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Review Body on Senior Salaries

Terms of reference

Our terms of reference are as follows:

The Review Body on Senior Salaries provides independent advice to the Prime Minister, the Lord
Chancellor, the Home Secretary, the Secretary of State for Defence, the Secretary of State for Health
and Social Care and the Minister of Justice for Northern Ireland on the remuneration of salaried
judicial office-holders; senior civil servants; senior officers of the Armed Forces; senior managers in
the NHS,! Police and Crime Commissioners, chief police officers; and other such public appointments
as may from time to time be specified.

The Review Body may, if requested, also advise the Prime Minister from time to time on Peers’
allowances; and on the pay, pensions and allowances of Ministers and others whose pay is
determined by the Ministerial and Other Salaries Act 1975. If asked to do so by the Presiding Officer
and the First Minister of the Scottish Parliament jointly; or by the Speaker of the Northern Ireland
Assembly; or by the Presiding Officer of the National Assembly for Wales; or by the Mayor of London
and the Chair of the Greater London Assembly jointly; the Review Body also from time to time
advises those bodies on the pay, pensions and allowances of their members and office holders.

In reaching its recommendations, the Review Body is to have regard to the following considerations:

e the need to recruit, retain, motivate and, where relevant, promote suitably able and
qualified people to exercise their different responsibilities;

e regional/local variations in labour markets and their effects on the recruitment, retention
and, where relevant, promotion of staff;

e Government policies for improving the public services including the requirement on
departments to meet the output targets for the delivery of departmental services;

e the funds available to departments as set out in the Government’s departmental
expenditure limits; and

e the Government’s inflation target.

In making recommendations, the Review Body shall consider any factors that the Government and
other witnesses may draw to its attention. In particular, it shall have regard to:

e differences in terms and conditions of employment between the public and private sector
and between the remit groups, taking account of relative job security and the value of
benefits in kind;

e changes in national pay systems, including flexibility and the reward of success; and job
weight in differentiating the remuneration of particular posts; and

e the relevant legal obligations, including anti-discrimination legislation regarding age,
gender, race, sexual orientation, religion and belief and disability.

1 This includes Very Senior Managers (VSMs) working in the NHS and Executive and Senior Managers (ESMs) working in the
Department of Health and Social Care (DHSC) Arm’s Length Bodies (ALBs).



The Review Body may make other recommendations as it sees fit:

e to ensure that, as appropriate, the remuneration of the remit groups relates coherently to
that of their subordinates, encourages efficiency and effectiveness, and takes account of
the different management and organisational structures that may be in place from time
to time;

e torelate reward to performance where appropriate;

e to maintain the confidence of those covered by the Review Body’s remit that its
recommendations have been properly and fairly determined; and

e to ensure that the remuneration of those covered by the remit is consistent with the
Government’s equal opportunities policy.

The Review Body will take account of the evidence it receives about wider economic considerations
and the affordability of its recommendations.

Members of the Review Body submitting the Report are:

Pippa Lambert, Chair

Zoé Billingham?

Pippa Greenslade

lan McCafferty CBE

Julian Miller CB3

Mark Polin OBE QPM
David Stanton

Sharon Witherspoon MBE

The Secretariat is provided by the OME.

2 Ex officio Chair, Police Remuneration Review Body.
3 Ex officio Chair, Armed Forces Pay Review Body.
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Chapter 1

Introduction and recommendations

Introduction

1.1  The economic environment in which we make our pay recommendations has remained
challenging. Although inflation has fallen sharply and is now close to the Bank of England
target of 2 per cent, wage growth across the economy remains above historic norms. At the
same time, GDP growth continues to be disappointing, and productivity growth low. With
public finances increasingly constrained, the affordability of public sector wage increases
remains problematic. The factors we have to consider pull in several directions, and we have
had to make difficult trade-offs between them in coming to our recommendations.

1.2 Inreaching our pay recommendations for 2024 awards, we have considered:

e Paytrends across the economy. This is our starting point. We examine a range of pay
data. The evidence suggests that in the three months to April 2024, median pay awards
were approximately 5 per cent,* down from 6 per cent in 2023. For our deliberations, pay
settlements are the best comparative indicator, as unlike figures for earnings growth,
they are not affected by factors such as progression and workforce changes.

e Trends in senior pay. Although last year saw the highest nominal pay rises for over ten
years, senior public sector leaders’ real take-home pay has fallen over the last decade.
Public sector earnings have also fallen significantly relative to those of the private sector
in that period and this risks making roles less attractive. In recent years, for some of our
remit groups the pay advantages of senior leadership have also reduced somewhat
relative to feeder groups.

e Recruitment, retention, and quality. For most of our remit groups, the recruitment and
retention data have shortcomings and interpretation is not always straightforward.
Although the judiciary is our only remit group to show sustained and systemic recruitment
shortfalls, discussion groups and oral and written evidence continue to suggest that
recruitment and retention is becoming more challenging in all of our remit groups and
there may be some deterioration in the quality of leaders in some areas.

e Motivation and morale. In most of our remit groups, morale has not changed markedly in
the last 12 months but is lower than it was several years ago.

e Inflation. Inflation has dropped significantly this year compared to the historically high
rate 12 months ago. This means inflation is significantly less important in this year’s
considerations than last year. However, we note that prices are now 22 per cent higher
than in March 2021. Price rises have exceeded wage increases over the last three years,
resulting in falling real wages in much of the economy. This is one reason why pay awards
are now running above the rate of inflation. Pay uplifts at the level we are recommending
do not risk stimulating further inflation.

o Affordability. With a new Spending Review deferred until after the general election,
pressures on departments’ spending totals remain intense. HM Treasury’s evidence
indicated that there would be no provision of net additional monies over the 2021
Spending Review allocations in order to fund public sector pay awards. Individual

4 Brightmine (formerly XpertHR) reports a median pay award of 4.9 per cent for the three months to April 2024; Incomes
Data Research reports a median pay award of 5.0 per cent for the three months to April 2024; and the Labour Research
Department reports a median pay award of 5.3 per cent for the three months to April 2024.

1
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departments suggested that at most, they had allocated a 2 per cent increase for this year
and higher awards would mean cutting into other budgets. This position (which partly
reflects political and other choices, and which it is open to government to revise) has to
be balanced with the need to attract and retain the high-calibre leaders of public service
which the country needs.

In making our recommendations, we have balanced these considerations, making careful
judgements and trade-offs, as well as taking account of the conditions for individual remit
groups. In each chapter we set out all these factors with our assessment of them, followed by
a data annex containing the evidence base.

Response to the 2023 Report

1.4  Inour 2023 Report, our principal recommendations were:

1.5

e Payincreases of 5.5 per cent for all members of the senior civil service (SCS) and the
senior military, and a further 1.0 per cent of the SCS paybill to be directed at progression
increases for those lower in range who are delivering and demonstrating expertise.

e A pay increase of 7.0 per cent for all members of the judiciary.
e A payincrease of 5.0 per cent for all Very Senior Managers and Executive and Senior
Managers in the NHS in England and use of an additional 0.5 per cent of the paybill in

each employing organisation to address specific pay anomalies.

We are pleased that the Government accepted these recommendations.

Recommendations

1.6

This Report is more narrowly focused than usual because the membership necessary to do our
work was not in place until February. Since then, we have held a limited number of
discussions with remit group members, reviewed written evidence and heard oral evidence.
We have also considered relevant economic and other data. This has enabled us to produce
robustly evidenced pay recommendations:

Recommendation 1

We recommend that all members of the senior civil service should receive a 5.0 per cent
consolidated pay increase from 1 April 2024.

Recommendation 2

We recommend that the SCS pay band minima should increase by £1,000 each, from 1 April
2024.

Recommendation 3

We recommend that all members of the senior military, including Medical Officers and Dental
Officers, should receive a 5.0 per cent consolidated increase to base pay from 1 April 2024.



Recommendation 4

We recommend no change to the current pay arrangements for Medical Officers and Dental
Officers (MODOs):

e  2-star MODOs should continue to be paid 10 per cent above the base pay at the top of the
MODO 1-star scale, plus X-Factor.

e  3-star MODOs should continue to be paid 5 per cent above the base pay at the top of the
MODO 2-star scale, plus X-Factor.

Recommendation 5

We recommend that all members of the salaried judiciary should receive a 6.0 per cent
consolidated pay increase from 1 April 2024.

Recommendation 6

We recommend a pay increase of 5.0 per cent for all Executive and Senior Managers and all
Very Senior Managers in the NHS in England from 1 April 2024.

Recommendation 7

We recommend that central approval or rejection of Executive and Senior Manager and Very
Senior Manager pay is provided within four weeks of submission of the pay case to the
Department of Health and Social Care.

Recommendation 8

We recommend a pay increase of 4.75 per cent for all chief police officers in England and
Wales from 1 September 2024.

Recommendation 9

We recommend withdrawing the power of Police and Crime Commissioners to vary a Chief
Constable’s starting pay.



Recommendation 10

We recommend a pay increase of 4.75 per cent for all chief police officers in Northern Ireland
from 1 September 2024.

Membership

1.7

1.8

We hope that in future there will be a purposeful and strategic approach to the sponsorship of
the SSRB, including timely membership appointments. The immediate priority is to complete
the recruitment needed for us to begin work later this year on the next Report.

The appointment of a lead SSRB member for the judiciary is particularly important because
the overdue Major Review of the Judicial Salary Structure cannot begin until that vacancy has
been filled.

Looking ahead

1.9

1.10

1.11

1.12

This year, as a result of SSRB member recruitment delays, we have not commented in any
depth on the strategic challenges our remit groups face, or on other important wider aspects
of remuneration and reward, such as performance management or the development of future
public sector leaders. We intend to address these questions again in our 2025 Report.

We note here that, among these wider issues, many public sector leaders emphasised to us
the impact of pension taxation. Any possible changes to annual or lifetime allowances should
be very carefully assessed against evidence of the likely impact on retention and recruitment
of public sector leaders.

In previous reports, we have repeatedly stressed the importance of a strategic approach to
senior reward. Too often, there has instead been a narrow focus on managing headline pay
awards. This has neither supported the recruitment and retention of the most able leaders
nor controlled paybill costs, which have often been further increased by resort to short-term
fixes for recruitment shortfalls.

We hope that we will now see a more strategic approach which can deliver value for money
for taxpayers and the high-calibre leadership our public services need.



Chapter 2

Economic context

Summary

2.1

2.2

2.3

2.4

2.5

2.6

2.7

This year, the economic issues supporting the SSRB’s pay recommendations differ from those
we faced in 2023, but the economic environment remains similarly challenging. Inflation has
returned to close to the Bank of England’s target, although wage growth throughout the
economy remains somewhat elevated. The labour market is slowly easing in response to the
tightening of monetary policy, but skill shortages are still reported. Growth remains
disappointing, although a modest recovery from the technical recession of Q2 2023 appears
underway.

With the next Comprehensive Spending Review deferred until after the general election,
government departments continue to operate under a very tight Treasury envelope, which
does not fully reflect the impact of past high inflation on nominal term levels of public
spending. This makes considerations of affordability for public sector pay more difficult than
normal.

The rapid inflation of recent years has eased considerably, with CPI falling from a 40-year peak
of 11.1 per cent in October 2022 to 2.3 per cent in April 2024. Both the Office of Budget
Responsibility (OBR) and the Bank of England (BoE) now forecast inflation returning to the 2
per cent target during 2024, and to remain close to it thereafter. As a result, the squeeze on
real incomes throughout the economy of 2022 and 2023 has eased, and for the economy as a
whole, real incomes are now rising again.

Pay growth across the economy has eased, but so far, as a lagging indicator, by less than the
fall in inflation. It remains above the level consistent with inflation at 2 per cent over the long
term. Last year private sector earnings growth was strong relative to the public sector, with
those at the top of the public sector earnings distributions being most affected as many public
sector pay deals were skewed towards lower earners to combat cost-of-living pressures.
Sample data from a range of primarily private sector organisations estimate median pay
settlements to be around 5 per cent for 2024.

Gross Domestic Product (GDP) growth has continued to be only modest. The economy
underwent a mild technical recession in Q3 and Q4 of 2023, with GDP falling by 0.4 per cent,
leaving annual growth for 2023 at 0.1 per cent. It has since recovered in Q1, and for 2024 as a
whole, GDP growth is forecast by the OBR to be 0.8 per cent. As a result, the public finances
remain under pressure.

The departmental spending budgets set out in the 2021 Spending Review (SR21) have now
largely been overtaken by the impact of the period of high inflation on nominal spending
totals. However, HM Treasury evidence indicated that there would be no provision of net
additional monies to fund public sector pay awards, and individual departments suggested
that at most, they had allocated a 2 per cent increase for this year.

Allin all, the economic environment in which we make our pay recommendations remains
challenging. The different factors we have to consider pull in several directions, and we have
had to make difficult trade-offs between these factors in coming to our recommendations on
the appropriate increases in pay for 2024 for each of our remit groups.



Labour market

Private versus public sector pay changes

2.8  Real average earnings growth has been weak in recent years but over the past decade, real
earnings erosion has been greater in the public sector than the private sector (see figure 2.1).
By May 2023, real public sector earnings had fallen to their lowest level since 2003. Lump sum
payments in the public sector last year saw a temporary reversal to this trend, such that, with
recent pay awards, real average public sector earnings are now at a similar level to 2022.

Figure 2.1: Real average weekly earnings, public and private sectors (2015 prices, £pw), 2014 to
2024°
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2.9  The SSRB gives significant consideration specifically to the pay of our remit groups and their
equivalents elsewhere in the economy, to ensure that the recommendations we make are
appropriate to their specific circumstances, as well as to wider labour market trends.

2.10 In general, earnings for the SSRB’s remit groups most closely match the 95th and 99th
percentiles of employees across the economy (see table 2.1).

Table 2.1: Implied yearly pay at March 2024, by percentile and seasonally adjusted®

10th 25th 50th 75th 90th 95th 99th
percentile percentile percentile percentile percentile percentile percentile
£9,384 £16,428 £28,116 £43,200 £65,388 £88,596 £186,300

2.11 While median full-time earnings are higher in the public sector than the private sector
(£36,708 public compared to £34,217 private), the much wider earnings distribution in the
private sector means that, by the 90" percentile, earnings are higher in the private sector
(£57,610 for the public sector compared to £72,034 for the private sector).

2.12 Over recent years, earnings growth has been much weaker at the top end of the earnings
distribution compared to those closer to the bottom of the distribution (see figure 2.2). This

5 Average weekly earnings, KAB9, KAC4, KAD8, ONS, published April 2024. Adjusted by CPI (D7BT). Public sector excludes
financial services.

6 OME analysis of PAYE RTI data, published May 2024. Calculated as 12 times the monthly figure. Includes part-time
working.



trend is especially prevalent in the public sector, partly due to pay deals being skewed
towards lower earners to offset cost-of-living and minimum wage pressures. Increases to the
national minimum wage have also boosted the earnings growth at the lower distributions.

2.13  Over the year to April 2024, there was a marked difference in earnings growth at the 95
percentile between the private and public sectors (6.0 per cent in the private sector and 1.0
per cent in the public sector). The level of earnings at the 95" percentile in the public and
private sectors and the relative earnings growth is shown in figure 2.3.

Figure 2.2: Monthly pay by percentile, indexed to Jan 2016, seasonally adjusted, 2016 to 2024’
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Figure 2.3: Full-time earnings in the public and private sectors at the 95th percentile, 2010 to 20232

fpa Relative growth
£120,000 - 12.0%
| 0,
£100,000 Private sector full-time earnings 95th percentile 10.0%
Public sector full-time earnings 95th percentile
£60,000 — - 6.0%
£40,000 - 4.0%
£20,000 - 2.0%
£0 - 0.0%
-£20,000 - -2.0%
Public sector earnings growth
-£40,000 relative to the private sector at the - -4.0%
95th percentile
-£60,000 - -6.0%

2010 2011 2012 2013 2014 2015 2016 2017 2018 2019 2020 2021 2022 2023

2.14 While PAYE data are not available for the public and private sectors separately, the Annual
Survey of Hours and Earnings (ASHE) provides data on relative earnings growth for those

7 Earnings and employment from Pay As You Earn Real Time Information, seasonally adjusted, published May 2024. Indexed
to January 2016 by OME using CPI Index.

8 Full time Annual Earnings table, estimates of earnings for the highest paid employee jobs by public and private sectors,
UK, ONS, published January 2024. Data from the Annual Survey of Hours and Earnings (ASHE). Positive earnings growth
indicates that public sector earnings growth was higher than private sector.
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closer to the top of the earnings distribution for both the public and private sectors. The level
of public and private sector pay at the 90" and 95 percentiles, indexed to 2010, is shown in
figure 2.4. For these percentiles, pay growth in both sectors was similar between 2010 and
2016. From 2017 to 2020, it was much stronger in the private sector. Private sector earnings
dropped back significantly in the year to 2021 as the pandemic hit but recovered in 2022 and
2023.

Figure 2.4: Full-time earnings in the public and private sectors at the 90th and 95th percentiles,
2010 to 2023°

2010=100
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Pay settlements

2.15 Pay settlements data provide a good benchmark for pay increases in the wider economy, as
these figures are not skewed by changes in composition. By considering the medians, the
statistical effect of unusually high pay settlements driven by minimum wage increases should
also be mitigated.

Table 2.2: Year on year growth in monthly pay, seasonally adjusted™®

Percentile 10th 25th 50th 75th 90th 95th 99th
Year to Jan 6.9% 7.8% 6.3% 5.1% 4.6% 3.7% 3.6%
Year to Feb 7.3% 7.8% 6.3% 5.1% 4.6% 3.8% 4.6%
Year to March 7.7% 8.1% 6.4% 5.1% 4.4% 3.9% 5.1%

2.16 Recent pay settlement medians have fallen to around 5 per cent for 2024 pay reviews, from 6
per cent in 2023 (see figure 2.5). Brightmine (formerly XpertHR),!! Incomes Data Research and

9 Full time Annual Earnings table, estimates of earnings for the highest paid employee jobs by public and private sectors,
UK, ONS, published January 2024. Data from the Annual Survey of Hours and Earnings (ASHE). Indexed to 2010.

10 PAYE Annual Growth data. Note: PAYE RTI estimates the pay for work completed in the month listed, rather than paid in
the month listed.

11 March 2024 survey by Brightmine (formerly XpertHR), covering 213 pay award forecasts for 2024 from 158 organisations,
representing 238,273 UK employees.



the Labour Research Department report median pay awards of approximately 5.0 per cent for
the three months to April 2024.12

Figure 2.5: Pay settlement medians, three-month average, 2019 to 20243
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Figure 2.6: Distribution of pay settlements, 2022, 2023 and 2024
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2.17 The shift in the distribution of pay awards is shown in figure 2.6: over half (56 per cent) of pay
awards in 2024 are at 5 per cent or higher, compared to over three-quarters (77 per cent) in

12 Brightmine (formerly XpertHR) reports a median pay award of 4.9 per cent for the three months to April 2024; Incomes
Data Research reports a median pay award of 5.0 per cent for the three months to April 2024; and the Labour Research
Department reports a median pay award of 5.3 per cent for the three months to April 2024.

13 OME Analysis of Brightmine (formerly XpertHR), Incomes Data Research (IDR) and Labour Research Department (LRD)
data, published May 2024.

14 OME analysis of Brightmine (formerly XpertHR) data, published April 2024.
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2023 and two-fifths (40 per cent) in 2022. Only 21 per cent of awards so far this year are
below 4 per cent.
Labour market conditions

2.18 The labour market has remained relatively tight over the last year. The economic inactivity
rate,® including among the age 50 to 64 cohort, rose between 2020 and 2022 and has
remained relatively unchanged since, now at 27.1 per cent (3.59 million).!® Redundancies have
remained at low levels over recent years (see figure 2.7).

Figure 2.7: Job vacancies and redundancies, three-month average, 2018 to 2024
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2.19 There have, however, been signs of labour market easing. Overall employment (see figure 2.8)
has fallen slightly, by 195,000%8 over the year, to 32.98 million.2® The unemployment rate rose
slightly, from 3.9 to 4.2 per cent.? The number of job vacancies fell throughout 2023 with the
Office for National Statistics (ONS) recording 916,000 job vacancies?! in Q1 of 2024, a notable
fall from the peak at 1.30 million in May 2022, although still above pre-pandemic levels (see
figure 2.7).

15 people not in employment who have not been seeking work within the last four weeks and/or are unable to start work
within the next two weeks.

16 December-February 2024 Inactivity rate and level for age 50-64, Labour Force Survey, published April 2024.

17 Three-month average. ONS estimate of all vacancies (AP2Y), ONS, published April 2024; The number of people who were
made redundant in the three months prior to interview (BEAQ), LFS, published April 2024.

18 OME Analysis of annual change to December-February 2024 Total Employment, Labour Force Survey, published April
2024.

19 December-February 2024 Total Employment, Labour Force Survey, published April 2024.

20 December-February 2023 and 2024 Unemployment Rate, Labour Force Survey, published April 2024.

21 Three-month average to March 2024, seasonally adjusted, ONS Vacancy Survey, published April 2024. Excludes
agriculture, forestry and fishing.
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Figure 2.8: Employment levels and rate, 2019 to 2024
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2.20 The number of labour disputes has significant effects on both public finances and overall
productivity in the economy. The latest data on labour disputes show 107,000 working days
lost in February 2024, with the health and social work industry losing the most.?® This is still
significantly higher than the norm before 2020, but a large fall from March 2023 where
556,000 working days were lost, most of which were in schools and the NHS (see figure 2.9).

Figure 2.9: Labour disputes, 2019 to 2024*
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22 Summary of Labour Market Statistics, Labour Force Survey, published by ONS, April 2024 (MGRZ, MGRN, LF24) and PAYE
RTI data, April 2024.

23 The ONS restarted collecting and publishing data on labour disputes in 2022, having suspended this series during the
pandemic. Previously, the dataset went back to 1931. Working days lost peaked at 6,514,000 in February 1972.

24 Labour disputes in the UK, ONS, published April 2024. No data collected during 2020 and 2021.
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Inflation and real incomes

2.21

Inflation is much less of a factor in our considerations this year compared to last year. CPI
inflation has come down from its 40-year peak of over 11 per cent in late 2022 to 2.3 per cent
in April 2024 (see figure 2.10).° Both the OBR and the BoE expect CPI inflation to reach the 2
per cent target in Q2 of 2024. However, the OBR expects it to fall below 2 per cent throughout
the rest of 2024, whilst the BoE believes it will slightly exceed the 2 per cent target in Q3 and
Q4, before returning to it in 2026.

Figure 2.10: Inflation and inflation forecasts, 2018 to 2027%¢
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Although both the OBR and the BoE forecast inflation to come back towards the 2 per cent
target, the cumulative impact of inflation over recent years means that as of March 2024,
average prices were 22.1 per cent higher than at the start of 2021.

Since 2021, nominal pay has risen faster across the economy than for several decades as a
result of a tight labour market and a period of rapid inflation. However, over the same period,
most workers have experienced a fall in real wages (see figures 2.1, 2.2, and 2.11). This
change has been greater in the public sector than the private sector (see figures 2.1 and 2.11).

