 0.2
DDaT 1.71 2.19
Change and
EDA 0.97 1.2
Strategy 0.05 0.05
HR 0.03 0.03
CBS 1.22 1.57
Total 5.81 7.26

9) Salary Analysis

Spot Rates

The spot rate framework allows our officers to progress along a number of spot rate values
as their skills and experience builds. The below table shows which spot rate value our
officers currently are on as of 1%t January 2022.

Table 64: Spot Rate Values by grade

Spot Rate
Values Number of Officers
NCA Grade 1
SR1 12
SR2 20
NCA Grade 2
SR1 30
SR2 81
NCA Grade 3
SR1 19
SR2 1
NCA Grade 4
SR1 206
SR2 440
Expert Rate | 11
NCA Grade 5
SR1 532
SR2 313
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SR3 551
Expert Rate | 27
Grand Total 2243

Due to the job market which we recruit from, the majority of officers on the spot rate
framework are male. One of the priorities for the Agency is making our workforce more
diverse. As officers progress through the IOTP, we expect to see more females on spot
rates. It is important we provide female officers with opportunities to progress up the grade
structure. At grade 1 we only have 5 female officers on the spot rate framework.

Table 65: Spot Rate Values by grade and ethnicity

Spot Rate
Values Female | Male
NCA Grade 1
SR1 2 10
SR2 3 17
NCA Grade 2
SR1 7 23
SR2 14 67
NCA Grade 3
SR1 7 12
SR2 0 1
NCA Grade 4
SR1 75 131
SR2 131 309
Expert Rate |0 11
NCA Grade 5
SR1 301 231
SR2 144 169
SR3 218 333
Expert Rate |3 24
Grand Total 905 1338

If we look at the ethnicity, we see a similar breakdown with the humber of BAME officers at
Grade 1 being zero, with the majority of officers at Grades 4 and 5. As we move towards
producing the ethnicity pay gap, we need to improve opportunities for BAME officers at the
highest grades.
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Table 66: Spot Rate Values by grade and ethnicity

Prefer not Not

Spot Rate Values White BAME/Other | to say Declared
NCA Grade 1

G1 SR1 12 0 0 0

G1 SR2 20 0 0 0
NCA Grade 2

G2 SR1 25 1 0

G2 SR2 66 1 4 10
NCA Grade 3

G3 SR1 14 0 0 5

G3 SR2 0 0 0 1
NCA Grade 4

G4 SR1 160 14 7 25

G4 SR2 338 25 25 52

G4 Expert Rate 9 0 1 1
NCA Grade 5

G5 SR1 422 46 34 30

G5 SR2 262 30 10 11

G5 SR3 441 34 16 60

G5 Expert Rate 25 1 0 1
Grand Total 1794 155 98 196

Standard Pay Range

As shown above, the majority of our officers are on the standard pay range. The below
breakdown shows the position in the pay range at each grade for officers on the standard
pay range.

Table 67: Standard Pay Range by grade

Standard Pay Number of
Range Officers
NCA Grade 1 47

Grade Minimum 20

First Quartile 12

Second Quartile 5

Third Quartile 6

Fourth Quartile 4
NCA Grade 2 144

Grade Minimum 103
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Standard Pay Number of
Range Officers
First Quartile 7
Second Quartile 15
Third Quartile 13
Fourth Quartile 2
Grade Maximum 4
NCA Grade 3 593
Grade Minimum 363
First Quartile 90
Second Quartile 75
Third Quartile 51
Fourth Quartile 6
Grade Maximum 8
NCA Grade 4 900
Grade Minimum 437
First Quartile 88
Second Quartile 124
Third Quartile 123
Fourth Quartile 61
Grade Maximum 67
NCA Grade 5 1202
Grade Minimum 585
First Quartile 123
Second Quartile 142
Third Quartile 209
Fourth Quartile 120
Grade Maximum 23
NCA Grade 6 365
Grade Minimum 234
First Quartile 10
Second Quartile 16
Third Quartile 51
Fourth Quartile 42
Grade Maximum 12
Grand Total 3251

When looking at the grade breakdown, we can start to see some of the challenges we face
with the gender pay gap, with the majority of female officers sitting in the lower end of
each grade.