25 Consumer price inflation, UK, ONS, published April 2024.
26 CPI inflation, quarterly (D7G7), ONS; Economic and fiscal outlook, OBR, March 2024; Monetary Policy Report, Bank of
England, May 2024; Forecasts for the UK economy, HM Treasury, April 2024.
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Figure 2.11: Real average weekly earnings, public and private sectors, indexed to January 2014%
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2.24 Moreover, since 2012, the SSRB’s remit groups have experienced significant falls in real pay,
and the divergence between public and private sector real incomes has widened since 2019

(see figures 2.11 and 2.12).

Figure 2.12: Nominal vs real pay for selected roles, change from 2013-14 to 2023-24%®
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2.25 Whilst the OBR expects that growth in 2024 will be slightly better than previously thought
because of lower-than-expected inflation, the OBR expect GDP to grow by only 0.8 per cent.
The medium-term outlook remains challenging with consistently high levels of economic

27 Data from Average weekly earnings April 24 publication, gathered using the Monthly Wages and Salaries Survey.
Converted by OME to 2015 prices using CPI Index 00: All items 2015=100, April 24 publication.

28 Real change since 2012 calculated by OME using CPI Index 00: All items 2015=100, April 24 publication. Left-hand side of
the figure represents nominal wage growth and the right-hand side represents real wage growth.
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inactivity. The OBR projects growth to reach 2 per cent by Q1 of 2026, while the BoE is less
optimistic (see figure 2.14).

Figure 2.13: GDP monthly index and monthly change, January 2020 to February 2024
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Figure 2.14: GDP forecasts, four-quarter growth, 2022 to 20273
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2.26  Whole-economy labour productivity levels in 2023 were very similar to 2019 (see figure 2.15).
This, paired with low growth, means there is little additional money in the economy to
allocate to wages.

29 ONS, GDP monthly estimate, February 2024.
30 ONS (IHYR); OBR; Bank of England; HM Treasury.
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Figure 2.15: Labour productivity level, UK, 2019 to 20233!
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Public finances and affordability

2.27

2.28

2.29

In evidence, HM Treasury said that 2024-25 will be the tightest year of this Spending Review
period, driven by inflation, pay and department specific pressures. Departments have faced
specific pressures since budgets were set at SR21, with factors including impacts of the
pandemic, overseas conflicts and higher-than-expected inflation driving up nominal spending
levels. The expected 2024-25 expenditure on pay for public sector review body workforces
will be £10bn higher than it was forecast to be in SR21 before any pay awards are applied.

With a new Spending Review deferred until after the general election, pressures on
department spending totals remain intense. In evidence, individual departments indicated
that, at most, they had allocated 2 per cent for pay increases in 2024. Any awards higher than
this, they said, would, in the absence of further allocations from HM Treasury, have to be
funded through savings elsewhere in their budgets, including cuts in front-line public services.
Government decisions about affordability are based on a wide set of judgements about
government spending and revenues, rather than any narrow technical issue. So, while we take
them into consideration, they must be set against our central concern of recruitment and
retention among our remit groups.

The estimated cost of our recommendations is shown in table 2.3. The total cost is £126
million. This compares to a cost of £48 million if a 2 per cent increase had been applied across
the board. The SSRB appreciates that recommendations that exceed what the Government
says is affordable put further strain on a difficult fiscal position. Nevertheless, we have
concluded that other considerations — broader earnings trends, and worsening recruitment
and retention issues amongst our remit groups — are of significant weight and justify a set of
pay awards somewhat higher than the level deemed affordable by the Government this year.

31 ONS output per worker (A4YM) and output per hour (LZVB).
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Table 2.3: Cost estimate of our recommendations

Remit group Pay award
Senior Civil Service £1k uplift to the pay minima, and 5.0%
Senior Officers in the Armed Forces 5.0%
Judiciary 6.0%
Senior Health Leaders 5.0%
Chief Police Officers 4.75%

16

Estimated cost of pay award
£46.1m

£1.7m

£40.8m

£35.0m

£2.5m



Chapter 3

The Senior Civil Service

Summary of main themes and recommendations

Our remit

3.1

3.2

3.3

In his remit letter, the Minister for the Cabinet Office asked us to conduct our usual annual
review process and provide recommendations on Senior Civil Service (SCS) pay.

Chapters 1 and 2 of this Report set out the economic context and the specific economic
factors we take into account in recommending a pay award.

In previous years, we have commented on a number of major strategic issues which affect
recruitment and retention in the SCS, and which are important to our remit. This year, our
Report is more narrowly focused because of delays in recruiting members of the Review Body.
Consequently, we reference these wider issues but do not comment on them in any depth.
We expect to address them again next year.

Summary

3.4

3.5

3.6

This year marks a further continuation of the problems we have seen with the SCS over many
years, including difficulties attracting sufficient high-quality applicants, high levels of

churn and the lack of a simple pay progression system. Consequently, we remain concerned
that the quality of the cadre leading the Government’s initiatives and overseeing public
services is being eroded.

We have been highlighting many of these issues since 2018 and whilst the Government, in the
main, has agreed with our analysis, we have seen little or no progress in resolving them. This
year, we have seen some promising signs and hope that the implementation of the measures
in the Civil Service People Plan and the publication of the SCS Strategy in January 2025 will
make a material difference.

In the meantime, we are recommending a pay award that can help respond to the concerns
we have outlined. Based on the evidence we have seen we are recommending a pay award of
5 per cent. We are also recommending that the each of the SCS pay band minima increase by
£1,000.

Context

3.7

3.8

3.9

The SCS faces a series of inter-related challenges including a policy environment of serious
international crises, continuing economic difficulties facing the country and stretched public
services. Ministerial turnover has been frequent by historic standards which makes it harder
to set clear and long-term direction for public policy.

The public’s confidence in the SCS has been affected by continuing media scrutiny and
sometimes negative comment from current or recent ministers. The civil service faces its own
resource pressures as well as changes such as the transfer of jobs out of London.

These challenges are exacerbated by a continuing absence of clarity about the right purpose,
composition and size for the SCS. Excessive churn means that too many posts are occupied by
individuals still building their expertise and key networks and the leadership of some
departments and agencies lacks stability. Frequent turnover makes it difficult to hold leaders
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accountable. Over time there has been significant growth in the size of the SCS that we
believe has been reactive rather than strategic, and this has driven significant increases in the
payhbill.

Key points from the evidence

Size

e On afull-time equivalent (FTE) basis, the number of SCS fell marginally by 20 to 6,300
between Q1 2022 and Q1 2023. However, this was the first annual reduction since 2012,
meaning the SCS is still over 70 per cent larger than in Q1 2012.

e The estimated SCS pay bill increased to £870m, a nominal increase of 6 per cent from Q1
2022 and of 124 per cent from 2012.3?

Recruitment

e In2022-23, at SCS pay bands 2 to 4, 95 per cent of applicants did not meet the minimum
standard to be appointable.3In 37 per cent of recruitment campaigns there was only one
appointable candidate, up from 29 the previous year. In 6 per cent of recruitment
campaigns, no suitable candidate was identified, which contributed to 13 per cent of
posts not being filled.

e The percentage of recommended candidates judged good or outstanding has steadily
fallen, from 68 per cent in 2018-19 to 54 per cent in 2022-23.3

e In2022-23, 82 per cent of appointments at SCS2 and SCS3 were existing civil servants, a
similar figure to the previous year, despite the directive, in place since May 2022, to
advertise all posts externally.? This suggests that for external applicants the civil service is
not attractive. However, 34 per cent of new SCS entrants recruited through open
competitions were external, suggesting that there is scope for greater external
recruitment.

Retention

e In2022-23, 14 per cent of SCS left, including people who retired or moved back to a more
junior role after a temporary promotion. Some 7 per cent of SCS moved department,®
and a further 4 per cent moved role within department. Data on moves between
departments are more reliable than those for moves within departments, where
differences of departmental reporting practice may affect the figures. It is possible the
true figure is significantly higher.

e Therefore overall, as a conservative estimate, 25 per cent of SCS left or changed their
roles in 2022-23. This is an increase from 23 per cent in 2021-22%" and 21 per cent in 2020-

32 A small portion of the increase in the SCS pay bill cost from 2012 to 2023 is due to the inclusion of allowances costs in the
total pay bill from 2017 onwards.

33 We receive recruitment data from the Civil Service Commission. Therefore, these data only cover recruitment campaigns
where the Commission is responsible for chairing the recruitment panel. It chairs all external competitions at pay band 2
and above, and all internal competitions at pay band 3 and above.

34 As above.

35 Source: Civil Service Commission.

36 Data from Cabinet Office show that around 13 per cent of SCS moved department in 2022-23. However, around half of
these moves were due to the Department for Business, Energy, and Industrial Strategy being broken up and merged with
other departments, so the headline figure is not indicative of moves by individuals.

37This figure does not include DHSC, as its figures were impacted by a Machinery of Government change.
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21. This is a high and increasing degree of churn which will undoubtedly have a negative
impact on the effectiveness and productivity of the SCS.

e The median tenure of SCS members in their current role is 2.1 years, the median time
they have been in their current pay band is 2.9 years, and the median time they have
been in the SCS is 4.0 years. These figures have increased from 1.9 years, 2.6 years, and
3.6 yearsin 2022.

e The resignation rate increased to a record high of 5.9 per cent in 2022-23, up from 4.9 per
cent in 2021-22 and 3.1 per cent in 2020-21.

e The Cabinet Office acknowledged in oral evidence that civil servants are applying for roles
earlier because there is no pay progression, and some discussion group attendees said
that falling real pay has led to grade inflation.

Morale

e Overall SCS engagement recorded in the 2023 People Survey was 76 per cent, compared
to 75 per cent last year and 76 per cent in 2021.

e However, as we have found with other leadership cadres, a high headline survey score
does not exclude shortcomings in morale. The sense we had from our discussion groups is
that this is a demoralised group, frustrated with criticism in the media and unhappy with
the long-term decline in real pay. Discussions with the FDA and Prospect paint a similar
picture.

e The People Survey indicators on satisfaction with pay showed that 43 per cent of SCS felt
that their pay adequately reflected their performance, compared to 38 per cent in 2022
and 47 per cent in 2021.

Government proposals

3.10

3.11

The Cabinet Office said in evidence that given the economic climate, an across-the-board
increase should be a significant part of the pay award, but there was also an opportunity to
address some of the most pressing issues within the SCS reward framework. It also proposed
increasing the pay band minima for all pay bands by £1,000.

In evidence, the Cabinet Office and HM Treasury repeatedly described the 2023 pay rise of 5.5
per cent as high. This is misleading given its real-terms value. At April 2023, when the pay rise
was applied, inflation was 8.7 per cent® and private sector pay growth was 8.0 per cent.*

Pay recommendations

3.12

We are concerned by the evidence we have seen. The data show that trends are at best
stagnant, and in most areas getting worse. The proportion of applicants who meet the
minimum standard to be appointable is low, and the quality ratings of successful applicants
are in long-term decline. SCS roles are not sufficiently attractive to external candidates,
leaving the civil service over reliant on internal talent. Finally, churn is high, and average
tenure is low. Taking these together we are very concerned that the quality of the cadre
leading the Government’s initiatives and overseeing public services is being eroded.

38 CPI Percentage change over 12 months to April 2023, Consumer price inflation tables, ONS, published May 2024.
39 Year on year growth to April 2023, Average Weekly Earnings, published May 2024.
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3.13 The levels of churn will also inevitably impact on the accountability and productivity of the
SCS. As these are the leaders of the civil service, the standards set at this level have a knock-
on effect across the civil service.

3.14 Until there is an effective strategy which addresses the shortcomings in SCS leadership and
management these issues will not be resolved. The SCS paybill will continue to deliver less
value for money for the taxpayer than it should. We encourage the Cabinet Office to press
ahead with implementing the SCS Strategy and broader People Plan in order that SCS roles
may become more attractive to strong candidates, and strong performers are encouraged to
stay in post for longer.

3.15 Inthe meantime, we recommend a pay award that can help respond to the concerns we have
outlined. Based on the evidence we have seen we are recommending a pay award of 5 per
cent for the SCS.%

Recommendation 1

We recommend that all members of the senior civil service should receive a 5.0 per cent
consolidated pay increase from 1 April 2024.

3.16 We agree with the Cabinet Office proposal to increase each of the SCS pay band minima by
£1,000. For clarity, we think the increase to the minima should be applied before the pay
award, so that SCS currently on the minima will receive more than 5 per cent overall.

Recommendation 2

We recommend that the SCS pay band minima should increase by £1,000 each, from 1 April 2024.

Looking ahead

3.17 In previous reports we have repeatedly drawn attention to fundamental shortcomings in the
leadership and remuneration of the SCS, including:

e The absence of a clear strategic vision for the purpose, size and composition of the SCS.

e Afocus on holding down individual salaries that has failed either to control paybill cost,
which has more than doubled since 2012, or to support the goal of recruiting more
external candidates, for many of whom the pay is not attractive enough.

e Excessive churn, which reduces the effectiveness of the SCS, and is partly fuelled by the
absence of progression pay. It is six years since we recommended adoption of a simple
pay progression system.

e A proliferation of piecemeal measures, from minimum pay rises on promotion to pivotal
role allowances to support project delivery, which may have merit but are not substitutes
for correcting structural defects such as overlap with Grade 6 pay scales or insufficient
incentives to stay in roles for the longer term.

40 We understand that SCS at the top of their pay band may not be eligible; we expect that the pay award will be given to all
those eligible.
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3.18

3.19

3.20

3.21

3.22

3.23

e Concern that the SCS may not be recruiting and retaining enough leaders of the right
calibre and that more needs to be done to establish whether a deterioration in quality is
taking place.

From time to time, the Cabinet Office has sought to address some of these problems.
However, recent experience has been that initiatives are under development for many years
before implementation, and in that time, some are cancelled. The 2020 commitment to
Capability-Based Pay Progression has been abandoned with belated recognition of its
excessive complexity. A 2021 proposal for an SCS strategy did not translate into
implementation.

Nonetheless, we were encouraged by the clarity with which the Minister recognised these
challenges and the need to tackle them when he gave oral evidence to us. We agree with him
that a holistic approach is needed, distinguishing short, medium and long-term measures.

Subsequently, we received a briefing from the Chief People Officer and her colleagues on the
planned SCS strategy which is to sit within the Civil Service People Plan announced in January
this year. Many of the People Plan measures are on track to be delivered by the end of this
year, and if implemented well may start to improve civil service recruitment and
management.

There is much still to be done. An overarching strategy and some form of pay progression are
two fundamental building blocks to a well-run and value-for-money SCS. The SCS strategy is
now due to be published in January 2025. It should answer fundamental questions such as:

e What s the SCS for and what do we want it to do?
e How many people and what skillsets are required to do this work?
e What pay system is necessary to recruit and retain them?

The pay framework requires some in-depth thought, taking into account both civil servants
promoted into the SCS, and external joiners. There remains an overlap between the Grade 6
pay band maxima and the SCS1 pay band minimum. On average, currently 4 per cent of Grade
6s earn more than an SCS1 in the same department.*! This is both a disincentive to promotion,
and demoralising for the SCS1s involved. Moreover, promotees near the top of their pay
scales who receive a 10 per cent increase on promotion may be paid more than their peers
who have been in the senior grade for some time. In discussion groups we heard about the
discontent this can cause.

There is also a disconnect between freezing maxima and the scope for external joiners to
negotiate their salaries, which is intended to facilitate recruitment from outside the civil
service. Externally recruited SCS are paid on average around £10-20k more than other SCS.*
Many join at the top of their pay band. If the band maxima do not move, they may not be able
to get any further consolidated pay increases. Our discussion groups suggested some do not
realise this when appointed. Individuals appointed at the band maxima are unlikely to stay for
the long term if they do not receive any subsequent pay rises. We already see that the
turnover rate for those recruited externally is 3 percentage points higher than for those
recruited internally.

4123 per cent of Grade 6s earn over the SCS1 pay band minima. However, many high-earning Grade 6s are in the same
department as high-earning SCS, so in practice the overlap is smaller.
42 The gaps in median pay are: £13,000 for SCS1; £24,000 for SCS2; £21,000 for SCS3.
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3.24

3.25

3.26

3.27

As noted above, we favour overarching approaches to pay and reward over smaller and more
piecemeal measures. The results of the Milestone Based Reward pilots, and their impact on
recruitment and retention, may indicate whether it can be a worthwhile part of an overall
approach to the pay system.

We hope that actions under the People Plan will enable better data collection and therefore
better monitoring of key people management metrics. In particular we hope it will enable
better tracking of the careers of individuals, the quality of people, and performance within the
SCS. Among others, it would be valuable to track the careers of fast stream entrants,
participants in the Future Leaders Scheme and external recruits to support better career and
talent management.

In conclusion, SCS reward needs a review in the round. We hope the planned SCS strategy will
deliver this, and we look forward to engaging with the Cabinet Office on it. An alternative
would be to conduct an overarching review to a publicly stated timeline. The SSRB would also
be very willing to contribute to work of that sort.

In this year’s shorter Report, we have not commented on progress on diversity, the impact of

moving roles out of London or similarities and differences between the different UK
administrations. We intend to examine these important topics again in our next Report.
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Annex: Data and evidence

3.28

We received written and oral evidence from the Civil Service Commission, FDA and Prospect,
and the Minister for the Cabinet Office. We also hosted discussion groups with members of
the SCS. We thank all who gave evidence for their contributions.

The remit group

Table 3.1: SCS job titles and pay bands

Title Pay band
Deputy Director SCS1
Director SCS 2
Director General SCS3
Permanent Secretary SCS 4

3.29 The SCSincludes a wide range of professions, such as HR, medicine, and international trade.
However, the majority of SCS are in policy (28.3 per cent), operational delivery (14.2 per cent),
or project delivery (8.7 per cent).

3.30 SCS Headcount at Q1 2023 stands at 6,475, down 20 since Q1 2022. On an FTE basis there
were 6,300 senior civil servants at Q1 2023, down 20 FTE since Q1 2022.

3.31 The reduction over the last year is the first annual fall recorded since Q1 2012 and follows
year on year increases since Q1 2012. Since Q1 2012 the number of SCS has risen by 2,800 FTE
(+77.4 per cent).

3.32 The SCS now accounts for 1.3 per cent of the overall civil service on an FTE basis and 1.2 per

cent on a headcount basis. This is up from 0.6 per cent on both an FTE and headcount basis at
the inception of the SCS in 1996.

Figure 3.1: SCS FTE and proportion of civil service, 2012-2023
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Source: Cabinet Office.
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3.33

3.34

3.35

3.36

The Ministry of Defence (+50) and the Department of Work & Pensions (+25) had the largest
increases from last year (excluding the new departments following Machinery of Government
changes).

The departments with the largest decreases from last year (excluding the closed departments
following Machinery of Government changes) are the Department of Health and Social Care (-
105), the Department for Culture, Media and Sport (-50) and the Department of Environment,
Food and Rural Affairs (-20).

The four departments with the largest number of SCS (Cabinet Office, Health and Social Care,
HM Revenue and Customs, and Ministry of Defence) account for almost a third of the SCS
headcount.

Across departments:

e The percentage of civil servants that are in the SCS varies widely; ranging from 14 per cent
at the Competition and Markets Authority to just 0.3 per cent at the Ministry of Justice.

e More than one in four (28.3 per cent) of the SCS are in Policy posts, down from 31.0 per
cent in 2022. This compares to just 6.9 per cent for all civil service posts.

e 14.2 per cent of senior civil servants work in an operational delivery post, compared to
more than half (55.7 per cent) of all civil service posts.

Diversity

3.37

3.38

Pay
3.39

In Q1 2023:

e The percentage of women in the SCS had risen slightly to 48.6 per cent, up from 48.5 per
centin 2022.

e Representation of ethnic minorities in the SCS was up 0.1 percentage points since Q1
2022 to its highest recorded level of 8.7 per cent.

e The percentage of the SCS with a disability stood at 7.8 per cent, an increase of 0.7
percentage points since 2022 and a historic high.

e 6.1 per cent of the SCS who declared their sexual orientation identified as LGBO, up from
5.6 per cent the previous year.

On a headcount basis, 63 per cent of SCS are based in London, down from 65 per cent in 2022
and 68 per cent in 2021. This compares to 20 per cent of all civil servants and 15 per cent of
the economically active population of the United Kingdom.*

The estimated snapshot paybill at Q1 2023 stands at £873 million, an increase from £826
million (+5.7 per cent) on Q1 2022 (see figure 3.2). This was driven by the 5.5 per cent
increase in salary per head over the year, as well as the corresponding increase in employer
pension contributions. Since the low point in 2012, the SCS paybill has increased by 124.7 per
cent, with most of this due to increasing workforce numbers as well as employer pension

43 Sources: Civil Service Statistics 2023; Annual Population Survey Oct 22 to Sept 2023, ONS.
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costs. The salary bill per FTE increased by 5.6 per cent from £90,000 in 2022 to £95,000 in
2023. The salary bill per FTE has only increased by 12.4 per cent since 2013**

Figure 3.2: SCS payhbill, 2012 to 2023
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Source: OME analysis of Cabinet Office evidence.

3.40 Both median salary and median total cash earnings have increased for all pay bands in the last
year.

Figure 3.3: Salary medians for each pay band, 2013-2023
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Source: Cabinet Office.

3.41 The pay distribution of external SCS lies to the right of the pay distribution of internal SCS for
every pay band.

44 Source: OME analysis of Cabinet Office evidence.
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Figure 3.4: Comparison of median pay for external vs internal recruits for each pay band, 2023
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Source: Cabinet Office.
3.42 Medicine has the highest median salary at Deputy Director. Commercial has the highest
median salary at Director level and Project Delivery at Director General. Digital Data and

Technology is at the high end for salary at Deputy Director and Director pay bands. The Policy
profession is below the median salary at all pay bands.
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Figure 3.5: Comparison of median pay by profession of post for each pay band, 2023
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KIM £84 200 Economics £109,100
HR £84,500 Overall median £109,600
Overall medl.an oy Internal audit £115,400
Economics £84,600
Property £84.800 Finance £116,100
Project delivery £84,900 Security £116,100
Operational delivery £84,900 HR £116,300
Security £84,900 _ .
Social research £85,200 Operational delivery £116,300
Communications £85,700 Project delivery £116,700
Finance £85.800 Communications £119,600
Legal £86,100
Operational research £86,600 Property S22
Internal audit £87,100 Counter Fraud £128,400
Science and engineering £88,200 IET £131,100
DDAT £89,000
Commercial £89,200 DDAT e
Medicine £90,600 Commercial £138,600
Pay Band 3 Policy £139,600
Legal £140,000

Project delivery £200,000

Source: Korn Ferry reward benchmarking report 2023, commissioned and provided to the SSRB by the Cabinet Office.
Note: Other refers to any profession that is not one of the standard civil service professions. It does not refer to the median
salary of all SCS not presented in the chart.

3.43 Both median salary and total remuneration are lower for all SCS grades than for private sector
equivalents. The differentials increase with seniority.
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Figure 3.6: Percentage difference of SCS total remuneration compared to private sector
equivalents, by pay band, 2023
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Source: Korn Ferry reward benchmarking report 2023, commissioned by the Cabinet Office.