Table 68: Standard Pay Range by grade and gender

Standard Pay Range | Female | Male

NCA Grade 1 17 30
Grade Minimum 10 10
First Quartile 4 8
Second Quartile 2 3
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Standard Pay Range | Female | Male
Third Quartile 1 5
Fourth Quartile 0 4

NCA Grade 2 69 75
Grade Minimum 54 49
First Quartile 4 3
Second Quartile 3 12
Third Quartile 6 7
Fourth Quartile 0 2
Grade Maximum 2 2

NCA Grade 3 197 396
Grade Minimum 142 221
First Quartile 24 66
Second Quartile 12 63
Third Quartile 16 35
Fourth Quartile 1 5
Grade Maximum 2 6

NCA Grade 4 391 509
Grade Minimum 232 205
First Quartile 35 53
Second Quartile 55 69
Third Quartile 33 90
Fourth Quartile 18 43
Grade Maximum 18 49

NCA Grade 5 661 541
Grade Minimum 369 216
First Quartile 84 39
Second Quartile 59 83
Third Quartile 101 108
Fourth Quartile 41 79
Grade Maximum 7 16

NCA Grade 6 233 132
Grade Minimum 148 86
First Quartile 5 5
Second Quartile 10 6
Third Quartile 31 20
Fourth Quartile 34 8
Grade Maximum 5 7

Grand Total 1568 1683

As with the spot rate framework, the number of BAME officers at Grade 1 is low, with BAME
officers on the whole being at the lower end of the grade pay range.

Table 69: Standard Pay Range by grade and ethnicity
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Prefer not Not
Standard Pay Range | White BAME/Other | to say Declared
NCA Grade 1
Grade Minimum 16 0 0 4
First Quartile 10 1 0 1
Second Quartile 5 0 0 0
Third Quartile 6 0 0 0
Fourth Quartile 4 0 0 0
NCA Grade 2
Grade Minimum 71 11 5 16
First Quartile 5 1 0 1
Second Quartile 12 1 0 2
Third Quartile 10 1 0 2
Fourth Quartile 2 0 0 0
Grade Maximum 2 2 0 0
NCA Grade 3
Grade Minimum 285 36 11 31
First Quartile 79 3 2 6
Second Quartile 62 3 2 8
Third Quartile 44 3 0 4
Fourth Quartile 6 0 0 0
Grade Maximum 7 1 0 0
NCA Grade 4
Grade Minimum 319 64 12 42
First Quartile 66 8 3 11
Second Quartile 105 5 2 12
Third Quartile 95 7 7 14
Fourth Quartile 43 3 1 14
Grade Maximum 53 1 6 7
NCA Grade 5
Grade Minimum 416 72 32 65
First Quartile 87 22 1 13
Second Quartile 98 22 2 20
Third Quartile 139 19 7 44
Fourth Quartile 86 3 4 27
Grade Maximum 17 1 1 4
NCA Grade 6
Grade Minimum 159 49 8 18
First Quartile 6 3 1 0
Second Quartile 12 2 1 1
Third Quartile 31 14 1 5
Fourth Quartile 36 4 1 1
Grade Maximum 9 2 0 1
Grand Total 2403 364 110 374
58
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Annex B: How pay works in the NCA

1.

4.

5.

A request from the NCARRB as part of their seventh report in 2021, and from officers’
feedback, is to set out how pay works in the NCA as part of our annual submission.
The NCA workforce is comprised of a blend of specialist skills and capabilities, and
therefore the pay framework is complex. The Agency has set its intent to move away
from pay being focused on time-served in post, to a framework which is aligned with
developing skills and capabilities. We have been able to achieve this in part, through
the implementation of a new pay framework in operational commands, but there is
more to do to develop the strategy for enabling functions.

. The NCA Board is ultimately responsible for making decisions around the investment of

the pay bill from a strategic perspective. This is overseen through governance by the
Remuneration Committee, which is chaired by an operational Director. This committee
is responsible for overseeing and implementing the pay framework in a way which is
fair, data-driven and in line with strategy. It is comprised of senior leadership team
representatives from all commands in the Agency.

. It is important to note that the Agency operates as both a civil service department,

and as a law enforcement organisation. Part of our workforce hold operational powers,
and part do not.

The NCA therefore engage in dual processes to determine the pay award across the
workforce. For officers who hold operational powers, the Home Secretary sets a remit
letter, whereby the NCARRB (as an independent pay review body) are requested to
present recommendations on pay for those officers under their remit. The NCARRB
cover only those officers who hold operational powers. To support the NCARRB in
making their assessment, the NCA submit this written evidence document, which must
first be approved by HM Treasury and the Home Secretary. This evidence submission
is embargoed until it is published as part of the annual cycle. Once it is published, it is
supported through the presentation of oral evidence by the NCA DG. The broad
timeline for this process is as follows:

e November - Home Secretary issues the remit letter to the NCARRB (published on
gov.uk)

eFebruary — NCA submits written evidence to government for consideration

eMarch - NCA DG delivers oral pay evidence to support the pay case

eMay - The NCARRB produce their written recommendations

eJune - July - The government responds to their recommendations

There are a complex set of stakeholders and sign-off points throughout this process.

The Home Secretary has accountability for the pay process and has developed a
positive, partnership approach to working with the NCA.
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. As part of managing pay, the Agency engage with our three recognised Trade Unions,
who represent the interests of their members. The Agency runs regular engagement
discussions with the Trade Unions to invite challenge and scrutiny on proposals, and
we shared planned workforce communications across parties. The Trade Unions also
set their own set of evidence to the NCARRB to support in ensuring a holistic set of pay
recommendations.