Views on pay

3.44 Survey indicators on satisfaction with pay improved from last year, though they are still
concerning:

e The People Survey question on satisfaction with total benefits package showed an
increase in satisfaction of 5 percentage points (to 46 per cent) between 2022 and 2023.
Responses were slightly more positive for the SCS than grades 6 and 7 (42 per cent).

e 43 per cent of SCS felt that their pay adequately reflected their performance, up from 38
per cent in 2022 but still below the 47-50 per cent range that SCS reported from 2019 to
2021.

e 75 per cent of respondents to the FDA/Prospect survey® said they were dissatisfied or
very dissatisfied with the overall pay arrangements in the SCS, which is a drop from 86 per
cent in last year’s survey. While this is still very high, satisfaction appears to be increasing
over time (see figure 3.7).

e 91 per cent of FDA/Prospect survey respondents did not believe the current reward
framework for the SCS was fit for purpose, which compares to 94 per cent in the previous
survey. While fluctuating slightly, this figure has remained very high since 2015-16 (see
figure 3.8).

e 70 per cent of FDA/Prospect survey respondents did not believe that the results produced
by the SCS pay system were fair or equitable, an improvement from the previous 83 per
cent.

45 FDA/Prospect conducted a survey of their SCS members in December 2023 and January 2024, which had 582 responses,
slightly less than 650 last year. There were 7,385 members of the SCS at 31 March 2023, so this accounts for slightly under 8
per cent of all SCS.
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Figure 3.7: FDA/Prospect survey respondents who are “Satisfied with overall pay arrangements”,
2013-14 to 2023-24
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Source: FDA/Prospect.

Figure 3.8: FDA/Prospect survey respondents agreeing with “Believe the current reward
framework for the SCS is fit for purpose”, 2015-16 to 2023-24
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Source: FDA/Prospect.

3.45 FDA/Prospect highlight concerns with the Grade 6 pay maxima being close to or above the SCS
minima. This can result both in managing staff who earn more than their manager, and these
junior staff leapfrogging more experienced SCS in salary due to receiving a 10 per cent pay rise
on promotion. New entrants into the civil service continue to be able to negotiate significantly
higher pay.

3.46 The FDA/Prospect survey found that 23 per cent of respondents managed someone on higher
pay than them. This proportion has not been increasing over time (see figure 3.9).
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Figure 3.9: FDA/Prospect survey respondents agreeing with “Manage someone on a lower grade
who has a higher salary”, 2015-16 to 2023-24
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Source: FDA/Prospect.

3.47

3.48

3.49

3.50

3.51

In discussion groups, those in both SCS1 and SCS2 highlighted the issue of many Grade 6s
being paid more than the SCS1s who managed them. These factors, together with the
excessive working hours experienced by members of the SCS, were demotivating for the SCS
and acted as disincentives for Grade 6s to seek promotion to the SCS.

In the 2023 People Survey there was an increase of 3 percentage points in the proportion of
SCS who feel their pay is reasonable compared to people doing similar jobs in other
organisations, to 31 per cent.* This increase is stronger for those based outside London (4
percentage point increase to 37 per cent)*’ compared to those based in London (1 percentage
point increase to 25 per cent).

Key themes in SCS1 and SCS2 discussion groups included cost-of-living pressures and
perceived poor pay in the SCS making some consider taking more highly paid jobs in the wider
public sector or in the private sector. SCS members were having to make decisions about
spending priorities which they had not previously had to. It was thought that jobs in the wider
public sector were available for higher salaries with less responsibility.

Some 68 per cent of departmental exit interviewees cite pay as a significant factor in their
resignation.*® This compares with 67 per cent in 2021-22, 53 per cent in 2020-21, 64 per cent
in 2019-20 and 61 per cent in 2018-19.

Of those who revealed their next steps in departmental exit interviews, the wider public
sector (see figure 3.10) continues to be the most frequent destination.

46 Source: Civil Service People Survey 2023.

47 Excludes SCS based outside of the UK.

48 253 SCS resignations were recorded by 41 government departments and agencies between the beginning of October
2022 and the end of September 2023. Of these, 38 per cent (95) were either interviewed or completed an exit survey. This
compares to last year (2021-22) when there were 138 exits recorded, of which 44 per cent were interviewed or surveyed.
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Figure 3.10: Destination sectors (proportion of exit interview respondents who provided a
destination), 2021-22 and 2022-23
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Source: SCS Exit Interviews.

3.52 If recruiting departments wish to offer more than 20 per cent over the salary band maximum,
then they must obtain Civil Service Commission (CSC) approval. The CSC has received two such
requests since April 2023, of which it approved one.

Recruitment and quality

3.53 There were 990 entrants to the SCS during 2022-23, down 155 on 2021-22. In 2022-23, 13.9
per cent of new entrants to the SCS were from the private sector, up from 12.5 per cent in the
previous year. A total of 80.0 per cent of new entrants during 2022-23 were internal
promotions into the SCS. The final 6.0 per cent of new entrants were from the voluntary and
wider public sectors.

3.54 AsatQl 2023, 19 per cent of all SCS were externally recruited when they most recently
entered the SCS. The proportion ranges from 49 per cent for Directors General to 14 per cent
for Deputy Directors.

3.55 We receive recruitment data from the CSC, so the below data only covers the competitions
where they are responsible for interviewing. The CSC chairs the recruitment panels for all
external competitions at SCS2 and above, and all internal competitions at SCS3 and above.

3.56 The CSC said that, on average, it takes approximately 92 working days for a campaign to be
run from the allocation of a Commissioner to an appointable candidate being identified.
However, some campaigns are a lot shorter and some a lot longer. The CSC does not handle
the administration on either side of this process, so it is unclear how long SCS vacancies are
left unfilled overall.

3.57 During 2022-23, the CSC chaired competitions for 229 posts at SCS pay band 2 and above, and
as a result of these competitions made 199 appointments. Across the competitions there was
a total of 9,042 applicants, of which 1,034 were shortlisted (11.4 per cent).
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Table 3.2: Recruitment, 2022-23

Applicants
Posts Appointments Applications judged
Level of post advertised made Applications per role appointable
Permanent Secretary 7 6
1,445 34 6%
SCS pay band 3 36 31
SCS pay band 2% 185 161
7,597 41 5%
SCS pay band 1%° 1 1

Source: Civil Service Commission.

3.58

3.59

As table 3.2 shows, application volumes are high, but there are issues with quality. There are
around 40 applicants per post, but only around 5 per cent are judged appointable.

The number of applications per role and the percentage of posts filled were the lowest in any
year across the period from 2018-19 to 2022-23. The percentage of posts with no appointable
or only one appointable candidate was the highest in any year across the period.

Table 3.3: Recruitment over time, 2018-19 to 2022-23

Posts Applications Posts filled Recommended Competitions Competitions

advertised per role candidates with only one with no

judged good or appointable appointable

outstanding candidate candidates

2018-19 192 45 95% 68% 33% 5%
2019-20 161 44 97% 65% 34% 4%
2020-21 163 65 91% 61% 28% 5%
2021-22 246 46 95% 58% 29% 3%
2022-23 229 39 87% 54% 37% 6%

Source: Civil Service Commission.

3.60 Of the recommended candidates, 54 per cent were graded ‘very good’ or ‘outstanding’, 30 per
cent were graded ‘clearly appointable’, and 15 per cent were graded ‘appointable’.5!

3.61 The percentage of recommended candidates judged very good or outstanding has steadily
fallen, from 68 per cent in 2018-19 to 54 per cent in 2022-23.

3.62 Inthe People Survey, 59 per cent of Grade 6/7 respondents said that there are opportunities
for them to develop their career in their organisation, compared to 73 per cent of SCS. Both
are largely unchanged from last year.

Retention

3.63 Some 47 per cent of FDA survey respondents stated that there are recruitment difficulties in

their organisation for SCS grades.

3.64 The median length of time of current staff:

e Inthe SCSis 4.0 years, up from 3.6 years in 2022.

49 Campaigns open to external candidates only.
50 Campaigns open to external candidates only.
51 This is for competitions where the standard marking framework was used (most of them).
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e Incurrent postis 2.1 years, up from 1.9 years in 2022.
e Incurrent pay band is 2.9 years, up from 2.6 years in 2022.

Figure 3.11: SCS by number of years in current post, 2023
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Source: SCS Database, provided by the Cabinet Office.

3.65 Overall, as a conservative estimate, 25 per cent of SCS left or changed their roles in 2022-23.5
This is an increase from 23 per cent> in 2021-22 and 21 per cent in 2020-21.

3.66 Turnover rate for the SCS was 14.3 per cent in 2022-23, up from 12.4 per cent in 2021-22 and
the highest rate since 2016-17 (14.5 per cent).>* There were 925 leavers during 2022-23, up
140 on the previous year and a record high for the actual number of leavers during a year. The
resignation rate increased to a record high of 5.9 per cent in 2022-23, up from 4.9 per cent in
2021-22.

52 Excludes departments impacted by a machinery of government change.

53 This 2021-22 figure does not include DHSC, as their figures were impacted by a machinery of government change.

54 Leavers and turnover incorporate end of temporary promotions to the SCS in addition to retirements, severances,
redundancies, resignations, deaths, end of contracts, secondments outside of the civil service and end of inward
secondments to the SCS. Those that return from an outward secondment continue to be excluded from the new entrant
count.
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Figure 3.12: SCS resignation and turnover rates, 2016-17 to 2022-23
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Source: Cabinet Office.

Notes: Resignations includes all centrally managed SCS who resigned in the specified year.

Turnover includes all moves out of the centrally managed SCS over the specified year, including secondments, movements
to an 'SCS level' role outside the centrally managed SCS (e.g. the diplomatic service), end of temporary promotion, etc.
Departmental turnover includes moves between departments or their executive agencies / crown NDPBs within the year, in
addition to moves included under turnover rate.

Churn includes changing roles within the department within the year, in addition to moves included under departmental
turnover rate.

3.67 Around 7 per cent of SCS moved department,>® and a further 4 per cent moved role within
department.®®

3.68 The turnover rate for SCS recruited externally is higher than that of those recruited internally,
at 17.0 per cent and 13.7 respectively. Resignations made up 41.1 per cent of all leavers in
2022-23, an increase from 39.7 per cent in the previous year and up from just 28.9 per cent in
2020-21.

3.69 Inthe 2023 People Survey, 20 per cent of all SCS said they wanted to leave as soon as possible
or within the next 12 months. This has decreased 1 percentage point since 2022. There are
significant differences between those based in London and those outside the capital.

3.70 Departmental exit interviews provide information on the talent grid markings of those
resigning.>’ As shown in figure 3.13, 72 per cent were defined as regrettable losses based on

55 Data from Cabinet Office shows that 13.4 per cent of SCS moved department. However, around half of these moves were
due to the Department for Business, Energy, and Industrial Strategy being broken up and merged with other departments,
so the headline figure is less insightful for these purposes.

56 Data on moves between departments is more reliable than those for moves within departments, where differences of
departmental reporting practice may affect the figures. It is possible the true figure is significantly higher.

57 253 SCS resignations were recorded by 41 government departments and agencies between the beginning of October
2022 and the end of September 2023. Of these, 38 per cent (95) were either interviewed or completed an exit survey. This
compares to last year (2021-22) when there were 138 exits recorded, of which 44 per cent were interviewed or surveyed.
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their talent grid markings in 2022-23, compared to 59 per cent in 2021-22 and 67 per cent in
2020-21.°8

Figure 3.13: Proportion of exits by Talent Grid Markings, 2022-23

Potential

Performance

High potential 10% Excellent 20% Star 22%

Early promise 8% Good 8% Strong 20%

Inconsistent 2% Effective 6% Expert 4%

Source: Cabinet Office.
Notes: Base = 50 SCS leavers

3.71 Some 26 per cent of respondents to the FDA survey strongly agreed or agreed with the

statement that they would like to leave the civil service as soon as possible, compared to 28
per cent last year. This proportion has remained fairly stable over time (see figure 3.14). This
finding is at odds with the People Survey, where 80 per cent of respondents say they want to
stay in their organisation for at least the next 12 months.

Figure 3.14: FDA/Prospect survey respondents agreeing with “Would like to leave the civil service
as soon as possible”, 2013-14 to 2023-24
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Source: FDA/Prospect.

3.72 When People Survey respondents were asked why they would like to leave their organisation,

i

the top four reasons given by the SCS were: “better pay”, “promotion within the CS”,
“promotion outside of the CS “and “don’t like organisational culture”. “Promotion outside of
the CS” fell to the sixth most popular reason for Grade 6/7s, replaced by “Poor leadership” in
their top four.

58 Those with High Potential, Excellent, Star and Strong Talent Grid Markings.
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3.73 Atotal of 56 per cent of respondents to the FDA/Prospect survey agreed or strongly agreed
there were retention difficulties for SCS grades.>®

Morale

3.74 People Survey indicators on motivation and morale for the SCS showed broad stability
between 2022 and 2023. Responses were significantly more positive (by 5 to 14 percentage
points) for the SCS than for grades 6 and 7.

e Overall, the SCS employee engagement score was at 76 per cent, compared to 75 per cent
in 2022 and 76 per cent in 2021.

e The proportion of SCS interested in their work was unchanged at 98 per cent.

e The proportion saying that their work gave them a sense of personal accomplishment was
unchanged at 93 per cent.

e The ‘PERMA index’ which measures the extent to which employees are flourishing at work
was unchanged at 84 per cent.

3.75 Inthe FDA/Prospect survey, there was a decrease in the proportion of respondents who said
their morale had decreased in the past year, from 77 to 68 per cent.

Figure 3.15: FDA/Prospect survey responses to question “In the last year has your morale
increased or decreased”, 2013-14 to 2023-24
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Source: FDA/Prospect.

3.76 FDA/Prospect say in their evidence that that senior civil servants are continuing to work an
unacceptable number of additional hours that are uncompensated. In the survey, 43 per cent
of respondents said it was not at all realistic to achieve their objectives in their working hours.
This is a higher proportion than is reported by the People Survey, where 63 per cent agree
that they have an acceptable workload, and 14 per cent are neutral. Moreover, 68 per cent
agree that they have a good balance between their work and private lives. These figures are
largely unchanged from 2022.

59 FDA/Prospect Survey 2023.
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3.78

3.79

3.80

Some 4 in 10 (44 per cent) of leavers®indicate that they may come back in the future (30 per
cent in 2021-22). In addition, 85 per cent of those exiting rate their overall experience in the
civil service as good or very good, higher than last year (80 per cent in 2021-22).

A total of 75 per cent of leavers®! would recommend working for the civil service to others (78
per cent last year). However, this varies depending on the factors that influenced the decision
to leave. Those who cited dissatisfaction with the total benefits package as a factor in their
decision to leave were significantly less likely to recommend the civil service to others (61 per
cent vs 85 per cent).

According to Cabinet Office evidence, sickness absence remains low in the SCS compared to
the civil service average. Average working days lost per staff year in the SCS stands at 2.3 days
at 2022-23, up from 2.1 days in 2021-22. Across the civil service overall average working days
lost per staff year was 8.1 days, up from 7.9 days in 2021-22.

In the People Survey, 78 per cent of respondents said they were working at 90 per cent or
higher productivity, unchanged from 2022.

Pensions, take-home pay and total net remuneration

3.81

In previous reports we have commented on pension scheme membership. We have also
analysed the contribution of pensions to remuneration, effective take-home pay, and changes
in total net remuneration. We are not doing so here because of the short time available to
prepare this Report because of delays in appointing members to the Review Body. We intend
to return to these important aspects of reward for senior civil servants our future reports.

60 Source: Exit Interview survey.
61 Source: Exit Interview survey.
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Chapter 4

Senior Officers in the Armed Forces
Summary of main themes and recommendations

Our remit

4.1  We have been asked to recommend a pay award for members of the senior military. We have
not been asked to advise on any other aspects of reward this year.

4.2  Chapters 1 and 2 of this Report set out the economic context and the specific economic
factors we take into account in recommending a pay award.

4.3 In previous years, we have commented on a number of major strategic issues which affect
recruitment and retention in the senior military, and which are important to our remit. This
year, our Report is more narrowly focused because of delays in recruiting members of the
Review Body. Consequently, we refer to these wider issues but do not comment on them in
any depth. We expect to address them again next year.

Summary

4.4  Our main focus is the recruitment, retention and morale of the senior military and its feeder
group. However, we also take into consideration the strategic issues facing the Ministry of
Defence (MoD) and the broader factors set out in Chapter 1 of this Report. At oral evidence
the Minister for Defence People and Families confirmed the 2021 Spending Review had
allowed for a two per cent pay award for 2024-25. The MoD said the pay award for 2024-25
will need to be financed by taking money from elsewhere in the MoD budget, which could
impact on capability.

4.5  We note that the pay bill for the senior military cadre is some £34 million, from a Defence
budget of some £54 billion.

4.6  While acknowledging that it cannot compete on remuneration alone, the MoD said it can
provide senior officers with challenging and exciting roles and unique experiences only
available to those in the Armed Forces. The evidence shows that there are currently no
recruitment and retention issues in the senior military. The MoD told us the senior military
was able to attract sufficient numbers of suitably skilled officers on promotion from OF6, or
within the senior cadre. However, evidence from senior officer discussion groups suggests
that some of the most skilled members of the feeder group choose to leave the Armed Forces
rather than seek promotion.

4.7  Voluntary outflow rates for officers immediately below the senior cadre are at the highest
level for five years. We note the MoD’s explanation that this is due to the extensions of
Service offered during the pandemic now coming to an end. However, the situation is of
concern and needs careful monitoring.

4.8  Annual pay awards for the senior military cadre have been somewhat lower than for the
feeder group in four of the last six years. We observe that this trend cannot continue
indefinitely if the senior military offer is to remain sufficiently attractive for the highest-quality
members of the feeder group to want to remain in Service and take up these roles.

4.9 We have some concerns about morale in the senior military. Although the headline figure

remained stable with 81 per cent rating their own morale as high, the number agreeing with
the statement that their family benefitted from being a Service family fell to only 18 per cent,
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4.10

the lowest level in five years. A total of 65 per cent disagreed with this statement, the highest
figure in five years.

Our overall pay award recommendation of 5 per cent for all members of the senior military
aims to ensure these senior roles remain attractive to the feeder group and sufficiently
competitive to recruit and retain the required number of highly skilled and highly motivated
senior officers.

Context

4.11

4.12

4.13

At oral evidence, the Minister highlighted the fact that the military was heavily involved in
operations, including in Ukraine and the Middle East, and ensuring wider national security. He
also outlined the large defence investment programmes underway.

The Defence Command Paper (Refresh)®? sets out the MoD’s plans for evolving its workforce
over the coming years. At the time of writing, we understand the Defence People Strategy is
also being updated and is due for publication soon.

The Haythornthwaite Review of Armed Forces Incentivisation, containing 67
recommendations, was published on 19 June 2023.5 The MoD informed us this was the first
comprehensive review of the terms and conditions and incentivisation of all members of the
Armed Forces since the Bett Review in the 1990s. The MoD said that due to the size and scope
of the Review it had identified the following three recommendation areas to take forward as
priorities: greater career flexibility through a Spectrum of Service; enhanced effectiveness of
the employment offer, by adopting a Total Reward Approach; and the digitalisation and
simplification of the people management system.

Key points from the evidence

4.14

The MoD provided us with evidence on the senior military and feeder group workforce.
Details are provided in the Annex to this Chapter.

Recruitment and retention

e The number of senior military officers in our remit group increased by four to 128 over
the year to 1 July 2023. The number of senior military officers has remained fairly stable
over the last ten years.

e The number of senior Medical Officers and Dental Officers (MODOSs) in our remit group
remained at four over the year to 1 July 2023. These were all 2-star officers.%

e There do not appear to be any recruitment or retention issues in the senior military.
During the 12 months to June 2023, 22 officers were promoted into the senior military
and 9 were promoted within it. The number of senior military officers voluntarily leaving
the Armed Forces increased to four during 2022-23, from one the previous year. The
number retiring fell to 14 in 2022-23 from 29 the previous year.

e Evidence of the quality of those promoted to the senior military is limited. The MoD has
told us it is developing new methods to measure and track the quality of personnel in the
feeder group. The Chief of the Defence Staff (CDS) said he was satisfied that the quality
was sufficient.

62 See: https://www.gov.uk/government/news/refreshed-defence-command-paper-sets-out-future-for-armed-forces
63 See: https://questions-statements.parliament.uk/written-statements/detail/2023-06-19/hcws857
64 A 3-star officer became Director General Defence Medical Services later in July 2023.

40


https://www.gov.uk/government/news/refreshed-defence-command-paper-sets-out-future-for-armed-forces
https://questions-statements.parliament.uk/written-statements/detail/2023-06-19/hcws857

e Inthe feeder groups, the number of OF6 (1-star) officers and OF5s voluntarily leaving the
Armed forces increased by over 50 per cent from the previous year. 30 OF6s (10 per cent)
left the Armed Forces in 2022-23, compared to 19 OF6s (6 per cent) in 2021-22. 61 OF5s
(6 per cent) left the military voluntarily in the 12 months to 30 June 2023. The MoD said
this was due to the extensions of Service offered in the pandemic coming to an end.

e The number of OF5 to OF8 officers leaving via the Senior Officers Compulsory Retirement
Scheme, increased considerably in 2022-23. Out of a total of 76 officers leaving since
2019, 30 (around 40 per cent) left in 2022-23, 14 of whom were OF6s in the Navy.

Morale

e Results from the 2023 Armed Forces Continuous Attitude Survey showed that the morale
of the senior military remained good, with 81 per cent rating their own morale as high.
Satisfaction with the job in general, with the sense of achievement and with the challenge
in job also remained high at 91 per cent, 95 per cent and 95 per cent respectively. Our
OME survey results indicated that 96 per cent were either motivated or highly motivated
to do a good job. However, the proportion agreeing that their family benefited from being
a Service family was at its lowest level for five years, with just 18 per cent agreeing and 65
per cent disagreeing.

e The main issues raised at the senior military discussion group and the OF5 and OF6
discussion groups were the impact of Service life on families and the need for the
employment offer to be more flexible and include more choice so it could attract and
retain sufficient numbers of talented officers and accommodate the needs of the 21
century family.

Pay recommendations

Government proposals

4.15

The MoD did not propose a specific figure for the pay award this year. It said the award would
need to be funded through reductions elsewhere in its budget and that a large pay award
could have capability implications. It asked us to recommend:

e A pay award which aims to recruit and retain a highly skilled and highly motivated cadre
of senior officers through the offer of a competitive remuneration package which remains

within departmental affordability.

e No change to the pay structure for senior Medical Officers and Dental Officers.

Pay award recommendation

4.16

4.17

We note that almost all of the remit group, except for those on the top increment of their pay
scale, will receive a pay increase through the award of an annual increment in addition to the
annual pay award. The senior military are a small cohort and we have not seen any evidence
to support a differential pay award for different ranks or specialist roles within the senior
military. This view was supported by the Chief of the Defence Staff at oral evidence.

The senior military employment offer needs to be sufficiently competitive to retain and
incentivise the required number of highly skilled and motivated officers. Recent pay awards
for the feeder group have been at historically high levels in response to recruitment and
retention problems and reflecting the upward pressure from tracking the National Living
Wage. The compounding effect has compressed the differentials between pay for the senior
cadre and the feeder group by 1.6 per cent since 2018 (see table 4.3 in the Annex to this

41



4.18

4.19

4.20

4.21

4.22

4.23

Chapter). These differentials will reduce further if, this year, the feeder group again receive a
larger increase than the seniors.

It is unwise to allow a continued erosion of pay differentials. Sooner or later, it will lead to
recruitment campaigns failing to attract appointable candidates.

We welcome the changes the MoD has made to the 2-star and 3-star pay scales so that there
is an automatic increase of at least 10 per cent in base pay on promotion to, and within, the
senior military. However, this does not avoid the need to maintain a sufficient differential
between the pay scales for the senior cadre and the feeder group.

If this year’s OF6 award exceeds that of the senior cadre by more than 0.5 per cent then
further bespoke arrangements will be needed to ensure the minimum 10 per cent pay
increase for those on promotion from the top of the OF6 pay scale to OF7. Paragraphs 4.60
and 4.61, including table 4.4, in the Annex to this Chapter set out this issue in more detail
including the current pay increases on promotion for senior officers.

In this Report and previous reports, we have emphasised that the Armed Forces must ensure
it is not losing its most talented officers. The quality of the feeder group is particularly
important in the Armed Forces as there is currently no direct recruitment into the senior
military.

There has been a fifty per cent increase in the voluntary outflow rates of OF5 and OF6 officers
in 2022-23 compared to the previous year. Voluntary outflow rates for these officers are at
the highest rate for five years. We note the MoD’s explanation that this is due to the
extensions of Service offered during the pandemic now coming to an end. However, the
situation needs careful monitoring to ascertain why individuals are leaving and to ensure that
it is not the most talented officers who are leaving.

The above considerations, and the broader factors outlined in Chapter 1, lead us to
recommend an across-the-board consolidated pay award of 5 per cent for all members of the
senior military, including Medical Officers and Dental Officers (MODOs). This recommendation
will add an estimated £1.7 million to the paybill, including employer costs. The pay scales for a
5 per cent pay award are set out in table 4.1.

Recommendation 3

We recommend that all members of the senior military, including Medical Officers and Dental
Officers, should receive a 5.0 per cent consolidated increase to base pay from 1 April 2024.
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Table 4.1: Recommended 2-star, 3-star, 4-star and Chief of the Defence Staff pay scales with effect
from 1 April 2024

2-star
3-star
4-star
CDS

4.24

4.25

Increment level

1 2 3 4 5 6

fpa fpa fpa fpa £pa £pa
£141,229 £143,990 £146,806 £149,678 £152,606 -
£169,064 £177,357 £184,322 £189,755 £195,353 -
£211,359 £216,643 £222,060 £227,611 £232,163 £236,806
£304,502 £310,592 £316,804 £323,140 - -

The Armed Forces Pay Review Body (AFPRB) will make a recommendation to the Government
for its remit group which covers those up to and including 1-star officers. This will also apply
to MODOs.

This year, the MoD again requested that there be no changes to the existing pay
arrangements for MODOs. We have not received any evidence to suggest that the current pay
differentials between the 1-star, 2-star and 3-star MODOs need to change. Therefore, we
recommend that all MODOs in our remit group receive a pay award that maintains these
differentials and is in line with the pay award recommendation for the rest of the senior
military. However, it will be important to keep these pay arrangements under review,
particularly in relation to any changes in pay for those working in the NHS.

Recommendation 4

We recommend no change to the current pay arrangements for Medical Officers and Dental
Officers (MODOs):

2-star MODOs should continue to be paid 10 per cent above the base pay at the top of the
MODO 1-star scale, plus X-Factor.

3-star MODOs should continue to be paid 5 per cent above the base pay at the top of the
MODO 2-star scale, plus X-Factor.

Diversity

4.26

4.27

The narrower scope of our Report this year means that we are not commenting in depth on
diversity. We note that despite a slight increase in the number of women in the senior military
(from four to six) and the feeder group (from 482 to 499) during 2022-23 compared to the
previous year, there is still much to do to improve diversity and inclusion in the Armed Forces.
This was acknowledged by the Minister and the Chief of Defence People (CDP) at oral
evidence. The CDS also said it was vital to put the right behavioural culture in place as the
foundation for change.

The CDS said at oral evidence that it was an imperative business need for the Armed Forces to
be able to recruit talented Service personnel from the widest possible pool. No minority
groups should feel excluded from joining. We have said in our Reports over a number of years
that increased diversity of the senior cadre is a key measure of the success of its talent
management and have requested that a clear plan with specific targets and dates be set out
showing how this will be achieved. The setting of individual Service levels of ambition for the
inflow of women and those from ethnic minority backgrounds of 30 per cent and 20 per cent
respectively by 2030 is therefore very welcome.
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4.28

We have included the latest data in the Annex to this Chapter and may comment on progress
on diversity in our Report next year.

Pensions

4.29

This is another topic where we defer comment until next year. We observe that, for a number
of years, large pension tax charges, especially the annual allowance, but also the lifetime
allowance, have had an increasing impact on members of the senior military and the remit
group. Large annual allowance tax charges have affected decisions on whether to remain in
Service and take promotion, or to leave. The changes to the annual allowance and the lifetime
allowance announced in the March 2023 Budget are therefore welcome.

Looking ahead

4.30

4.31

4.32

4.33

4.34

4.35

4.36

For a number of years, senior officers have stated that the military offer needs to provide
more flexibility and choice and become more suited to the needs of the 21° century family if it
is to continue to attract and retain the most talented officers. The Minister said at oral
evidence that the Haythornthwaite Review had made it clear that the Armed Forces needed
to change. In addition, the CDS acknowledged the need for modernisation and increased
stability for families.

We note that the MoD has prioritised the following three Haythornthwaite recommendations
for implementation:

e Greater career flexibility through a Spectrum of Service.
e Enhanced effectiveness of the employment offer, by adopting a Total Reward Approach.
e The digitilisation and simplification of the people management system.

The CDP said at oral evidence that the ‘Spectrum of Service’ was the recommendation that
was likely to impact most on members of the senior military by encouraging more movement
between the Armed Forces and industry through more ‘zig zag’ careers. Individuals, who had
left the Armed Forces earlier in their careers to work outside and gain greater skills and
experience, could then return at a higher rank. He said this would also introduce more
competition for senior roles.

We look forward to seeing the effects of implementation of these recommendations on the
remuneration strategy and employment offer for members of the senior military and the
feeder group.

While appreciating the improvements the Senior Appointments Committee has made to its
talent management and succession planning process, we urge the MoD to look again at
additional ways it can measure the quality of those remaining in and leaving the Armed Forces
and their reasons for doing so.

We note the commitment from senior leaders to improve diversity and inclusion. We expect
to be provided with diversity data on the senior military and those at OF4 to OF6 for the next
pay round and to be updated on progress towards these levels of ambition for inflow over the
next few years.

For our next Report, we expect to receive evidence from the MoD on how changes to pension
tax allowances, and those from the 2015 Pensions Remedy, have affected senior officers.
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Annex: Data and evidence

4.37 We received written and oral evidence from the MoD. The oral evidence session was attended
by the Minister for Defence People and Families, the Chief of the Defence Staff (CDS), the
Chief of Defence People (CDP) and the Head of Armed Forces Remuneration. In addition, we
held an online discussion group with nine members of the senior military and met with a total
of 38 OF5 and OF6 officers from the three Services. We appreciate the feedback received
directly from members of the senior military and the OF5 and OF6 officers via discussion
groups. We would like to thank all those who took part.

The remit group

4.38 There were 128 officers at 2-star rank and above on 1 July 2023, an increase of four over the
year. A breakdown of the numbers by rank since 2013 is shown in figure 4.1. The number of
senior military officers has remained fairly stable over the last ten years. A list of officer ranks
in the UK military is set out at Appendix H.

Figure 4.1: Number of senior officers at 1 July, 2012 to 2023
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Source: Ministry of Defence, written evidence, unpublished.

Workforce diversity

4.39 At 1July 2023, there were six women officers (5.0 per cent) in the senior military, an increase
of two over the year. Five of these were at 2-star and one was at 3-star. We note this was the
first time that a female officer had been appointed to the 3-star role of Deputy Chief of the
General Staff.®® The number of women in the senior military has remained at between four
and five for the previous six years.®® In addition, three out of the four senior Medical and
Dental Officers are women. A 3-star woman officer was appointed to the post of Director
General Defence Medical Services later in July 2023. This was the first time a woman officer
had been appointed to this role.

4.40 Two members of the senior military, both 2-stars, declared as being from a non-white
background in 2022-23. This was the same number as for the previous year, which had been

65 This appointment was made in August 2022.

66 There were four female 2-star officers and one female 3-star officer in the Armed Forces at 1 July 2019, 2020 and 2021.
There were four female 2-star officers at 1 July 2022.
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4.41

4.42

4.43

4.44

4.45

the first time in six years that any officers in the senior military had declared as being from a
non-white background. In 2022-23, no members of the senior military reported that they had
a disability.

The MoD provided us with diversity data for the senior military and for officers at OF4 to OF6
(paragraphs 4.90 to 4.92). We were told the MoD was committed to its People Strategy of
being a diverse and inclusive employer. It acknowledged that its success and operational
effectiveness as an organisation was dependent on its ability to recruit individuals from the
widest possible pool and to harness and maximise its people’s potential.

The MoD said that, as an organisation that develops and grows its own talent, improving
retention and the depth and breadth of the feeder group and below was key to improving
diversity in the senior military. We were informed that the individual Services had set levels of
ambition for the inflow of women and those from ethnic minority backgrounds of 30 per cent
and 20 per cent respectively by 2030 to facilitate this.

The Minister said at oral evidence that while some progress had been achieved in relation to
an increase in the number of women in the senior military, more needed to be done,
particularly in relation to attracting individuals from ethnic minority backgrounds. The
importance of role models in attracting those from similar backgrounds and increasing
diversity was highlighted.

He said the Armed Forces recognised the benefits that individuals with neurodiverse thinking
could bring, but that this needed to be translated practically into the recruitment process. The
CDS emphasised the need for cultural issues to be addressed. There must be absolute clarity
on what was considered inappropriate behaviour or sexual misconduct. This would help the
Armed Forces to retain individuals from minority groups.

Data provided showed that there were five members of the senior military, four men and one
woman, on alternative working arrangements®” during 2022-23, an increase from zero the
previous year. All of these were 2-star officers, and all were remote working.

Pay and the pay system

4.46

4.47

Members of the senior military were paid between £134,475 and £307,753 in 2023-24 with an
associated paybill of £33.7 million. This included employers’ national insurance and pension
contributions and was an increase in the paybill for 2022-23 which was £30.8 million. Average
salaries for our remit group increased by 5.7 per cent last year (see figure 4.2).

The pay system for the senior military differs from that of our other remit groups because it
includes incremental pay progression and a non-contributory pension scheme. More detail on
the current rates of pay and the value of annual increments can be found at paragraph 4.52.
All 2-star and 3-star officers also receive X-Factor, though at a tapered rate.®® The senior
military do not receive performance-related pay.

67 Alternative working arrangements include remote working, variable start and finish times, compressed working and
enhanced leave.

68 The X-Factor is a pensionable addition to pay, which recognises the special conditions of Service experienced by members
of the Armed Forces compared to civilians over a full career. It is recommended by the Armed Forces Pay Review Body and
in 2023-24 was £12,228 (14.5 per cent) at the top of the OF4 pay scale. For senior officers, the payment is tapered. 2-star
and 3-star officers receive an amount equivalent to 25 per cent of X-Factor at the top of the OF4 scale (£3,057). 4-star
officers and above do not receive X-Factor.
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Figure 4.2: Average salary per head and annual growth 2013-14 to 2023-24
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Source: OME calculations using Ministry of Defence data, unpublished.
Notes: Excludes employer’s national insurance and pension contributions.

Career structure

4.48 There is limited security of employment for senior officers. The MoD explained that, while
every effort is made to employ officers past their expected Engagement End Date,® there is
no guarantee of a second posting at the rank of OF6 and above for all three Services and at
OF5 for the Army and the Navy. This policy was extended, retrospectively, to OF5s in the Army
from December 2021. From 1 April 2020 the Navy only guarantees those who gain promotion
to OF5 a further six years in rank, or to age 55, whichever is soonest.

4.49 Where no suitable employment can be found at either the current rank, or a higher rank, the
officers are released from Service under the Senior Officer Compulsory Retirement (SOCR)
terms.”? SOCR allows for the compulsory retirement of senior officers after their first
appointment or after three years in rank and this can be before their Engagement End Date.
The MoD said this facilitates the agile management of the most senior cadre. The CDS said at
oral evidence that SOCR helped to ensure the quality and performance of senior officers
remaining in the Armed Forces.

4.50 The MoD explained that officers were informed of their terms of Service on accepting an
OF5/0F6 role. It acknowledged that the uncertainty of tenure of employment could affect
decisions on whether to take promotion to OF5/OF6 or to leave the Armed Forces. However,
it said there was no evidence to suggest that the situation in relation to these decisions had
changed over time. The MoD should continue to monitor the situation and keep us informed.

4.51 We were provided with data on the number of officers that had left under SOCR terms from
30 June 2022 to 1 July 2023. The MoD said a further three Army OF5s had approval to leave
under SOCR terms during 2023. Figure 4.3 shows the total number of officers who have
departed under SOCR terms during the last five years. We note this is a total of 76 officers, 49

69 The Engagement End Date is the date on which a Senior officer’s Service ends unless offered a further position.
70 SOCR can be either compensated or uncompensated depending on the circumstances of each case. However, the MoD
told us that it was very rare for an individual to leave under compensated terms.
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from the Navy, 16 from the Army and 11 from the RAF. The number of officers leaving in 2023
is particularly high at 30, with 14 of these being OF6s in the Navy. This may be the corollary of
low numbers of leavers during and immediately after the pandemic.

Figure 4.3: OF5 to OF8 officers released under uncompensated SOCR terms, 2019 to 2023
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Source: Ministry of Defence, written evidence, unpublished.

Pay structure, increments and pay on promotion

4.52 Annual increments were worth between 2.0 and 4.9 per cent in 2023-24 for those who
received them. The MoD told us that four senior officers, all at 2-star rank, did not receive an
annual increment during 2023-24 as they were on the maximum increment for their rank. The
current value of each increment level from 2-star to 4-star is set out in table 4.2.

Table 4.2: Value of increments

Increment 2-star Value of 3-star Value of 4-star Value of

fpa increment % fpa increment % fpa increment %
1 134,475 - 160,984 - 201,294 -
2 137,104 2.0 168,882 4.9 206,326 25
3 139,786 2.0 175,516 3.9 211,485 2.5
4 142,521 2.0 180,690 2.9 216,772 2.5
5 145,310 2.0 186,021 3.0 221,108 2.0
6 - - - - 225,530 2.0

Source: OME analysis, Ministry of Defence, written evidence, unpublished.

4.53 As aresult of our recommendations, there is a policy of a minimum 10 per cent increase to
base pay on promotion from OF6 (1-star) to OF7 (2-star) and from OF7 (2-star) to OF8 (3-star).
This has been in place for officers on promotion from OF7 to OF8 since 2010, and for officers
on promotion from OF7 to OF8 since 1 April 2023.
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Table 4.3: Pay awards for the senior military and for the rest of the Armed Forces, 2013 to 2023

2013
2014
2015
2016
2017
2018

2019
2020
2021
2022
2023

Source:

4.54

4.55

4.56

4.57

4.58

4.59

4.60

AFPRB % SSRB % Notes
1.0 1.0
1.0 1.0
1.0 1.0
1.0 1.0
1.0 1.0
2.0 2.0 AFPRB recommendation of 2.9% reduced by government
(0.9% non-consolidated)
SSRB recommendation of 2.5% reduced by government (0.5%
non-consolidated)
2.9 2.0 SSRB recommendation of 2.2% reduced by government
2.0 2.0
0 0 Increase of £250 for those earning less than £24,000
3.75 3.5
5.0+ £1,000 5.5 The additional £1,000 consolidated award equated to an
consolidated overall award of between 5.8% (OF6-IL6) and 5.9% (OF6-IL1)
OME analysis.
Table 4.3 sets out the pay awards for the senior military and for the rest of the Armed Forces

since 2013. Compounded, the differentials between pay for the senior cadre and the feeder
group have been compressed by some 1.6 percentage points since 2018.

In 2019, the differential pay awards for members of the senior military and the rest of the
Armed Forces led to the erosion of the automatic 10 per cent increase in base pay for officers
promoting from the top increment of the OF6 pay scale to OF7. The MoD used a specially
determined rate of pay to maintain the minimum 10 per cent increase in base pay on
promotion from OF6 to OF7.

In order to maintain the automatic 10 per cent increase for officers on promotion from OF6 to
OF7 and following recommendations in our 2022 Report for a minimum increase of ten per
cent in base pay for officers on promotion from OF7 to OF8, the MoD removed the bottom
increment from the OF7 and OF8 pay scales with effect from 1 April 2023.

These changes were aimed at increasing the incentives for promotion to OF7 and OF8 by
ensuring the increase in pay on promotion adequately reflected the increase in responsibility,
accountability and challenge that came with these senior roles. This was an issue that had
frequently been raised during discussion groups with both the remit and feeder group.

Not all officers are promoted from the top increment of their rank. Data provided by the MoD
showed that of the 22 officers promoted to OF7 during the period 1 July 2022 to 30 June
2023, four were on the top increment of the OF6 pay scale (IL6), five were on IL5, three were
on IL4, seven were on IL3, one was on IL2 and two were on IL1.

The data showed that none of the eight officers promoted to OF8 during the period 1 July
2022 to 30 June 2023 had been on the top increment of the OF7 pay scale. One was on IL4,
four were on IL3, two were on IL2 and one was on IL1.

The pay increases on promotion to OF7 and OF8 from each pay point effective from 1 April
2023 are shown in table 4.4. These data were provided by the MoD, are based on 2023-24
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rates of pay, and reflect the removal of the bottom increment from the OF7 and OF8 pay
scales from 1 April 2023.7

Table 4.4: Pay increases on promotion from 1-star to 2-star and 2-star to 3-star

Pay point before promotion Pay point after promotion (£pa) Pay increase %
(Epa)
TolILl Exc X-Factor Inc X-factor
1-star 1 120,143 2-star 1 134,475 15.2 11.9
2 120,143 1 134,475 15.2 11.9
3 121,349 1 134,475 14.0 10.8
4 122,554 1 134,475 12.9 9.7
5 123,759 1 134,475 11.7 8.7
6 124,964 1 134,475 10.6 7.6
2-star 1 134,475 3-star 1 160,984 20.2 19.7
2 137,104 1 160,984 17.8 17.4
3 139,786 1 160,984 15.5 15.2
4 142,521 1 160,984 13.2 13.0
5 145,310 1 160,984 11.0 10.8

Source: Ministry of Defence, written evidence, unpublished.

4.61 A differential pay award by the AFPRB for those at OF6 and those in our remit group at OF7, of
more than 0.5 per cent, will lead to the erosion of the automatic minimum 10 per cent for
those promoting from IL6 of the OF6 pay scale to OF7 this year. In this event the MoD would
need to make special adjustments to the pay of those affected to maintain the minimum pay
increase on promotion. The MoD has previously achieved this through the use of a specially
determined rate of pay. Further structural changes to the OF7 and OF8 pay scales may be
needed at some point in the future if pay awards for the feeder group continue to be higher
than those for the senior military.

Senior medical officers and dental officers

4.62 There were four 2-star medical officers and dental officers (MODOs) at 1 July 2023, the same
figure as for the previous year. We note that for the first time a female 3-star officer was
appointed to the post of Director General Defence Medical Services in July 2023. This role had
been held by a civilian for the previous three years.

4.63 The 2-star rate of pay for MODOs (£179,247) is 10 per cent above the base pay at the top of
the MODO 1-star scale plus X-Factor. The 3-star MODO rate of pay (£187,967) is 5 per cent
above the MODO 2-star base rate plus X-Factor. The total paybill for the four 2-star MODOs
for 2022-23 was £1.3 million, including employers’ national insurance and pension
contributions.

Recruitment

4.64 The senior military only appoints officers from within the Armed Forces. The MoD stated that
workforce requirements continued to be filled by competitive means, to provide the best
candidate for the role, and that there was no indication of a decline in quality or that
increasing numbers of officers were turning down promotion into the most senior posts.

71 The MoD removed the bottom of the OF7 and OF8 pay scales and pushed the increment levels above (ILs2-6) down so
there are now only increment levels 1-5 for OF7 and OF8 pay scales. Increment level 5 is the top of each of the pay scales
(previously it had been IL6).
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4.65

MoD-held data showed there was an adequate supply of applicants for senior posts, except in
some instances when the role was a niche, specialist one, and where there were fewer
candidates with the required skillset.

During the 12 months to 30 June 2023, 22 officers were promoted into the remit group and a
further nine were promoted within it. This was sufficient to replace the 14 that retired from
the senior military and the four officers that left voluntarily during 2022-23.

Talent management and succession planning

4.66

4.67

4.68

The MoD said it was cognisant of the need to retain the right quality and mix of leadership
and specialist skills in the senior cadre. The Senior Appointments Committee continues to
manage talent across the senior military by looking six to eight years ahead to ensure officers
with the right skills and experience are available at the right time to fill the key roles. The MoD
told us that the process for senior talent management has been developing over the last five
years and that it was looking much further ahead in relation to filling vacancies in some
pivotal specialist areas.

We understand that the Senior Appointments Committee work continues in a number of
areas to improve the talent management and succession planning process. These include:

e The introduction of a new appraisal process for 4-star officers called the Chiefs of Staff
Executive Review Application.

e More talent insights gained through the introduction of the nine-box grid assessment
system, greater digitalisation and visualisation of talent pipelines and more in-depth
engagement with professional and functional leads.

e More data on the protected characteristics of those in the senior cohort and those in the
talent pipeline.

e Consideration of the ongoing review of the Armed Forces appraisal system to assess the
applicability for those at OF6 and above.

e Assessment of an extension of the two-year Women in the Armed Forces Talent
Programme.

The CDS said at oral evidence that the majority of senior roles required officers to undergo a
panel interview for the job, rather than just being selected, as had previously been the case.
He explained that psychometric testing was also being used more widely in the selection
process. These measures should improve the selection process and ensure the right person
was appointed. In addition, the length of time in role had been extended to ensure senior
officers were able to see projects through to the end, were held fully accountable, and
maintained high performance.

Retention

4.69

Four 2-star officers voluntarily left the Armed Forces during the period 1 July 2022 to 30 June
2023, an increase from one 3-star officer during the previous year. The number of voluntary
leavers over the last ten years is shown in figure 4.4.
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Figure 4.4: Officers leaving the Services voluntarily, 2013-14 to 2022-23
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Source: Ministry of Defence, written evidence, unpublished.

Notes: The 12-month period here is from 1 July to 30 June.

The table shows early departures and not those at normal retirement age. Normal retirement age is 55 for 2-star, 57 for 3-
star and 58 for 4-star officers. No 4-star officers left the Services voluntarily over the period.

4.70

We were provided with data from the Joint Personnel Administration system on the reasons
given for voluntary early exit by the senior officers. These included: ‘opportunities/prospects
outside’; ‘firm offer of civilian employment’; ‘seeking fresh challenges’; ‘dissatisfaction with
overall career/promotion prospects’; ‘pay and allowances’, ‘pension taxation’; and ‘taking
advantage of immediate pension pot’. It should be noted that officers are able to give up to
six reasons for early exit.

Motivation and morale

4.71

4.72

4.73

The MoD provided us with results from the Armed Forces Continuous Attitude Survey (AFCAS)
from 2019 to 2023.72 We acknowledge that the AFCAS results are subject to fluctuations year
to year as the remit group is small. Of the 111 members of the senior military asked to
complete the 2023 survey, the response rate was 53 per cent (up from 48 per cent in 2022).
Given the low overall number of responses to the AFCAS and due to the small cohort, we treat
the results to this, and to our OME survey, with a degree of caution.