. Whilst the NCARRB process covers officers with powers, non-powered officers pay is
determined through a collective bargaining process with the Trade Unions. This is to
negotiate on employees T&Cs whereby officers are not covered by an independent
body.

. Though, the NCA operate as one workforce, so there is consensus that both parts of
the process should cover the entire pay award to ensure it is fair and equitable. This
means that the NCA runs a multi-step process across each pay year, and often in
parallel. This creates an often complex process.

. The NCA are planning to submit a three year pay deal as part of the 23/24 submission.
It is therefore prudent to consider the most efficient, effective and transparent pay
process that will be deployed throughout that time to ensure the necessary level of
scrutiny and challenge.

10.Engagement with officers on pay is key. The NCARRB feedback from their 2021 visits

is reflective of the Agency engaging more, directly with the workforce. Officers will
have not seen progression last year on pay, which has become evident through this
year’s people survey results and some of the additional feedback that we have
gathered through additional fora. There are areas we still need to do more work on,
expert spot rates, allowances and capability based pay progression.

11.There is also a significant amount of pay activity that does not come under the direct

remit of the annual pay bargaining and review processes. For example, the NCA
utilises some form of recognition and performance bonuses through honorariums,
which are awarded to those who go above and beyond their role, and end-of-year
performance bonuses for officers who achieved exceeded outcomes in their
performance review. To support this, the Agency has a number of pay processes,
policies and procedures that are subject to negotiation with Trade Unions.

12.1t is important to note that the above processes cover officers in delegated grades

(Grade 1-6), and Senior Civil Service pay is governed centrally through government,
with the Senior Salaries Review Body (SSRB).

60

OFFICIAL



OFFICIAL

Annex C: Roles/Teams that are “hard to fill”’

Investigation Officer

Financial Investigation

Digital Media Investigation
Disclosure

Social Workers

Firearms

Surveillance

Intelligence Analyst

Digital Forensics

Protected Persons

Cyber

POCC

UKFIU Defence against Money Laundering (DAML) Team
UKFIU Terrorist Finance Team (TFT)
Intelligence (NDEC)

Data Science & Engineering
Infrastructure / Field / Software Engineering & Architecture
Cyber / IT Security

STRAPSO

Innovation

Service Desk

Information Assurance & Accreditation
All commands (Strategy lead)
Private Office

Communications

Change

Project /Programme Management
Accredited Finance

Accredited Commercial

Lawyer

Psychologist

OFFICIAL



	Structure Bookmarks
	Executive Summary 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	Chapter One: NCA Context, Pay Strategy & Economic Case for Change 
	 
	How the NCA is leading the fight to cut SOC 
	 
	NCA Pay Strategy 
	Impact of Previous Reform  
	Comparator pay  
	 
	 
	Table 3: Comparison of pay points between NCA Grade 4 and Sergeant Pay. 
	* Pay freeze applied for the 2021 pay uplift, except where officers earnt less than £24k, who received a £250 uplift. 
	* NCA data is based upon median pay in operational commands. 
	 
	 
	 
	 
	The Agency’s Future Intent 
	The Economic Case for Change  
	 
	Budget and Affordability 
	 
	Summary  
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	Chapter Two: People  
	Workforce Overview  
	 
	 
	 
	  
	NCA People Plan 2021/22 
	 
	Attrition & Vacancy Gaps 
	People Survey Results 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	Covid-19 and Hybrid Working Pilot 
	 
	The emerging skills gap  
	 
	 
	Chapter Three: Pay Proposals 2022/23 
	Addressing the NCARRB Feedback – 2021 7th Report 
	NCA pay proposition for 2022/23 
	Chapter Four: Conclusion and Total Costings 
	Affordability and Total Cost 
	Annex A: Supporting Data 
	 
	1) The NCA Workforce 
	Current Spot Rates and Standard Pay Ranges 
	NCA Workforce – Powers 
	 
	2) Workforce Diversity 
	a. Commands 
	b. NCA Grades 
	c. Spot Rate Eligibility 
	d. Terms & Conditions 
	 
	3) Initial Operational Training Programme (IOTP) 
	 
	4) NCA Recruitment Activity 
	b. Operational Pipeline 
	 
	5) Productivity Statistics 
	a. Increase in hours  
	b. Wellbeing and sickness  
	6) Leavers - Attrition Rates 
	7) Leavers - Exit Questionnaire 
	8) Other Pay Elements 
	b. Time off in lieu (TOIL) 
	9) Salary Analysis 
	b. Standard Pay Range 
	1) The NCA Workforce 
	NCA Workforce – Powers 
	 
	2)  Workforce Diversity 
	5) Productivity Statistics 
	6) Leavers - Attrition Rates 
	7) Leavers - Exit Questionnaire 
	 
	8) Other Pay Elements 
	9)  Salary Analysis 
	Annex B: How pay works in the NCA  
	Annex C: Roles/Teams that are “hard to fill”  