The MoD said that the only statistically significant changes in the 2023 AFCAS responses
compared to the 2022 responses for the senior military were:

e Adecrease in the number rating the level of Service morale as a whole as neutral (43 per
cent, from 63 per cent in 2022). The MoD said there was no subsequent, significant
change in those rating Service morale as high (+8 per cent) or low (+11 per cent).

e More members of the senior military were spending 1-3 months away from their family
and friends (45 per cent, from 18 per cent in 2022).

It also highlighted that, based on the 2023 AFCAS results, members of the senior military were
more positive than the OF5s and OF6s in the following areas: satisfaction with Service life in

72 The 2023 AFCAS was carried out between September 2022 and February 2023.
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4.74

4.75

general; level of own morale; feeling valued, their job in general; fairness of the appraisal
system and fairness of the promotion system. However, they were more negative about the
basic rate of pay and whether their family benefited from being a Service family.

We note that the MoD uses a 99 per cent confidence level when presenting its results which is
high. It has not responded to our previous request for the results to be presented using the 95
per cent confidence level. We therefore consider some of the results presented in the
paragraphs below to be worth noting.

The 2023 AFCAS results showed 81 per cent of the senior military rating their own morale as
high, which was one of the higher proportions over the five-year period and compared to 76
per cent in 2022. The percentage rating their morale as low was 5 per cent, the lowest over
the five-year period and similar to the 8 per cent in 2023. Respondents’ satisfaction with the
sense of achievement and with the challenge in their jobs, both at 95 per cent, remained high
and similar to the previous year. Levels of morale and satisfaction for the senior military and
the feeder group between 2015 and 2023 are shown in figure 4.5.

Figure 4.5: Levels of morale and satisfaction, 2015 to 2023
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Source: Ministry of Defence written evidence, unpublished.

Note: Questions from the AFCAS: How would you rate your level of morale? How satisfied are you with your job in general?
How satisfied are you with the sense of achievement you get from your work? How satisfied are you with the challenge in
your job? For the question about morale, the figure shows the percentage of respondents answering high or very high. The
other questions show the percentage of respondents answering satisfied or very satisfied.

4.76

4.77

A concerning trend over the last three years is the decreasing proportion of senior military
who agreed that their family benefited from being a Service family. The proportion of those
who agreed fell to 18 per cent in 2023 from 31 per cent the previous year and from 35 per
cent in 2021. The proportion of those who disagreed their family benefited from being a
Service family increased to 65 per cent in 2023, from 51 per cent in 2022 and 40 per cent in
2021.

The SSRB’s secretariat conducted its annual online survey (the OME survey) that was sent to
all members of the senior military.”® As usual, the survey contained questions that
complemented those in the AFCAS. The survey elicited a response from 59 per cent of the

73 The OME survey was carried out between October and November 2023.
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remit group (75 respondents in total), a slight increase in the response rate from the previous
74
year.

The OME survey showed that 96 per cent of respondents were motivated or highly motivated
to do a good job, a slight increase on the 91 per cent in 2022 and the 88 per cent in 2021.

In relation to pay, the AFCAS results showed a declining trend in the proportion of
respondents satisfied with their basic rate of pay (includes X-Factor but excludes Recruitment
and Retention Payments and allowances) over the last four years, with 41 per cent satisfied in
2023, compared to 57 per cent in 2020 (see figure 4.6).

However, the OME survey showed an increase this year in the proportion either satisfied or
very satisfied with their overall remuneration package to 45 per cent, from 39 per cent in
2022. In addition, the proportion of those either dissatisfied or very dissatisfied decreased to
29 per cent from 36 per cent the previous year. This could be because the OME survey was
carried out after the announcement of the 2023 pay award and the changes to the pay on
promotion implemented from 1 April 2023. The OME survey also showed an increase to 41
per cent in the proportion of respondents satisfied or very satisfied with their pay were they
to be promoted, compared to 34 per cent the previous year.

Figure 4.6: Satisfaction with pay and benefits for officers at 2-star and above, 2015 to 2023

Satisfied or very satisfied
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Basic pay Pension benefits Non-pay benefits Overall remuneration
package
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Sources: Ministry of Defence written evidence, unpublished (How satisfied are you with your basic pay? How satisfied are
you with your pension benefits?) and OME survey of the senior military (How satisfied are you with your non-pay benefits?
How satisfied are you with your overall remuneration package?).

Notes: For the questions about the overall remuneration package, basic pay, pension benefits and non-pay benefits, the
figure shows the percentage of respondents answering satisfied or very satisfied.
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A number of specific issues were raised at the discussion group we held with members of the
senior military.

One of the concerning issues highlighted was the negative impact that Service life was having
on the partners and families of those in the Armed Forces. Members of the senior military
were aware that their skills were in high demand in the civilian sector and if the impact on
their families was too great, they could leave, often for better remunerated roles, with less
responsibility and a better work-life balance. A common concern from previous years, and
from the feeder group, was that the next generation of senior officers and their families

74 The response rate to the OME survey in 2022 was 56 per cent (70 respondents).
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would not be prepared to put up with aspects of the military employment offer which were
not suited to the 21° century family, for example:

e The poor standard of, and underinvestment in, both Service Family Accommodation and
Single Living Accommodation and the maintenance of these.

e The difficulty for partners to pursue careers due to frequent location moves.

e The disruption to children’s education. This was despite the Continuity of Education
Allowance which some were reluctant to use due to the frequently changing and complex
rules on eligibility and the scrutiny surrounding them.

e The amount of separation due to long hours worked and the need to be constantly
available.

e The bureaucracy and scrutiny involved in claiming expenses.

Members of the senior military said that subsidised accommodation and the Continuity of
Education Allowance had previously been viewed as benefits of the military employment
package, but this was not now the case. The rationale for proposals under the Future
Accommodation Model, which meant that accommodation was allocated based on need (i.e.,
size of family) rather than rank was understood. However, it was seen as further denigration
of the senior military offer.

The policy did not take account of the fact that many senior officers used their Service Family
Accommodation to host visiting officials or that older children at university needed to have
accommodation in the holidays. The fact that under the proposals, officers could be housed
next to the Service personnel they commanded was not seen as beneficial for either in respect
of being able to ‘switch off’ in the evenings and at weekends. Many senior officers said they
had bought their own houses to provide stability for their families and commuted weekly to
their military base. This meant they did not see their families during the week.

The remit group reported that officers below them were taking decisions at an earlier stage in
their careers to leave for better remunerated jobs outside rather than stay and progress into
senior military roles. One senior officer said that ten of their 1-star officers had decided the
senior military was not sufficiently attractive and had left to take up roles in outside industry.
The current retention situation, particularly for those immediately below them in the feeder
group, was described as ‘fragile’, with it not taking much to tip an officer into deciding to
leave. There was concern that some of the best-quality officers were leaving.

We were informed that work was underway to track the performance markings of those at
OF5 recommended for promotion. However, it was acknowledged it would take a number of
years for any trends in quality to emerge. Some suggested that de-linking pay from rank could
be a way of incentivising those with specialist skills to remain in the Armed Forces, as they
would be able to secure a higher salary without having to go for promotion. There were
requests for the employment package to be more flexible and for officers to have more choice
in their careers.

Senior officers said there was a long way to go to improve the diversity of the senior military.
It was thought that the current employment package was not sufficiently flexible to retain
enough of the women that joined the Armed Forces so they could progress to the senior
ranks.

In addition, pay on promotion to 2-star and 3-star was not thought to be commensurate with
the increase in the level of both organisational and personal accountability, responsibility and
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risk that came with it. Lack of staff had also increased the amount of risk, particularly in the
medical workforce. Demands on senior talent were increasing and being compressed. Many
reported having periods of leave interrupted and cut short. There was often not much time, if
any, between postings. The importance of senior officers having time to think and prepare for
the top roles they were taking on was highlighted. The recent changes to the annual
allowance and lifetime allowance were welcome but there was concern that these could be
reversed, or further adverse changes applied at some point in the future.

The feeder group

4.89

4.90
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The immediate feeder group for the senior military is the OF6, 1-star rank. The feeder group is
particularly important in an internally sourced organisation such as the Armed Forces where
there is currently no external direct recruitment at the senior level. There were 313 officers at
this rank at 1 July 2023, a small decrease from 322 at 1 July 2022.7

The two groups below the immediate feeder group are the OF5 and OF4 ranks. On 1 July
2023, there was a total of 4,661 officers in the OF6 to OF4 ranks, down slightly from 4,702 a
year earlier.”® Of these, 10.7 per cent (499 individuals) were female officers. This was an
increase from 10.3 per cent in 2022, 8.8 per cent in 2021 and 10.3 per cent in 2020.

The percentage of officers at OF4 to OF6 declaring they were from a non-white background
increased to 1.9 per cent (88 individuals) at 1 July 2023, up slightly from 1.7 per cent in 2022.
The data show that 2.2 per cent (101 individuals) declined to declare. This is similar to the 2.1
per cent (99 individuals) declining to declare in 2022. The MoD has previously explained that it
is difficult to collect reliable data on ethnicity as, rather than selecting the ‘decline to declare’
option, many choose not to complete this on the Joint Personnel Administration system and
leave the section blank.

Figure 4.7 shows the proportions of women and ethnic minority officers at OF4 to OF6 over
the last six years. No officers in the OF4 to OF6 ranks declared themselves as having a
disability.

Figure 4.7: Women and ethnic minority officers at OF4-OF6 at 1 July, 2018 to 2023
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7> There were 318 OF6s at 1 July 2021.
76 This was made up of 313 OF6s, 1,008 OF5s and 3,340 OF4s.
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Source: Ministry of Defence, written evidence, unpublished.

4.93 The number of OF5s and OF6s registered for alternative working arrangements increased to
170 (13 per cent) in 2022-23 from 93 (7 per cent) in 2021-22 and 79 (6 per cent) in 2020-21. At
OF®6, 40 officers, five women and 35 men were remote working and one female officer had
enhanced leave arrangements. At OF5, 128 officers, 12 women and 116 men, were remote
working and one female officer had enhanced leave arrangements.

4.94 Data provided by the MoD showed that there had been an increase of over 50 per cent in the
voluntary outflow rates for officers at OF6 and OF5 from 1 July 2022 to 30 June 2023,
compared to the previous 12 months.

495 Some 30 OF6s (9.6 per cent) left the Services through voluntary outflow in the 12 months to
30 June 2023, an increase from the 19 OF6s (5.9 per cent) in the 12 months to 30 June 2022.
Trend data in figure 4.8 shows this is a sharp increase in voluntary outflow and is the highest
rate in the last five years. We note that the average voluntary outflow rate for officers across
the Armed Forces is 5.2 per cent.

4.96 In addition, 61 OF5s (6.1 per cent) left the Armed Forces voluntarily in the 12 months to 30
June 2023, an increase from 39 officers (3.9 per cent) in the twelve months to 30 June 2022.
Trend data in figure 4.8 shows the increasing voluntary outflow rates for those at OF5 over
the last three years.

4.97 There was also a slight increase in voluntary outflow rate for OF4 officers in 2022-23 to 139
officers (4.2 per cent) from 134 officers (4.0 per cent) in 2021-22 and from 89 officers (2.7 per
cent) in 2020-21. Figure 4.8 shows the voluntary outflow rates for OF4s to OF6s for the last six
years.

Figure 4.8: Outflow rate for the feeder group (OF4 to OF6), 2017-18 to 2022-23.
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Source: Ministry of Defence written evidence, unpublished.
Note: Outflow rate is calculated as number of voluntary leavers over the year to 30 June as a proportion of number in rank
at the end of the year.

498 The MoD told us the increase in voluntary outflow rates for the feeder group was due to the
many extensions of Service that had been granted during the pandemic now coming to an
end. The Minister and the CDS explained they were not concerned about the levels of
voluntary outflow for this reason. The CDS said that Defence had got smaller, but this had not
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been matched by the corresponding decrease in the number of officers at OF5 and OF6. The
CDP added that voluntary outflow levels had increased across all ranks of the Armed Forces
and that the rates for OF5s and OF6s were in line with this.

Data from the Joint Personnel Administration system showed the three most commonly cited
reasons for leaving the Armed Forces were ‘opportunities/prospects outside’, ‘seeking fresh
challenges’ and ‘firm offer of civilian employment’. These remain similar to reasons given in
previous years. The MoD does carry out exit interviews with those leaving the Armed Forces
but does not think the data these provide are sufficiently reliable to supply any meaningful
insights into the quality of those leaving or their reasons for doing so. The MoD’s response to
our requests in previous reports to carry out independent exit interviews was that it has no
plans to make exit interviews mandatory.

We were provided with responses to the AFCAS from 2019 to 2023 for the OF5s and OF6s.
Some 283 OF5/0F6s were asked to complete the survey, and the response rate was 54 per
cent.”” As mentioned earlier in the Chapter, we treat the results with caution due to the low
number sampled.

The following key differences between the AFCAS results for the senior military and those of
the OF5s and OF6s were highlighted in the evidence: the OF5/0F6s were more positive about
their pension benefits (77 per cent positive compared to 56 per cent of the senior military);
the OF5/0F6s were more negative about their opportunities for promotion (28 per cent
dissatisfied compared to 11 per cent of the senior military); and the OF5/0OF6s were more
likely to say they planned to leave the Service before the end of their current
engagement/commission (17 per cent compared to 5 per cent of the senior military). In
addition, we observe that the responses of the OF5/OF6 were more positive in relation to
their basic rate of pay than those of the senior military. However, the percentage rating their
own morale as high was 55 per cent, compared to 81 per cent of the senior military.

The MoD told us the only statistically significant change between 2022 and 2023 relating to
the AFCAS result for OF5 and OF6 officers was that a smaller percentage reported that they
had not been away from family and friends in the past year. This figure was 11 per cent in
2023, compared to 26 per cent in 2022.

The AFCAS results over the last three years show a decreasing trend in the proportion of
OF5/0F6s satisfied with their basic pay (includes X-Factor but excludes allowances) and an
increasing trend in the proportion dissatisfied. The proportion satisfied with basic pay was the
lowest over the three-year period at 52 per cent in 2023, compared to 59 per cent in 2022 and
65 per cent in 2021. There is also an increasing trend in dissatisfaction with pay, with 29 per
cent dissatisfied in 2023, 22 per cent in 2022 and 18 per cent in 2021.

The proportion rating their own morale as high was at its lowest level across the five-year
period, at 55 per cent.” The proportion of OF5s and OF6s agreeing they felt valued by the
Service was at its lowest level over the five-year period at 50 per cent and the proportion
disagreeing was at its highest level at 25 per cent. The proportion who agreed their family
benefited from being a Service family remained low at 30 per cent, with 48 per cent
disagreeing. Figure 4.5, earlier in the Chapter, shows trends in morale, satisfaction with the
job, sense of achievement and challenge in the job for OF5s and OF6s from 2014 to 2023.

The MoD also provided us with the results from its Continuous Working Patterns for the OF5
and OF6s for the last five years. The results indicated an increase in the average number of
weekly hours worked (from 58 in 2021-22 to 62 in 2022-23), the average number of weekly

77 The response rate to the 2022 AFCAS for OF5s/OF6s was 59 per cent.
78 This was the same percentage as in 2021 and similar to the percentage in 2022.
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hours on duty (from 80 to 96), the average number of weekly hours on call (from 19 to 27)
and the average number of weekly unsociable hours worked (from 11 to 15). The data show
an overall increasing trend over the last five years and the number of hours worked in all the
categories was the highest in 2022-23. However, as in previous years, the number of usable
responses was very low (32 individuals) meaning the results cannot be considered reliable.

Many of the issues raised in the feeder group discussion sessions were similar to those raised
in previous years. Some said they did not want to seek promotion to the senior military as the
increase in responsibility, accountability and workload was not commensurate with the
increase in pay. While acknowledging the need to skew pay awards towards the lower paid
they said there needed to be monetary incentives for promotion. It was acknowledged that
there would always be those who wanted to serve, viewed it as a privilege, and aspired to the
highest rank possible.

However, some warned that the new officers coming through were more transactional in
attitude and the offer, which was seen as having been eroded, needed to be sufficiently
attractive to recruit and retain these individuals. There was an awareness that their skills were
in demand in outside industry, often at higher salaries and with a better work-life balance.
There was a request for the pay award this year to at least match the rate of inflation. Some
officers were under the misconception that the Armed Forces had received the lowest public
sector pay award last year, due to the way it had been presented in Parliament.

Pensions
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From 1 April 2022, all members of the Armed Forces moved to the Armed Forces Pension
Scheme 2015. Prior to this date, 63 per cent of the senior military belonged to the 2015
Armed Forces Pension Scheme, 8 per cent to the 2005 Armed Forces Pension Scheme and 29
per cent to the 1975 Armed Forces Pension Scheme.”

The MoD acknowledged that pensions are a valued element of the employment offer.
However, evidence received over the last few years, including from our OME survey and from
discussion groups, has shown that increasing numbers of the senior military, the feeder group
and some mid-rank non-specialist OF4s have breached the annual allowance threshold and
have received some quite substantial pension tax charges. This has affected decisions on
whether to remain in Service and to take promotion for some senior officers. The CDS said at
oral evidence that, while senior officers recognised the value of the non-contributory pension
scheme, the annual allowance tax charge was at odds with this and counted negatively against
the employment offer.

An indication of the number of officers receiving an annual allowance tax charge can be
obtained from the number using Scheme Pays to pay the charge. For the tax year 2021-22 the
MoD said that 131 members of the senior military were issued with Personal Pension
Statements, similar to the 134 for the 2020-21 tax year. Of these, 95 members of the remit
group used Scheme Pays to settle their pension tax charge for 2021-22, an increase from the
90in 2020-21.

We were told that changes to pension taxation announced in the March 2023 budget for the
tax year 2023-24 were, therefore, welcome. These included: raising the annual allowance limit
of £40,000 to £60,000; increasing the minimum annual allowance from £4,000 to £10,000;
increasing the adjusted income thresholds by £20,000 to £260,000; and the abolition of the
lifetime allowance. Analysis carried out by the MoD on data from 2021-22 suggests that the
increase in the annual allowance could see a 20 per cent reduction in members of the senior

79 Figures as at 1 April 2022.
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military and a 50 per cent reduction in the number of OF4 to OF6s affected by the annual
allowance charge.

However, we understand that the full impact of pensions taxation on the remit and feeder
group for this pay round is complicated to assess for the following reasons:

e The pension tax changes to the annual allowance and lifetime allowance announced in
the March 2023 budget apply to the tax year 2023-24, but Pension Savings Statements for
the 2023-24 tax year will not be issued until 6 October 2024.

e The retrospective application of the 2015 Pensions Remedy (formerly McCloud) could
cause a change in some Service personnel’s position in relation to their annual allowance
and lifetime allowance tax charge. This could also affect the Pension Savings Statements
for some individuals for the 2022-23 tax year.

The MoD said that an extensive communications exercise was underway to help Service
personnel understand the implications of the pension tax changes, the 2015 Remedy and the
value of the Armed Forces Pension Scheme. The key message was that the Scheme remained
an excellent one, despite the effect of tax on pensions savings, all scheme members continue
to accrue pension value. We understand that a comprehensive review of how the Armed
Forces provides information on pensions will be carried out, following recommendations in
the Haythornthwaite Review.

We understand the full impact of pension tax charges and the application of the Remedy on
the remit and feeder group will need to be monitored over the next few years
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Chapter 5

The Judiciary

Summary of main themes and recommendations

Our remit

5.1

5.2

53

In his remit letter, the Lord Chancellor asked us to undertake the annual review of pay for all
salaried judicial office-holders. Chapters 1 and 2 of this Report set out the economic context
and the specific economic factors we are taking into account in recommending a pay award.

Our remit group includes the salaried court and tribunal judges in England, Wales, Scotland,
and Northern Ireland. There are around 2,200 in total, with the majority based in England.®
While our remit is the salaried judiciary, their pay also largely determines the pay of the 3,600
fee-paid, part-time judges.

In previous years, we have commented on a number of major strategic issues which affect
recruitment and retention in the judiciary, and which are important to our remit. This year,
our Report is more narrowly focused because of delays in recruiting members to the Review
Body. As a result, we refer to some of the more important of these wider issues but do not
comment on them in any detail. We expect to address these issues again in either next year’s
annual review or in the next Major Review of the Judicial Salary Structure.

Summary

5.4

5.5

5.6

5.7

There are significant and persistent problems in filling judicial vacancies, and the data this
year have only got worse. While not every judicial role has problems, for the ones that do the
numbers are striking. In the last District (Civil) Judge recruitment campaign only 49 out of 100
vacancies were filled. There are problems across salary group 7, and while the last Circuit
Bench campaign filled all vacancies, the ‘quality’ of applicants is in long-term decline. Taken
together these roles make up over half the salaried judiciary.

While pay is not the only factor affecting recruitment, it is a significant one. Therefore, we are
recommending a 6 per cent pay award for the judiciary. We hope this will have a positive
effect on the recruitment situation.

We are recommending the same pay award for all judicial posts. This is not because we
believe the current salary differentials are necessarily right; indeed, the growing difficulty
recruiting salary group 7 judges suggests there is a problem with the salary structure.
However, to make an evidence-based recommendation on this we require more specific and
in-depth evidence than we receive during an annual review.

This adds to the urgency of beginning the next Major Review of the Judicial Salary Structure.
This review is overdue but requires the appointment of a new SSRB judicial member who will
be in post for its duration. The recruitment campaign was paused due to the General Election,
but we hope the Cabinet Office will proceed at pace once the new government is in place.

Context

5.8

The UK does not have a career judiciary; instead, individuals start their careers as legal
practitioners or academics, and gain significant experience in their fields before applying to
become judges. This means that unlike our other remit groups, which largely recruit from

80 Tables 5.2, 5.3, 5.4, and 5.5 in the Annex show the number of judges at each level of the salary structure in England and
Wales, Scotland, and Northern Ireland.

61



5.9

5.10

5.11

5.12

internal feeder groups, all judges must be recruited from the external market, at least on their
initial entry to the judiciary. Therefore, recruitment is particularly sensitive to prevailing
labour market conditions, and is also likely to be sensitive to the non-pay conditions that
affect judicial appointees, such as working conditions and the condition of the court estate.

Individuals who join the judiciary are also taking a risk, as there is a strong convention that
once someone is appointed as a salaried judge they cannot return to private practice even if
they step down or retire. This has to be taken into consideration; despite all the advantages of
judicial roles, individuals must leave professions where they are well-established and often
very well paid to take them on.

It is clearly important to the effective functioning of the justice system that the Ministry of
Justice (Mol) is able to recruit sufficient judges. In our view, judicial quality is also important.
Judges handle important cases in commercial and civil law, often with large economic
implications. They must decide sensitive family cases, which not only impact the individuals
involved, but set frameworks for wider public decisions and behaviours. They must adjudicate
criminal cases where protections for the accused and public safety are at stake.

There are long-standing problems with recruiting sufficient judges. Before 2015-16,
recruitment shortfalls were unusual but now they are common. Many of the recruitment
challenges and their causes have been clear to us since we carried out our last Major Review
of the Judicial Salary Structure, published in 2018. Since then, the Government has addressed
some of the problems we identified by revising the judicial pension offer, returning to a
scheme that is unregistered for tax purposes. This has undoubtedly been helpful in addressing
some recruitment issues, but systemic problems remain. Some are likely to be linked to pay
rates, but others — such as the condition of the court estate especially at District and Circuit
bench levels, and the amount of administrative support needed to efficiently run the courts
and tribunals — remain an issue.

In addition, the data we receive on applicant quality are generally trending down. The judicial
appointment body in England and Wales grades judicial applicants as ‘outstanding’, ‘strong’,
‘selectable’ or ‘not presently selectable’. Gradings are an internal assessment measure of a
candidate’s performance in a particular selection exercise and against the specific criteria for
that role at that time, so these data do have limitations. However, they are valuable as an
indication of where the applicant pool may be weakening over time even when appointments
are made.

Key points from the evidence

5.13

This section covers the key evidence on recruitment, retention, and morale. For this remit
group recruitment is the key indicator of problems, so we cover it in more detail. Further
detail on the remit group, recruitment, quality, retention, morale, and diversity is available in
the Annex.

Recruitment: numbers and quality

5.14

5.15

The judiciary has seen persistent recruitment shortfalls for many posts over the past few
years. The recruitment situation varies greatly by role, with some roles seeing relatively
healthy numbers and others seeing serious shortfalls. Overall, the challenges are far worse in
England and Wales than in Scotland or Northern Ireland. We cover each of these jurisdictions
in turn.

The role with the greatest recruitment problems is District (Civil) Judge, where there have
been significant shortfalls for the last five years. In the latest campaign there were 100
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vacancies and only 49 people were appointed.8! There has also been a persistent decline in
applicant ‘quality’. We have been told that this year there is a particularly marked shortfall in
recruitment to the District Bench in London and the South East, though we have not been able
to obtain any numerical data about regional vacancy rates.

There was no District Judge (Magistrates) recruitment in 2023-24. However, in 2022-23 there

was a shortfall, and since 2015-16 we have seen significant drops in applicant ‘quality’ .

We are also concerned about recruitment to the Circuit Bench. There were shortfalls from
2016-17 for six years.®2 While it is good to see that, in the main, vacancies have been filled in
the latest recruitment round, applicant ‘quality’ is in long-term decline. In addition, we have
heard that an increasing number of those appointed are former District Judges. Taken
together, we are concerned the roles may no longer be sufficiently attractive to experienced
legal practitioners.

For both the District and Circuit Benches, there does not seem to be the same problem in
recruiting their part-time fee-paid equivalents. We have heard consistently from stakeholders
that salaried judges carry more of an administrative burden, generally handle longer or more
complex cases, and have less choice and autonomy on where and when they sit.

Broader recruitment challenges for other salary group 7 judges are now appearing. In 2023-
24, there was a shortfall of 23 out of 70 First-tier Tribunal Judge vacancies, and 30 out of 50
Employment Judge vacancies.® For the former, 28 per cent of selected candidates were
strong or outstanding, for the latter, 25 per cent. Problems with Employment Tribunal Judge
recruitment have been noticeable for the last two years, but this is the first year we have seen
a First-tier Tribunal shortfall. These problems also apply only to salaried roles; there appears
to be little or no difficulty recruiting part-time fee-paid equivalents.

Changes in Tribunal recruitment make these figures difficult to interpret. In the case of
Employment Tribunals, high fees for claimants were introduced in 2013, causing case volumes
to drop. There was therefore no recruitment of Employment Judges, either salaried or fee-
paid, for some years. Since the fees were abolished in 2017 the number of employment claims
has risen significantly, and there have been four Employment Judge recruitment campaigns.
Shortfalls were particularly evident last year and this. We do not know how much of this is
due to repeated recruitment exercises in a small and depleting pool of potential candidates.

The Employment Judges have also provided evidence that there is a regional dimension, with
shortfalls particularly in London and the South East where a disproportionate number of
Employment Tribunal cases are heard. While there was similar, though less marked, stop-start
recruitment of First-tier Tribunal Judges, the fact that vacancy rates for these posts too are
growing suggests that there may be a more general problem with the pay rates for Group 7
judges in both the courts and tribunals.

The first category of judges to show a recruitment shortfall in England and Wales were the
High Court Judges. However, recruitment to these posts now seems to have stabilised. High
Court Judges are required to be graded either as outstanding or strong to be appointed, and
the last two recruitment rounds have filled all vacancies.® It seems likely that the changes to

81 See table 5.8 in Annex.
82 See table 5.9 in Annex.
83 See table 5.7 in Annex.
84 See tables 5.10 and 5.11 in Annex.
85 See table 5.6 in Annex.
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the judicial pension enacted in 2022 played a role here, as these benefitted judges at the High
Court and above the most.

Taken together, the evidence above suggests that the recruitment challenges are becoming
more widespread for group 7 judges; that long-term declines in Judicial Appointments
Commission (JAC) gradings may indicate continuing problems at the Circuit Bench level; and
that the relative attractiveness of fee-paid positions may impede recruitment of salaried
judges. We will turn to these issues in our conclusions and recommendations.

The judiciary in England and Wales continues to improve in various dimensions of diversity.
There are more women being appointed; many (but not all) ethnic minorities are being
increasingly appointed; and more solicitors are being appointed at higher levels.

The recruitment situation in Scotland is largely satisfactory. Shortfalls at most levels have
been rare in the last few years, with the main exception being the Sheriff Principal posts in
some years. In 2022-23, all Sheriff Principal vacancies were at last filled, as were 10 out of 11
Sheriff vacancies. The Judicial Appointments Board for Scotland advised the SSRB that the
particular role that was not filled was in a rural area and did not receive many applications.

Again, the recruitment situation in Northern Ireland is largely satisfactory, but there are some
continuing difficulties with County Court Judge recruitment. In 2022-23, there were six
campaigns, and all but one filled their vacancies. The exception was the County Court Judge
campaign. Here there were 37 applicants for 4 roles, however, only 2 roles were filled,
suggesting an issue with applicant quality. The 2021-22 campaign did not fill all roles either; it
recruited for five and only appointed four. The Lady Chief Justice in Northern Ireland
suggested that part of the issue is that the range of type of cases covered by County Court
Judges in Northern Ireland makes the role particularly onerous.

Economic aspects

5.27

5.28

5.29

5.30

This year we have had some additional evidence about the importance of legal services and
courts to the UK economy and about pre-appointment earnings of some categories of legal
practitioners who might be recruited to the judiciary.

Though the importance of judges and the justice system cannot be reduced to their economic
contributions, these are nonetheless worth noting.2 The Lady Chief Justice quoted
TheCityUK’s December 2023 report Legal Excellence, Internationally Renowned, which
estimated that legal services contributed £34bn to the UK economy in 2022 and contributed
to a trade surplus of some £5.7bn.?’

In its 2023 report Gross earnings by sex and practice area at the self-employed Bar 2 the Bar
Council found that the typical range of gross earnings for self-employed female King’s Counsel
(KCs) sits between around £200,000 and £600,000. For self-employed male KCs, the range
starts higher at around £250,000 and extends to £900,000.

The Bar Council also found that average earnings for KCs are significantly higher than those of
other barristers. Average gross earnings for barristers who are not KCs are largely between
£100,000 and £200,000, depending on years of experience.

86 For more information on this, see Chapter 2, Strategic Context, 2018 Major Review,
https://www.gov.uk/government/publications/major-review-of-the-judicial-salary-structure-2018
87https://www.google.com/url?sa=t&rct=j&q=&esrc=s&source=web&cd=&ved=2ahUKEwjulrrt3Z6 GAxXkzQIHHXwjDfIQFno
ECBAQAQ&url=https%3A%2F%2Fwww.thecityuk.com%2Fmedia%2F0didtzim%2Flegal-excellence-internationally-
renowned-uk-legal-services-2023.pdf&usg=A0vVaw1JRv7vgs9uOaa5LUS5iHawk&opi=89978449

88 https://www.barcouncil.org.uk/asset/AB5AB80B-39C6-4918-9A5D031492CE5F3E/pages 7 and 9
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5.32

The Judicial Office also provided data about earnings of solicitors, though they focused mainly
on those in larger law firms and partnerships.®’ As with the Bar, there is real variation in the
earnings of those in different sizes and types of practice.

It is important to note that these figures cannot be directly compared to judicial salaries. For
self-employed barristers, gross earnings are total gross fees generated, before payments for
rent, expenses, professional insurance, and other costs associated with being self-employed.
These direct costs typically amount to between 20 per cent and 40 per cent of gross earnings.
For solicitors, partnership income can be variable and uncertain. In addition, an important
part of judicial remuneration is the judicial pension scheme.*°Still, the survey on pre-
appointment earnings of recently appointed judges carried out as part of the 2018 Major
Review showed that most appointees took significant reductions in pay on leaving legal
practice for court-based judicial posts.

Retention

5.33

5.34

5.35

As a matter of fixed convention, salaried judges cannot return to private practice before a
court, even if they leave the judiciary. This is to prevent any real or perceived conflicts of
interest. While some retired judges take on arbitration or mediation work, the fact that
salaried judges cannot generally return to the legal practice for which they are qualified
means joining the judiciary is largely a one-way street. Virtually all judges leave their judicial
role through retirement or ill-health.

Since 2016-17 the average retirement age has been fairly stable, varying between 66 and 67 in
England and Wales, with similar figures elsewhere. Retirement age varies by judicial role, with
more senior judges being more likely to stay until closer to the mandatory retirement age of
75.

Many judges now return to sit in retirement, and rules have recently codified how this may
work. Judges may sit after retirement, drawing a pension, in renewable two-year terms up
until mandatory retirement age. In 2022-23, in England and Wales there were 172 court
judges and 72 tribunal judges sitting in retirement. This represents 12 per cent and 15 per
cent of the overall cohort. In 2023 in Scotland, 8 of the 11 judges who retired returned to sit in
retirement.

Morale

5.36

The most comprehensive information on morale is from the Judicial Attitudes Survey 2022.
The survey only takes place every two years, so we do not have any updated information,
however, we reported in full on the findings in our Report last year.?? In summary, the results
showed that while the vast majority of salaried judges felt a strong personal attachment to
being a member of the judiciary, many felt that societal respect for judges had decreased and
their working conditions had got worse. Many also felt their workload was too high and they
were not paid a reasonable salary for the work they do. Views were mixed on the move to
more digital and remote working and the amount and quality of administrative support.
Responses varied greatly by judicial role, and District (Civil) and Circuit Judges were generally
the most negative.

89 PWC Annual Law Firms’ Survey 2023 (Page 26).

90 See Chapter 5, Judicial Remuneration, 2018 Major Review, https://www.gov.uk/government/publications/major-review-
of-the-judicial-salary-structure-2018

91 https://drive.google.com/file/d/1facLKhFKmi6MLiql921P9IDIbs5tKONO/view

92 paragraphs 5.86, 5.100, 5.110, https://www.gov.uk/government/publications/senior-salaries-review-body-report-2023
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5.37

5.38

We do not have any sense that morale has improved since these results were published,
although we have been told that judges are glad to have the judicial pension reforms
implemented and were pleased with last year’s pay increase.

The written evidence we received from judicial associations this year highlighted a large
number of areas of dissatisfaction, in particular the condition of the court estate, insufficient
administrative support, and heavy workloads. Although they welcomed last year’s pay award,
many judicial associations were frustrated with the long-term decline in real pay and called for
this to be fully or partially reversed. Many judicial associations also raised particular points
about issues to do with the salary structure, which would more appropriately be covered by a
Major Review.

Government proposals

5.39

5.40

The Mol did not suggest a specific figure for the pay award in its written evidence. It stressed
though that while its priority remained recruiting and retaining proficient and capable legal
professionals for judicial office, this needed to be balanced against the need to ensure value
for money for taxpayers and increasingly urgent demands by other parts of the justice system.
Our approach to affordability across all our remit groups is discussed in Chapters 1 and 2.

The Mol said the pay award should be the same for all judges. It said that by not
differentiating between judges, this demonstrates the value that the Government places on
the work of all judges, regardless of their specific responsibilities or jurisdiction. It also says
this is consistent with the MoJ’s long-standing approach to judicial pay and robust evidence of
the sort gathered during Major Reviews is required to depart from this approach. The Lady
Chief Justice for England and Wales also said the pay award should be the same for all judges,
and that role-specific recruitment problems or questions about the salary structure should be
dealt with by the Major Review. Other senior judges agreed.

Pay recommendation

541

5.42

5.43

5.44

The judiciary is the only one of the SSRB’s remit groups that depends on the recruitment of
senior and experienced practitioners from an external labour market. It is also the only one of
our remit groups to have shown persistent recruitment problems over the past few years,
with both significant numbers of judicial vacancies and worrying long-term trends in
appointee ‘quality’ ratings. We believe these two issues are linked, and the challenges posed
by rises in earnings among the legal practitioners from whom judges are recruited should be
addressed.

Shortfalls do not affect all judicial posts, but they are widespread and persistent enough to be
a concern. The persistent and growing problems with salary group 7 judges are striking and
well evidenced. We also note that even the number of vacancies to be filled is, outside of
higher courts where it is laid down by statute, a product of discussions about what the courts
and tribunals may need, and what it is realistic to achieve, so vacancies may understate what
is truly desirable.

The sustained long-term decline in ‘quality’ ratings for District and Circuit Bench appointees in
England and Wales is also a source of unease.

We understand the affordability impacts of our recommendations but must balance these
against the importance of a well-functioning justice system. We also note the indirect costs of
judicial shortfalls, for example the extra administration associated with managing a fee-paid
judicial workforce and having to move salaried judges around to different areas to plug gaps,
as well as the extra training and support costs that might be associated with downward trends
in applicant ‘quality’.
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5.45 Based on the clear evidence of significant and persistent judicial recruitment problems, we are
recommending a pay award of 6 per cent. While pay is not the only factor affecting
recruitment, it is a significant one, and we hope this pay award will have a positive effect on
the recruitment situation.

Recommendation 5

We recommend that all members of the salaried judiciary should receive a 6.0 per cent consolidated
pay increase from 1 April 2024.

5.46 We are recommending a single rate pay rise across the board for all judicial posts. This is not
because we believe current differentials are necessarily right; indeed, the growing
recruitment problems for salary group 7 judges suggest there is a problem with the salary
structure.

5.47 We are, however, strongly of the view that a sensible decision about pay recommendations
for individual salary groups requires a different kind and quality of evidence than any one
single pay round can collect and consider, especially in a pay round that has been so
truncated. We would need a wider range of evidence, more role-specific evidence and a
different quality of evidence than simply adjudicating between stakeholder views. We would
also need to use that evidence to look at labour-market facing issues, such as practitioner
earnings, and to repeat our modelling of total net remuneration.

5.48 These same considerations apply to any consideration of extending the current London
allowance given to group 7 judges, by increasing the amount and/or by broadening the area
to the wider South East, both of which we have discussed. While this seems, on the face of it,
to be worth considering given the growing recruitment difficulties in group 7, and the
anecdotal evidence that recruitment problems are much worse in certain areas of the
country, we simply do not have the right kind and quality of evidence to make concrete
recommendations at present. We hope that the MoJ will ask us to look at these issues as part
of the next Major Review.

5.49 We are keen to begin the work on the Major Review. However, this relies on the appointment
of a new SSRB judicial member who will be in post for its duration. The previous recruitment
was unsuccessful in attracting sufficient candidates with the necessary knowledge of the
judiciary so has had to be rerun. The new campaign was then paused due to the General
Election. At the time of writing, we do not have a clear view on timelines for it to be
completed but hope the Cabinet Office will proceed at pace once the new government is in
place.

Looking forward

5.50 Next year we hope to start the pay round on time and with a full cohort of members, which
should allow us to return to broader and more strategic coverage. As a pay review body, our
core remit is to make recommendations about the level of pay of our remit groups, and in this
compressed round that has had to be our focus. However, there are a number of major non-
pay issues that clearly affect judicial recruitment.

5.51 We know that, while pay is important, other factors matter too. This has been clear since the
2018 Major Review and is repeated in evidence to us each year. The written evidence we
received from judicial associations this year highlights many areas of dissatisfaction, including
workload, the condition of the court estate, and insufficient administrative support.
Furthermore, while progress has been made, the Judicial Office and the JAC could do more to
tell, or even consult, potential applicants about where in the country they would be based if
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5.52

5.53

5.54

5.55

5.56

5.57

5.58

appointed. We continue to make the same observations as we did in last year’s Report about
factors other than pay that we think could be addressed to improve recruitment prospects.®?

We are increasingly concerned that fee-paid roles are easier to fill than salaried ones. There is
a risk of a downward spiral where, the more there are shortfalls in the number of salaried
judges, the more the Mol will depend on fee-paid or recently retired judges to fill the gaps.
This would then make fee-paid roles more attractive, as fee-paid judges could sit as many
days as they wished, developing portfolio careers without taking on as much of the
administration or as many long or difficult cases as their salaried counterparts. As fee-paid
roles become relatively more attractive, salaried ones become even harder to recruit to, and
the cycle continues.

This is another issue where the Major Review may be able to collect better evidence. We also
believe the MoJ must consider what evidence might be relevant to examining how far salaried
judges have a slightly different job from their fee-paid counterparts, not least because we are
unsure that the shortfalls in salaried judicial posts can be addressed properly in the current
regime.

We also think there needs to be better monitoring of where in the country it is most difficult
to recruit judges. We would like to see more robust evidence on this point. The only location-
based variation in judicial pay currently is the £4,000 London allowance, and this may no
longer be an adequate response to regional variations.

There is clearly much liaison between the MoJ, the judicial appointments bodies and the
senior judiciary. However, we think strategic consideration of judicial recruitment in England
and Wales may be improved if the Lord Chancellor, the JAC and the senior judiciary were to
meet formally at least once a year. They should discuss questions such as:

e  Whether area-based recruitment would help?
e How could it be trialled?

e Are fee-paid judges, or judges sitting in retirement, increasing capacity or making it more
difficult to recruit and retain salaried judges?

An annual meeting would allow for a formal exchange of views and could also inform the sort
of research that the Mol needs to fund or carry out to consider changes between Major
Reviews. It might galvanise strategic changes as has clearly happened with the Judicial
Diversity Forum.

We also think it would be helpful if the Lord President in Scotland were to consider whether
its judicial appointment process might adopt a grading system similar to the one in use by the
JAC in England and Wales. This would allow a more evidence-based discussion on trends in
the quality of judicial applicants. It would also be useful to see this approach in Northern
Ireland, but we understand the challenges there given the much smaller size of the judiciary.

In addition, we hope that in future years, the Lord President in Scotland could provide a brief
submission in advance of his oral evidence session covering judicial recruitment, retention,
morale and diversity in Scotland.

93 Paragraphs 5.140 — 5.147, https://www.gov.uk/government/publications/senior-salaries-review-body-report-2023
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5.61

5.62

5.63

We suggest that the Mol and other stakeholders monitor the number of judges sitting in
retirement and the number of salaried judges working part-time. Given that judges cannot
return to private practice, these could be considered alongside other measures of retention.

We remain impressed by the work done by stakeholders including the Chair of the JAC, the
Lord Chancellor, and the Lady Chief Justice through the Judicial Diversity Forum. Much
progress has been made in judicial diversity over recent years, and though there is more to do
to achieve a fully representative judiciary, we commend the variety of approaches
stakeholders are taking to tackle barriers and their understanding that the impediments to
diversity may be different for different groups.

In the SSRB’s last Major Review of the Judicial Salary Structure, we consulted widely about the
key principles that would underpin our judgements on job placement and judicial salary
structure. These were agreed with and supported by the judiciary and governments across the
UK. The agreed principles were:

e There should be no inherent distinction between the work of court-based judges and
tribunal judges; the salary structure should place them in the same broadly comparable
groups.

e Judges at the same level should, with few exceptions, be paid at the same rate, regardless
of the area of law in which they work.

e Judges should continue to be paid at a spot rate, with no progression up a pay range.

e Geographical location within the UK should not affect judicial pay (with the exception of
the group 7 judges who receive London Weighting).

e Full-time, part-time, salaried, and fee-paid judges who do the same job should be paid the
same pro rata, in line with legal rulings.

We have continued to follow these principles since that Review. However, as noted in last
year’s Report, each of them has costs, particularly when they are at odds with labour-market
facing evidence that varies for different groups. Evidence from the 2018 Major Review
showed that generally District Judges had taken a pay cut when joining the judiciary while
generally First-tier Tribunal Judges had not. On average judicial appointees in Scotland and
Northern Ireland were paid less before their appointment than judicial appointees in England.
If pay rates do not attract those in the more competitive labour markets, there will be
recruitment shortfalls. However, if they are attractive across the piece, it brings larger gains to
some than others, and the government pays more than it would if affordability were the only
issue at stake.

The reason for accepting the financial costs of the principles is that they were deemed
necessary to secure other benefits, namely recognising the constitutional importance of
having a UK-wide judiciary, incentivising more flexible deployment of judges within England
and Wales, and promoting desired aims such as cross-ticketing between the courts and the
tribunal judiciary. We believe that the appropriate place to review these principles and, if
necessary, adapt them is during Major Reviews, when widespread consultation of all
stakeholders can be undertaken, and robust independent evidence collected. The Mol took
the same view, acknowledging in oral evidence that these principles can increase costs, but
saying that if they were to be re-examined it should be under a Major Review.
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Annex: Data and evidence

5.64

5.65

We received written and oral evidence from the Lord Chancellor and Secretary of State for
Justice, the Lady Chief Justice of England and Wales, the Senior President of Tribunals, the
Master of the Rolls, the Lord President of the Court of Session, the Lady Chief Justice of
Northern Ireland, and the Chair of the Judicial Appointments Commission (JAC). We received
written evidence from the Judicial Appointments Board for Scotland, the Northern Ireland
Judicial Appointments Commission, and various judicial associations. We thank all those who
participated for their valuable contributions.

It should be noted that there is no single comprehensive data source encompassing all the
data we use. Differences in categorisation and collection criteria can give rise to discrepancies
between datasets.

The remit group

5.66

5.67

5.68

5.69

5.70

5.71

The SSRB covers the judiciary of England and Wales, Scotland, and Northern Ireland. Each
jurisdiction has its own judicial system, giving rise to differences in judicial structures.
However, there is a unified pay system across jurisdictions. There are around 2,200 salaried
judges in total, with the vast majority based in England and Wales.

Judges are either salaried or fee-paid. According to the Ministry of Justice (Mol), salaried
judges are the backbone of the judiciary, while fee-paid judges provide vital flexibility,
specialist expertise, and a talent pipeline for the future. Most salaried judges are full-time and
fee-paid judges are generally part-time, though the number of days they sit can vary
enormously, particularly where there is a shortfall in salaried judges. For most salaried roles,
appointees are required to have some fee-paid judicial experience.

The SSRB’s remit is to recommend a pay award for the salaried judges. The sitting fees of fee-
paid judges are, however, linked to the pay of salaried judges.

The judiciary has a unique constitutional role, and by statute a judicial office-holder cannot
have their salary reduced. Judges are paid a spot-rate and do not receive pay progression.
There is largely no location-based variation in pay. The exception to this is a London Weighting
Allowance of £4,000 received by salary group 7 judges. With few exceptions, judicial pay does
not vary by the area of law in which a judge works, and courts and tribunal judges are in the
same salary groups.

Salaried judges are appointed permanently to their roles. There is a mandatory retirement age
of 75. By fixed convention, individuals cannot return to private practice after joining the
salaried judiciary even after they have retired or stepped down. However, many retired judges
do take on commercial arbitration work or commercial or family mediation work.%

There are 11 judicial salary groups, with salaries varying from £294,821 in salary group 1 to
£100,531 in salary group 8.

94 https://drive.google.com/file/d/1facLKhFKmi6MLiql921P9IDIbs5tKONO/view
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Table 5.1: Judicial salary groups, 1 April 2023

Salary group Salary
1 £294,821
1.1 £263,256
2 £254,274
3 £241,796
4 £212,351
5 £170,304
5.1 £164,015
5.2 £157,705
6 £148,472
7 £126,514
8 £100,531

Source: Ministry of Justice.

5.72 The total paybill for the salaried judiciary in 2022-23 was £490 million. Some £300 million of
this was pay, with the rest made up of employer pension contributions, national insurance
and the apprenticeship levy. The paybill has increased by around £20 million since 2021-22
and by around £90 million since 2018-19. This is proportionally larger than the increase in pay,
because of a large increase in employer pension contributions in 2019-20 and an increase in
national insurance in 2022-23.

England and Wales judiciary
5.73 At 1 April 2023, there were 1,918 members of the salaried judiciary in this group, including
1,426 in the court judiciary and 492 in the tribunals judiciary.®

5.74 For the court judiciary, the largest groups by some way were the 589 Circuit Judges and 437
District Judges.

95 The majority are based in England and Wales. However, as some tribunals have a UK-wide jurisdiction there are a few
based in Scotland and Northern Ireland.
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Table 5.2: England and Wales salaried court judiciary, 1 April 2023

Office held Salary group Salary Number
Lord Chief Justice 1 £294,821 1
Master of the Rolls 1.1 £263,256 1
President of the King’s Bench Division 2 £254,274 1
President of the Family Division 2 £254,274 1
Chancellor of the High Court 2 £254,274 1
Senior President of Tribunals 2 £254,274 1
Court of Appeal Judge 3 £241,796 37
High Court Judge 4 £212,351 107
Judge Advocate General (Senior Circuit Judge) 5 £170,304 1
Specialist Circuit Judge 5 £170,304 24
Senior Circuit Judge 5 £170,304 38
Circuit Judge, Central Criminal Court 5 £170,304 10
Common Serjeant 5 £170,304 1
Recorder of London 5 £170,304 1
Senior District Judge (Chief Magistrate) 5 £170,304 1
Chief Master 5.1 £164,015 1
Senior Master 5.1 £164,015 1
Chief Insolvency and Companies Court Judge 5.1 £164,015 1
Senior Cost Judge 5.1 £164,015 1
Registrar 5.2 £157,705 1
Master 5.2 £157,705 14
Insolvency and Companies Court Judge 5.2 £157,705 6
Costs Judge 5.2 £157,705 6
Circuit Judge 5.2 £157,705 589
Senior Judge of The Court of Protection 5.2 £157,705 1
Deputy Senior District Judge (Chief Magistrate) 5.2 £157,705

Assistant Judge Advocate General 7 £126,514 5
District Judge 7 £126,514 437
District Judge (Magistrates Court) 7 £126,514 136

Source: Ministry of Justice.
Notes: This excludes the small number of Circuit Judges appointed to Tribunals. Additionally, a small number of roles are
remunerated by the City of London or the Ministry of Defence rather than HM Courts and Tribunals Service.

5.75 Inthe tribunals, the biggest groups were the 118 First-Tier Social Entitlement Chamber Judges
and the 135 England and Wales Employment Tribunal Judges.
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Table 5.3: England and Wales salaried tribunals judiciary and reserved Scotland and Northern

Ireland tribunals judiciary, 1 April 2023

Office held

Employment Appeal Tribunal Circuit Judge

Upper Tribunal Lands Chamber President

Upper Tribunal Tax and Chancery Chamber President

Upper Tribunal Immigration and Asylum Chamber President
Employment Tribunal — England and Wales President
Employment Tribunal — Scotland President

First-Tier General Regulatory Chamber President

First-Tier Health Education and Social Care Chamber President
First-Tier Immigration and Asylum Chamber President
First-Tier Property Chamber President

First-Tier Social Entitlement Chamber President

First-Tier Tax Chamber President

First-Tier War Pensions and Armed Forces Compensation Chamber
President

Upper Tribunal Immigration and Asylum Chamber Vice President

First-Tier Health Education and Social Care Deputy Chamber
President

First-Tier Immigration and Asylum Chamber Deputy President
Upper Tribunal Administrative Appeals Chamber Judge

Upper Tribunal Immigration and Asylum Chamber Judge
Upper Tribunal Tax and Chancery Chamber Judge

Employment Tribunal — England and Wales Regional Employment
Judge

Employment Tribunal — Scotland Vice President

First-Tier Immigration and Asylum Chamber Regional Judge
First-Tier Property Chamber Regional Judge

First-Tier Social Entitlement Chamber Regional Judge
Employment Appeal Tribunal Judge

Employment Tribunal — England and Wales Employment Judge
Employment Tribunal — Scotland Employment Judge

First-Tier General Regulatory Chamber Judge

First-Tier Health Education and Social Care Chamber Judge
First-Tier Immigration and Asylum Chamber Judge

First-Tier Property Chamber Deputy Region Judge

First-Tier Property Chamber Deputy Regional Valuer

First-Tier Property Chamber Judge

First-Tier Social Entitlement Chamber Judge

First-Tier Tax Chamber Judge

First-Tier War Pensions and Armed Forces Compensation Chamber

Judge

Source: Ministry of Justice.

Salary group

(O IR 2 B O I O IR @ (NN O BN @ 1 BN O 1 BN O ) IR - N SN SN oY

(6,

51
5.1
5.1
51
5.2

5.2
5.2
5.2
5.2

NN N N N N NN NN

5.76 There are also around 3,400 fee-paid judges in England and Wales.
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Scotland judiciary

5.77 There are currently 203 members of the Scottish salaried judiciary. The largest group is
Sheriffs, who make up over half of the total. The judges in salary groups 1 to 4 are known as

Senators.

Table 5.4: Scotland salaried judiciary, December 2023

Salaried judiciary Salary group Salary
Lord President 1.1 £263,256
Lord Justice Clerk 2 £254,274
President of the Scottish Tribunals (Inner House Senator) 3 £241,796
Inner House 3 £241,796
Outer House 4 £212,351
Chairman of the Land Court 5 £170,304
Sheriff Principal 5 £170,304
Sheriff 5.2 £157,705
Deputy Chairman of the Scottish Land Court 5.2 £157,705
Legal Member of the Lands Tribunal for Scotland 5.2 £157,705
Member of the Lands Tribunal for Scotland 6 £148,472
Summary Sheriff 7 £126,514
Member of the Scottish Land Court 8 £100,531

Source: Judicial Office Scotland.

Number

29

5.78 There are also 29 fee-paid part-time Sheriffs and 16 fee-paid part-time Summary Sheriffs.

Northern Ireland judiciary

5.79 There are currently 79 members of the salaried judiciary in Northern Ireland. The biggest

categories are the County Court Judges and District Judges in the Magistrates Court.

5.80 County Court Judges are in salary group 5.2 but paid group 5 salaries. This is because they are
required to sit without a jury to hear cases under the Justice and Security (Northern Ireland)

Act 2007. These are trials of defendants charged with terrorism offences.
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Table 5.5: Northern Ireland salaried judiciary, 1 April 2023

Office held

Lady Chief Justice

Lord/Lady Justices of Appeal
Puisne Judge of the High Court
Recorder of Belfast

Chief Social Security Commissioner and Child Support
Commissioner

Social Security and Child Support Commissioner

Member, Lands Tribunal

County Court Judge

President Appeals Tribunal

President, Industrial Tribunals and Fair Employment Tribunal
President, Lands Tribunal*

Masters of the Court of Judicature

Presiding Master of the Court of Judicature*

Vice-President, Industrial Tribunals and Fair Employment
Tribunal*

Presiding District Judge (Magistrates Court)*
Presiding District Judge

District Judge

District Judge (Magistrates Court)

Presiding Coroner

Coroner

Full-time Salaried Legal Member of the Appeal Tribunals
(Chair)

Employment Judge

Source: Northern Ireland Courts and Tribunals Service.
*Note that some judges hold multiple posts.

Salary group
1.1
3

N NN N NN

Note: The Recorder of Belfast is paid 108 per cent of the standard group 5 salary.

5.81 There are also 128 fee-paid judges.
Pension and allowances

Pension

Salary
£263,256
£241,796
£212,351
£183,928
£170,304

£164,015
£164,015
£157,705
£157,705
£157,705
£157,705
£157,705
£157,705
£148,472

£148,472
£126,514
£126,514
£126,514
£126,514
£126,514
£126,514

£126,514

Number
1

3

11

[EEN

18

R RN R R R

[EEY

18

5.82 The judicial pension is a significant part of the remuneration package for the judiciary. The
pension judges receive is a defined benefit scheme which is unregistered for tax purposes.

This means it is not subject to the annual allowance.
5.83 Other key features are:

e A’career average’ pension build-up model.

e A uniform member contribution rate of 4.26 per cent of pensionable earnings.

e A pension build-up rate of 2.5 per cent of pensionable earnings (1/40th).

e No cap on the number of service years members can build up.
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e Normal Pension Age linked to State Pension Age.

e Option for members to take a reduced pension in exchange for a lump sum at retirement
at a rate of 12:1, with a commutation supplement to compensate for the tax-unregistered
status of the scheme.

e A cost control mechanism.
e Active members’ benefits are revalued under section 9 of the Public Services Pension Act
2013, whereby the change in prices to be applied in a period is the percentage increase or

decrease (currently in line with the Consumer Prices Index).

e Deferred and retired scheme members’ benefits increase in line with the Pensions
Increase Act 1971 (currently in line with the Consumer Prices Index).

e Pension for qualifying surviving adults of 37.5 per cent of the member’s pension, and
pensions for eligible children.

Allowances

5.84

5.85

5.86

5.87

In addition to their salaries, some judges receive allowances. Given the statutory protection of
judicial salaries, the Mol says allowances enable a more flexible way to reward judicial office-
holders. It is not possible to pay an allowance for core judicial work, but allowances can be
used to recognise additional leadership responsibilities or address recruitment and retention
issues. The allowances currently paid are listed below.

The London Weighting Allowance is £4,000, made up of a £2,000 salary lead and an additional
London allowance of £2,000, and is paid to judges in salary group 7 whose principal court or
hearing centre is based in London. London Weighting is paid to 280 salaried judges, which is
30 per cent of all group 7 judges in England and Wales.

The Circuit Judge Leadership Allowance is paid to Circuit Judges who take on an extra
leadership role, such as Designated Family Judge, Designated Civil Judge, Resident Judge, or
Senior Judge in the Court of Protection. The allowance is set at 4 per cent of salary and is non-
pensionable. Where the roles are filled by a Senior Circuit Judge, the judge does not receive
an allowance, as they are receiving a higher salary.

The Temporary Responsibility Allowance is given to judges covering leadership roles in a
higher salary group on a temporary basis. It is available for 3 to 12 months and is designed to
cover things like long-term sickness and parental leave, as well as while a recruitment exercise
is ongoing. It is paid at 90 per cent of the difference between the judge’s current salary and
the salary of the leadership post they are undertaking. The allowance is non-pensionable. It
was introduced in October 2022.

Other expenses and benefits

5.88

5.89

Judges are entitled to travel and subsistence costs. The cost of ordinary commuting is
excluded for salaried judges but included for fee-paid judges. Judicial lodgings are provided for
use by the senior judiciary when sitting on Circuit in England and Wales.

Salaried judges are entitled to reimbursement of relocation costs where they have relocated
beyond reasonable travelling distance due to business need or transfer to another Circuit.
Judges whose new location is within daily travelling distance may be entitled to an excess
fares allowance.
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5.90 Judicial office-holders are entitled to maternity, paternity, and shared parental or adoption
leave, compassionate leave, sick leave, and free eyecare vouchers. Judges have access to a
cycle to work scheme, salary-sacrifice childcare vouchers, official stationery, and are entitled
to receive court dress on appointment.

England and Wales

Recruitment

5.91 The JACis responsible for selecting candidates for judicial office in courts and tribunals in
England and Wales, and for some tribunals with a UK-wide jurisdiction. Each year it agrees
what selection exercises to conduct with the MoJ, HM Courts and Tribunals Service and the
Judicial Office. Large exercises for more than 50 vacancies may take up to a year, while small
exercises for one or two roles might take about four months.®

5.92 The JAC assesses candidates at selection days as ‘outstanding’ (A), ‘strong’ (B), ‘selectable’ (C)
or ‘not presently selectable’ (D). The JAC has said that “It is important to note that gradings
are an internal assessment measure of a candidate’s performance in a particular selection
exercise and against the specific criteria for that role at that time. They do not indicate
performance upon appointment”. Applicants to the High Court must achieve a strong or
outstanding grade in order to be appointed.

5.93 The JAC recruitment figures are anchored on the date when recommendations were made.
For example, if an exercise launched in June 2022 and had recommendations made in June
2023, it would be included in the 2023-24 figures.

5.94 The figures from the JAC show the number of candidates selected compared to the number of
roles advertised. However, it is sometimes the case that even when there are sufficient
successful applicants to fill all roles, there is a mismatch between the selected candidates and
the roles available, either in terms of location or specialism.

5.95 In England and Wales, the requirement for most judicial roles is five or seven years of legally
relevant experience. In practice, on average appointees have between 17 and 21 years of
post-qualifying experience.Y’

5.96 The number of vacancies the JAC has been asked to fill increased significantly in 2017-18 and
has remained high as documented last year.®®
High Court Judges

5.97 Between 2016-17 and 2021-22, there was a continuing shortfall in High Court Judge
recruitment each year. Since 2022, however, all High Court vacancies have been filled.

9 https://judicialappointments.gov.uk/average-timelines-for-different-exercises/

97 Diversity of the judiciary: Legal professions, new appointments and current post-holders - 2023 Statistics - GOV.UK
(www.gov.uk)

98 See figure 5.5, https://www.gov.uk/government/publications/senior-salaries-review-body-report-2023
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Table 5.6: High Court Judge recruitment, 2014-15 to 2023-24

A&B
Shortfall candidates as a
Recommendations/ Applicants against percentage of

Year Vacancies Applications selections  pervacancy vacancies total selections
2014-15 11 73 10 7.3 1 150%
2015-16 - - - - - -
2016-17 14 56 8 7.0 6 125%
2017-18 25 129 17 7.6 8 112%
2018-19 25 52 10 5.2 15 100%
2019-20 25 64 17 3.8 8 100%
2020-21 25 45 17 2.6 8 100%
2021-22 17 41 9 4.6 8 100%
2022-23 10 47 10 4.7 0 120%
2023-24 2 18 2 9.0 0 200%

Note: Applicants to the High Court must be graded A or B to be appointed, so this percentage will never drop below 100.
Source: Judicial Appointments Commission, England and Wales.

Circuit Judges

5.98 There was a shortfall in Circuit Judge recruitment every year from 2016-17 until 2021-22 when
a fifth of vacancies went unfilled. In the 2023-24 campaign all vacancies were filled. However,
the long-term decline in the proportion of those selected graded good or outstanding
continued.

5.99 The Lady Chief Justice said that although all vacancies were filled, it was hard to deploy
enough Circuit Judges to sit in London and the South East in crime.

Table 5.7: Circuit Judge recruitment, 2014-15 to 2023-24

A&B
candidates as
Shortfall a percentage

Recommendations/  Applicants against of total
Year Vacancies  Applications selections pervacancy vacancies selections
2014-15 53 232 53 4.4 0 102%
2015-16 62 246 62 4.0 0 77%
2016-17 55 184 44 4.2 11 57%
2017-18 116.5 401 104 3.9 13 86%
2018-19 94 200 72 2.8 22 74%
2019-20 50 164 43 3.8 7 67%
2020-21 63 175 53 3.3 10 77%
2021-22 78 225 62 3.6 16 63%
2022-23 - - - - - -
2023-24 92 250 92 2.7 0 59%

Source: Judicial Appointments Commission, England and Wales.
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District Judges (Civil)

5.100 For District Judges (Civil), there have been significant shortfalls since 2019-20. In this year’s
recruitment campaign, only 49 of the 100 vacancies were filled. Since 2020-21, fewer than
half of the District Judges appointed have been graded as strong or outstanding. In this year’s
campaign, only 39 per cent of selected candidates were graded strong or outstanding and the
proportion of applicants who were not appointable was the second highest in the last ten
years.

Table 5.8: District Judge (Civil) recruitment, 2014-15 to 2023-24

A&B
candidates as
Shortfall a percentage

Recommendations/ Applicants against of total
Year Vacancies Applications selections  pervacancy vacancies selections
2014-15 - - - - - -
2015-16 61 199 61 33 0 107%
2016-17 - - - - - -
2017-18 100.5 271 96 2.8 5 55%
2018-19 - - - - - -
2019-20 110 190 47 4.0 63 57%
2020-21 75 141 24 5.9 51 42%
2021-22 106 249 57 4.4 49 39%
2022-23 100 247 67 3.7 33 40%
2023-24 100 237 49 4.8 51 39%

Source: Judicial Appointments Commission, England and Wales.

District Judges (Magistrates)

5.101 There was no District Judge (Magistrates) recruitment in 2023-24. In 2022-23 there was a
shortfall of 6 out of 25 vacancies and 32 per cent of selected candidates were graded strong
or outstanding.
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Table 5.9: District Judge (Magistrates) recruitment, 2014-15 to 2023-24

A&B
candidates as
Shortfall a percentage

Recommendations/ Applicants against of total
Year Vacancies Applications selections  per vacancy vacancies selections
2014-15 - - - - - -
2015-16 18 190 18 10.6 0 94%
2016-17 - - - - - -
2017-18 17 127 17 7.5 0 71%
2018-19 - - - - - -
2019-20 25 93 17 5.5 8 53%
2020-21 - - - - - -
2021-22 32 176 32 5.5 0 59%
2022-23 25 116 19 6.1 6 32%
2023-24 - - - - - -

Source: Judicial Appointments Commission, England and Wales.

First-tier Tribunal Judges

5.102 There had been no shortfall in First-tier judicial recruitment for some years despite fairly large
recruitment exercises since 2017-18. However, this year there was a shortfall of 23 out of 70
vacancies, and only 28 per cent of selected candidates were rated strong or outstanding. For
every year in which we have data, this is the first time there has been a drop below 50 per
cent.

Table 5.10: First-tier Tribunal Judge recruitment, 2014-15 to 2023-24

A&B

candidates as

Recommendations/ Shortfall a percentage

selections Applicants against of total

Year Vacancies Applications per vacancy vacancies selections
2014-15 6 46 6 7.7 0 67%
2015-16 1 23 1 23.0 0 100%
2016-17 - - - - - -
2017-18 65 956 64 14.9 1 66%
2018-19 - - - - - -
2019-20 112 767 112 6.8 0 51%
2020-21 70 332 70 4.7 0 50%
2021-22 - - - - - -
2022-23 - - - - - -
2023-24 70 360 47 7.7 23 28%

Source: Judicial Appointments Commission, England and Wales.
Note: Some first-tier tribunals have a UK-wide jurisdiction, so these figures include some posts in Scotland and Northern
Ireland.
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Employment Judges

5.103

5.104

Significant problems with Employment Tribunal Judge recruitment were noticeable last year
and are evident again this year with a shortfall of 30 out of 50 vacancies. Only 25 per cent of
selections were strong or outstanding.

The Lady Chief Justice said in evidence that the shortfall was worse than it appeared, as
several of the new judges could only sit part time, and four of them could only commit to
working virtually, as most of the vacancies were in the South East and these judges did not
live there.

Table 5.11: Employment Judge recruitment, 2014-15 to 2023-24

A&B
candidates as
Shortfall a percentage

Recommendations/ Applicants against of total
Year Vacancies Applications selections  pervacancy vacancies selections
2014-15 - - - - - -
2015-16 - - - - - -
2016-17 - - - - - -
2017-18 - - - - - -
2018-19 59 420 59 7.1 0 39%
2019-20 - - - - - -
2020-21 25 62 21 3.0 4 43%
2021-22 - - - - - -
2022-23 50 138 35 3.9 15 46%
2023-24 50 75 20 3.8 30 25%

Source: Judicial Appointments Commission, England and Wales

Retention

5.105

5.106

5.107

5.108

As noted above, salaried judges cannot typically return to private practice, and most leave
through retirement. Therefore, the average retirement age is our main measure of retention.
Trends in the number of judges sitting in retirement or changing to part-time work are also of
interest as they could indicate dissatisfaction with salaried full-time roles.

In 2022-23, 67 salaried court judges retired. The average age at departure was 67. Since 2016-
17 the average retirement age has stayed fairly consistent, varying between 66 and 68. In
2022-23 there were no resignations.

In 2022-23, 25 salaried tribunal judges retired, and their average age at retirement was 64.
Since 2016-17, the average retirement age has varied between 64 and 66. In 2022-23 there
were no resignations.

The Judicial Office runs a survey on judges who leave the judiciary before their mandatory
retirement age. In March 2022, the mandatory retirement age was increased from 70 to 75. In
2022-23, 52 judges responded to the survey. Their main reasons for leaving the judiciary
before their mandatory retirement age were "I had things | wanted to do with my life while |
am still able" (33), "Deterioration in the judicial work environment" (32), and "Recent changes
to judicial remuneration" (20). Some 21 of the 52 judges have returned to sit in retirement.
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5.109 The new sitting-in-retirement policy commenced in October 2022. This permits relevant
judicial office-holders, now including fee-paid judges, to retire from judicial office, draw their
judicial pension and, where there is a business need, be appointed to a fee-paid office without
a JAC selection exercise. They can also continue to accrue judicial pension.

5.110 To be eligible, judicial office-holders must return to sit within two years of retirement.
Appointments are for an initial two-year term and there is no guarantee of sitting days nor an
expectation on a judge for a minimum number of sitting days. Judges can apply for further
two-year terms once they have served their first one. A review of the operation of the policy is
underway.

5.111 At 1 April 2023, there were 172 courts judges sitting in retirement. This includes sitting-in-
retirement appointments from both salaried and fee-paid judges. Their average age at 1 April
2023 was 70. There were also 72 tribunal judges sitting in retirement, with an average age of
69. Tables 5.12 and 5.13 show the number of judges of each category sitting in retirement.

Table 5.12: Number of court judges sitting in retirement, 1 April 2023

Office held Headcount
Court of Appeal Judge 11
High Court Judge 20
Masters 1
Circuit Judge 26
Assistant Judge Advocate General 1
District Judge 21
District Judge (Magistrates Court)

Deputy Master 2
Recorder 34
Deputy District Judge 43
Deputy District Judge (Magistrates Court) 12
Total 172

Source: Ministry of Justice.
Note: A small number of Circuit Judges are appointed to Tribunals and therefore excluded from this table.

Table 5.13: Number of tribunal judges sitting in retirement, 1 April 2023

Office held Headcount
Employment Judge 21
First-tier Health Education and Social Care Chamber Judge 9
First-tier Immigration and Asylum Chamber Judge 10
First-tier Property Chamber Judge 3
First-tier Social Entitlement Chamber Judge 18
First-tier War Pensions and Armed Forces Compensation Chamber Judge 1

Upper Tribunal Administrative Appeals Chamber Deputy Judge

Upper Tribunal Immigration and Asylum Chamber Deputy Judge

Upper Tribunal Tax and Chancery Chamber Deputy Judge 1
Total 72

Source: Ministry of Justice.

5.112 In September 2021, the Lord Chancellor revised the Salaried Part-Time Working policy. The
revised policy’s objective is to improve diversity by encouraging applications from those for
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5.113

5.114

5.115

5.116

whom a full-time working pattern is not conducive to their personal circumstances. It also
aims to encourage applicants to work part-time but on a salaried basis rather than taking up a
fee-paid position. The September 2021 revision removed an already suspended policy which
prevented salaried part-time judges from undertaking fee-paid roles on their non-working
days. Overall, 380 salaried judges work part-time, an increase of 60 since 2022.

At 1 April 2023, there were 189 salaried court judges working part-time, including 75 Circuit
Judges, 100 District Judges, and 14 District Judges (Magistrates Court). This was 13 per cent of
the total. Some 23 per cent of District (Civil) Judges were working part-time.

There were 191 salaried tribunal judges working part-time. This was 39 per cent of the total.
Some 53 per cent of Employment Tribunal Judges were working part-time.

Since 2019, the number of salaried part-time court judges has increased from 147 to 189, and
the number of salaried part-time tribunal judges has increased from 137 to 191.

In the 2022 Judicial Attitudes Survey, 47 per cent of salaried judges felt that it was important
to have opportunities to sit part-time and 42 per cent felt that the opportunity to work part-
time would make them more likely to stay in the judiciary until their mandatory retirement
age.

Morale

5.117

5.118

The most comprehensive information on morale is from the 2022 Judicial Attitudes Survey,
published in April 2023. The survey is not run every year, so we do not have new data for this
year. In England and Wales, 99 per cent of salaried court judges and 91 per cent of salaried
tribunal judges answered the survey. Among these judges:

e 86 per cent felt a strong personal attachment to being a member of the judiciary.

e While 65 per cent felt valued by the public, 81 per cent did not feel valued by the
Government.

e 45 per cent felt that their case workload over the last 12 months had been too high,
ranging from 59 per cent of District (Civil) Judges to 2 per cent of Court of Appeal Judges.

e Views were very mixed on the amount and quality of administrative support. District
(Civil) Judges were most negative about both.

e 56 per cent of salaried judges felt that court maintenance was poor or unacceptable and
only 16 per cent thought it was good or excellent.

e Nearly all salaried judges felt respected by judicial colleagues at court and their
immediate leadership judge. 49 per cent felt valued by the judiciary’s senior leadership
while 21 per cent did not.

e 41 per cent of judges agreed that they were paid a reasonable salary while 45 per cent
disagreed. The most dissatisfied were District and Circuit Judges.

e Ondigital and remote working, 42 per cent of judges had found the switch to working on
screens challenging, while 46 per cent had not. District (Civil) Judges were the most

negative across each measure.

The written evidence we received from judicial associations this year highlighted a large
number of areas of dissatisfaction, including particularly the condition of the court estate,
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insufficient administrative support, and judicial workload. Many judicial associations are
frustrated with the long-term decline in real pay, and some have called for this to be fully or
partially reversed. While they feel that last year’s pay rise was welcome, virtually all noted
that some years of pay rises would be needed to address recruitment challenges.

5.119 The role with the most significant and persistent recruitment difficulties is District (Civil)
Judge. The Association of District Judges highlighted in its evidence this year the negative
impact of HMCTS Reform on morale, saying that many extra administrative tasks now fall to
judges and no time has been factored in for completing these, and that cuts in HMCTS staffing
levels have resulted in delays in listing and forwarding courts bundles to judges, and in
unnecessary hearings.

Diversity

5.120 The latest judicial diversity statistics for England and Wales were published in July 2023.%° They
showed:

e Women remain moderately well represented, making up 42 per cent of all judges, and
proportions have been rising over the past decade. However, they are less well
represented in the senior court judiciary. There is no disparity between women and men
in their selection to judicial posts.

e There has been a gradual increase in the representation of ethnic minorities over the last
decade, from 7 per cent to 11 per cent. There is no evidence of disparity in legal judicial
selection exercises.

e There is evidence of disparity between solicitors and barristers in legal judicial selection
exercises, as solicitors make up 13 percentage points more of applications than barristers,
but 15 percentage points less of recommendations. There are about ten times as many
solicitors as barristers.

e Tribunal judges are twice as likely to have a non-barrister background than court judges.
Scotland

Recruitment

5.121 Three salaried recruitment campaigns were run in 2022-23, including for Sheriffs and Sheriffs
Principal.

5.122 There were 11 Sheriff vacancies, receiving 83 applications, and resulting in 10
recommendations. Of the successful applicants, four were solicitor advocates and six were
judicial office-holders (for example Summary Sheriffs). There were 41 applications from
solicitors and 9 from advocates, none of which were successful. The role that was not filled
was in a rural area and did not receive many applications.

99 https://www.gov.uk/government/statistics/diversity-of-the-judiciary-2023-statistics
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Table 5.14: Sheriff recruitment, 2016-17 to 2022-23

Applicants per Shortfall against

Year Vacancies Applications Recommendations vacancy vacancies
2016-17 3 50 3 17 0
2017-18 8 119 8 15 0
2018-19 - - - - -
2019-20 8 45 8 6 0
2020-21 11 89 12 8 0
2021-22 22 154 22 7 0
2022-23 11 83 10 8 1

Source: Judicial Appointments Board for Scotland.
Note: Data are based on when recommendations were made. E.g. if a campaign began in 2020-21 and completed in 2021-
22, the relevant figures are all included under 2020-21.

5.123 There were three Sheriff Principal vacancies, receiving ten applications, and resulting in three
recommendations. Eight Sheriffs applied, of whom two were successful, and two advocates
applied, of whom one was successful.

Table 5.15: Sheriff Principal recruitment, 2016-17 to 2022-23

Vacancies Applications Recommendatio  Applicants per Shortfall against
Year ns vacancy vacancies
2016-17 1 6 1 6 0
2017-18 - - - - -
2018-19 - - - - -
2019-20 1 8 1 8 0
2020-21 - - - - -
2021-22 2 4 1 2
2022-23 3 10 3 3 0

Source: Judicial Appointments Board for Scotland.
Note: Data are based on when recommendations were made. E.g. if a campaign began in 2020-21 and completed in 2021-
22, the relevant figures are all included under 2020-21.

5.124 There was no Summary Sheriff recruitment campaign in 2022-23. Since 2018-19 there has
been no recruitment shortfall, and though the number of applicants per selection dropped in
2021-22, it was still fairly strong.

Table 5.16: Summary Sheriff recruitment, 2016-17 to 2022-23

Applicants per Shortfall against

Year Vacancies  Applications Recommendations vacancy vacancies
2016-17 21 154 20 7 1
2017-18 - - - - -
2018-19 7 173 7 25 0
2019-20 7 96 7 14 0
2020-21 3 58 5 19 0
2021-22 14 91 14 7 0
2022-23 - - - - -

Source: Judicial Appointments Board for Scotland.
Note: Data are based on when recommendations were made. E.g. if a campaign began in 2020-21 and completed in 2021-
22, the relevant figures are all included under 2020-21.

85



5.125 Again, there was no Senator recruitment campaign in 2022-23. Since 2016-17 there has been

no recruitment shortfall. The number of applicants per selection increased to eight in 2020-
21, before dropping back to three in 2021-22.

Table 5.17: Senator recruitment, 2016-17 to 2022-23

Applicants per Shortfall against

Year Vacancies Applications Recommendations vacancy vacancies
2016-17 7 10 7 4 0
2017-18 - - - - -
2018-19 - - - - -
2019-20 5 23 5 5 0
2020-21 3 23 3 8 0
2021-22 5 16 5 3 0
2022-23 - - - - -

Source: Judicial Appointments Board for Scotland.
Note: Data are based on when recommendations were made. E.g. if a campaign began in 2020-21 and completed in 2021-
22, the relevant figures are all included under 2020-21.

Retention

5.126 The average age of Scottish judges varies by role, from 55 for Summary Sheriffs to 67 for

5.127

5.128

5.129

members of the Scottish Lands Tribunal. The average age of Sheriffs is 56. Some 50 per cent of
salaried judges have been in their current post less than five years, 30 per cent have been in
post 5 to 10 years, and 20 per cent have been in post over 10 years.

The average retirement age for the 156 salaried judges who retired from 2010 to 2023 was
66. It varied by role, at 68 for Senators, 64 for Sheriffs Principal, and 66 for Sheriffs. In 2023,
12 judges retired, and their average retirement age was 66. The oldest judge to retire was 70
and the youngest was 63.

In 2023, 8 of the 11 judges who retired returned to sit in retirement. Since 2019: 15 Court of
Session Judges have retired and 7 have returned to sit in retirement; 4 Sheriffs Principal have
retired and 3 have returned to sit in retirement; 60 Sheriffs have retired and 45 have returned
to sit in retirement.

Fee-paid judges can work up to 215 days a year. In 2022-23, 3,000 days were sat by fee-paid
judges, and 2,500 days were sat by judges sitting in retirement.

Table 5.18: Days sat by retired and fee-paid judges, 2021-22 to December 2023

2021-22 2022-23 April-December 2023
Retired Sheriffs 1,962 2,496 1,893
Part-time Sheriffs 1,346 1,957 1,422
Part-time Summary Sheriffs 94 1,034 1,106
Total 3,402 5,487 4,421
Morale
5.130 The latest Scotland Judicial Attitudes Survey results were published in March 2023 and

summarised in our Report last year. We noted that 83 per cent of salaried judges answered
the survey. Among these judges:

e 84 per cent felt a strong personal attachment to being a member of the judiciary.
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e 60 per cent felt valued by the public. 67 per cent did not feel valued by the UK
Government.

e 29 per cent thought that their case workload over the last 12 months had been too high
and 17 per cent that their non-case workload had been too high.

e Views were very mixed on the amount and quality of administrative support.

e Most felt that the physical quality and maintenance of court buildings was good or
adequate.

e Nearly all felt respected by judicial colleagues at court and 77 per cent felt respected by
their immediate leadership judge.

e 55 per cent felt they were treated with respect by the senior leadership in the judiciary
while 21 per cent did not.

e 41 per cent of judges agreed that they were paid a reasonable salary, while 39 per cent
disagreed.

e Views on digital working were generally negative. 26 per cent agreed that the increase in

remote hearings had been beneficial, while 54 per cent disagreed. 53 per cent were
finding the switch to working on screens challenging.

e Views were mixed on whether digital working was more efficient for chambers work, but

56 per cent disagreed that it was more efficient for hearings.

Diversity

5.131

5.132

5.133

In December 2023, 72 per cent of the salaried Scottish judiciary were men. Gender diversity
was marginally worse at the top of the judiciary and much better at the bottom, with men
making up 76 per cent of Senators and 52 per cent of Summary Sheriffs.

Of the ten Sheriffs recommended for appointment in 2022-23, eight were men. Women made

up 36 per cent of applications, 31 per cent of interviews, and 20 per cent of
recommendations.

Of the three Sheriffs Principal recommended for appointment, one was a man. Women made

up 27 per cent of applications, 43 per cent of those interviewed, and 67 per cent of those
recommended.

Northern Ireland

Recruitment

5.134

There were six judicial appointment exercises in 2022-23 which made a total of nine
appointments. The roles were:

e County Court Judge.
e High Court Judge.
e President Industrial Tribunals and Fair Employment Tribunal.

e Vice President Industrial Tribunals and Fair Employment Tribunal.
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e Master King’s Bench.
e District Judge.

5.135 On average there were 18 applicants per role, ranging from 8 applicants for the Industrial
Tribunals and Fair Employment Tribunal President to 83 applicants for 2 District Judge roles.
The only exercise that did not fill all vacancies was the recruitment for County Court Judges.

5.136 For County Court Judges, there were 37 applicants for 4 roles. Nonetheless, only 2 roles were
filled. The Northern Ireland Judicial Appointments Commission does not provide quality
ratings, however, these numbers suggest a problem with quality. 15 of the applicants were
barristers, 19 were solicitors and 3 were ‘other’.

Table 5.19: County Court Judge recruitment, 2014-15 to 2022-23

Applicants per Shortfall against

Year Vacancies Applications Appointments vacancy vacancies
2014-15 1 18 1 18 0
2015-16 - - - - -
2016-17 2 27 2 14 0
2017-18 - - - - -
2018-19 1 30 1 30 0
2019-20 1 20 1 20 0
2020-21 - - - - -
2021-22 5 45 4 11 1
2022-23 4 37 2 9 2

Source: Northern Ireland Judicial Appointments Commission.

Retention
5.137 The average age of judges in Northern Ireland varies by role, from 46 in salary group 6 to 66 in
salary groups 3 and 5.1.

5.138 In 2022-23, ten judges left their roles. Six moved to higher judicial roles and four retired. The
average age of those who retired was 66.

5.139 Since 2017, there have been between 13 and 17 judges sitting in retirement every year. In
2024 the number was 15. Since 2017 there have been one or two salaried judges working part
time every year.

Morale

5.140 The latest Northern Ireland Judicial Attitudes Survey results were published in March 2023
and summarised in our Report last year. A much lower proportion of judges completed the
survey in Northern Ireland than elsewhere in the UK, with only 46 per cent of salaried judges
answering. Among those judges:

e 76 per cent felt a strong personal attachment to being a member of the judiciary.

e 69 per cent felt valued by the public. 65 per cent did not feel valued by the Government.

e 46 per cent thought that their case workload over the last 12 months had been too high,
and 30 per cent thought that their non-case workload had been too high.
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e Views were mixed on the amount of administrative support, but 69 per cent felt the
quality was good or excellent.

e Most felt that the physical quality and maintenance of court buildings was good or
adequate.

e Nearly all felt respected by judicial colleagues at court and by their immediate leadership
judge. 80 per cent felt they were treated with respect by the senior leadership in the
judiciary.

e 43 per cent agreed that they were paid a reasonable salary, while 51 per cent disagreed.

e Views on digital working were mixed. 41 per cent agreed that the increase in remote
hearings had been beneficial to their work while 32 per cent disagreed. 51 per cent were
finding the switch to working on screens challenging while 46 per cent were not.

e Around 60 per cent had felt concerned about their personal safety as a result of their job,
either in or out of court, or on social media.
Diversity

5.141 In Northern Ireland, 61 per cent of the salaried judiciary is male. Some of the areas with the
least female representation are Puisne Judge and County Court Judge. There is more female
representation amongst District Judges and Employment Judges.

5.142 Across the six recruitment campaigns in 2022-23, women made up 42 per cent of applicants
and 33 per cent of appointments.
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Chapter 6

Senior Leaders in the NHS in England

Summary of main themes and recommendations

Our remit

6.1 In herremit letter, the Secretary of State asked us to make pay recommendations for
Executive and Senior Managers (ESMs) and Very Senior Managers (VSMs) in the NHS in
England. This year, she did not ask us to review any specific aspects of reward for NHS leaders.

6.2  Chapters 1 and 2 of this Report set out the economic context and the specific economic
factors which we are taking into account in recommending a pay award.

6.3  In previous years, we have commented on a number of major strategic issues which affect
recruitment and retention of senior health leaders, and which are important for our remit.
This year, our Report is more narrowly focused because of delays in recruiting members of the
Review Body. Consequently, we reference these wider issues but do not comment on them in
any depth. We expect to address them again next year.

Summary

6.4  Senior leaders in the NHS experienced another year of exceptional and unparalleled pressure.
The issues are complex and multi-dimensional; senior leaders have been severely constrained
by operational pressures and many organisations are hampered in delivering key health
outcomes due to a lack of stability in leadership roles:

Widespread industrial action has caused unprecedented disruption to frontline services
(with over a million lost appointments), placed strain on leaders’ relationships with
colleagues and forced leaders to focus on immediate operational delivery and workforce
planning. Capacity to focus on strategic planning and medium-term issues has been lost.

Waiting lists grew to an all-time high of 7.7 million elective appointments and stood at 7.5
million at the time of finalising this Report.

On average, the number of shortlisted candidates for VSM posts, not all of whom are
judged appointable, is in low single figures. These numbers are lower for the most
challenged trusts who sometimes struggle to attract interest from appointable
candidates, and more than one attempt is required to fill some positions.

Some posts take many months to fill meaning those health organisations do not have the
substantive leadership they believe they need. In the last quarter of 2023 around half of
reported vacant trust director posts had gone six months or more since they were
substantively filled and approximately another quarter had been vacant for over 12
months. (This includes periods where active recruitment may not have taken place, for
example because the role was filled on an interim basis or temporarily covered by
another director.)

Turnover of senior leaders is high, at 15 per cent for VSMs. At August 2023, a third of
executive directors had been appointed within the previous 20 months. At December
2023, 35 per cent of trusts had a chief executive officer (CEQ) appointed in the preceding
18 months (or were awaiting appointment). Many leaders are inexperienced. Over half of
these recent appointees were first-time CEOs.
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6.5

6.6

6.7

6.8

6.9

e These difficulties particularly affect challenged trusts. Trusts rated ‘inadequate’ by the
Care Quality Commission have vacancy rates and proportions of executives in their first
year which are several times higher than those of ‘outstanding’ trusts.

e Some do not see promotion to senior leadership as attractive, given the increased
responsibility and loss of entitlements such as payments for overtime and being on-call.
Those at the top of Agenda for Change (AfC), the pay scale below the ESM/VSM scales,
are paid more than the lowest-paid ESMs and VSMs. Up to 9 per cent of VSMs have basic
pay below the top of AfC.

Around 46 per cent of CEOs are eligible to retire and many more will be in the next 12-24
months. Given the challenges outlined here, the risk of an exodus of CEOs is especially
concerning.

At oral evidence, it was suggested to us by the Minister that pressures on these leaders are
abating after the stresses of the COVID-19 pandemic. However, the evidence summarised
above and the accounts of NHS leaders and other stakeholders in discussion groups and at
oral evidence do not bear this out.

Some steps have been taken to address recruitment and retention issues for this group:

e Resource and effort are being invested into the ‘Messenger’'® recommendations which

identified a systematic approach to developing a pipeline of senior leadership talent. This
is an encouraging start, but we are not yet seeing the impact on the availability of
leadership talent.

e Although the new VSM pay framework has taken much too long to introduce, it contains
improvements albeit it is not clear these go as far as may be needed. It places all VSMs on
a single pay system and seeks to improve incentives to progress in role and to move to
challenged trusts. However, discontinuities between pay frameworks will remain,°! as
will specific recruitment challenges, especially for skills in demand in other sectors.

All stakeholders acknowledged the contribution and resilience of the senior leadership group
while recognising any pay award needs to be within affordability constraints. ESMs and VSMs
in trusts and foundation trusts are a group of around 3,000, which represents just under 0.2
per cent of the 1.5 million staff working in NHS providers. Their pay awards are budgeted and
financed locally by organisation-specific remuneration committees who are responsible for
both performance and affordability.

The strategic challenges facing the NHS are clearly complex and multidimensional. We believe
in the importance of building and retaining the quality of leadership required to deliver key
health outcomes. It is important that the NHS senior managers pay increase should
sufficiently recognise the huge demands on them and respond to the recruitment challenges
and retention issues in the health service. The pay award should support strengthening of
leadership capacity and incentivise promotion to senior leadership. More leaders need to be
attracted to senior roles. Those for whom retirement is an option need to be retained.

100 The ‘Messenger Review’ was an extensive review on NHS leadership carried out by Sir Gordon Messenger and Dame
Linda Pollard which, in June 2022, identified seven practical recommendations that aimed to create a more structured and
consistent environment in which to develop senior leadership in the NHS.

101 There are four relevant pay frameworks: for VSMs (with distinct scales for VSMs in ICBs and in trusts); for ESMs, leading
ALBs; Agenda for Change, covering feeder group managers reporting to VSMs or ESMs; while medical directors are often on
consultant contracts.
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6.10

We are therefore recommending a pay increase of 5.0 per cent for ESMs and VSMs from 1
April 2024,

Incomplete implementation of our 2023 recommendations

6.11

6.12

6.13

6.14

6.15

6.16

Last year, we recommended a pay increase of 5.0 per cent for all ESMs and VSMs from 1 April
2023. We recommended that a further 0.5 per cent of the ESM and VSM paybill in each
employing organisation be used to address specific pay anomalies.

We are pleased that the Government accepted these recommendations. However, written
evidence from NHS England (NHSE) suggested that perhaps only 10-20 per cent of employing
organisations used the 0.5 per cent of the paybill to address specific anomalies. It appears that
many trusts and arm’s length bodies (ALBs) have not taken the opportunity to lessen
problems such as payment of ESMs and VSMs below the top of the AfC pay scale. We hope
that, in the future, if this mechanism is recommended, it will be used.

We are again concerned that there were delays of up to four or five months in implementing
the pay award for NHS leaders. We continue to believe that paying senior leaders, like others,
on time is a prerequisite for valuing them properly and it should be a priority to communicate
and implement any pay rise as quickly as possible.

Last year we also recommended that, where pay cases require approval from the Department
of Health and Social Care (DHSC), central approval or rejection of proposed ESM or VSM pay is
provided within four weeks of submission of the pay case.

The Government did not accept this recommendation. The then Secretary of State agreed that
improvements should be made to the process but did not accept the recommendation as the
DHSC needs sufficient time to review and scrutinise pay cases.

Long waits for responses to these pay cases remains a serious problem, creating additional
operational issues, which the Government has the power to solve. This year we repeat our
recommendation to address this.

Context

6.17

6.18

6.19

Senior leaders in the NHS continue to face intense pressure. There has been a further increase
in demand across the service, including for primary care, and for ambulance referrals and for
mental health admissions (both over 10 per cent above pre-pandemic levels). The waiting list
for elective procedures is 7.5 million.

These pressures are exacerbated by the poor condition of some of the NHS estate, IT
shortcomings and wider care capacity constraints delaying discharge of some hospital
patients. Leaders have had to manage the operational, morale and financial impacts of
continuing industrial action. Inflation has added to non-pay costs. In addition, the senior
teams are relatively inexperienced and turnover in these teams impacts operational
capability.

Historically, the NHS has delivered 1.1 per cent year-on-year productivity gains. The target is
now 2.2 per cent every year. Other goals include reducing spend on agency staff and
increasing activity levels by 30 per cent for elective procedures. Following the Health and Care
Act 2022, ESMs and VSMs are also asked to provide system leadership across organisations to
support population health improvement and reduce health inequity. The Integrated Care
Boards (ICBs), established in 2022-23 to lead the shift to greater system working, have since
undergone 30 per cent reductions in their own budgets. The intense day-to-day pressures
mentioned above make it very difficult to provide the strategic leadership required to achieve
changes in performance and delivery.
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Key points from the evidence

Recruitment and retention

Morale

VSM turnover remains high, at around 15 per cent in 2022-23.

Many posts are taking significant time to fill. A quarter of trust director vacancies are
unfilled for 12 months. In June 2023 more than half of vacant VSM posts had gone more
than six months without being substantively filled. It is particularly hard to fill vacancies in
challenged organisations.

On average, the number of shortlisted candidates for VSM posts (not all of whom are
judged appointable) is in low single figures. These numbers are lower for the most
challenged trusts who sometimes struggle to attract interest from appointable
candidates, and more than one attempt is required to fill some positions. This is also the
case in some areas of England, particularly rural areas.

Three-fifths of trusts have a first-time chief executive, while one-third of chief executives
have been in their current post for 18 months or less.

The number of VSM leavers from trusts and ALBs increased by 18 per cent on the
previous year. Fewer than a third of VSMs leaving trusts left to retire.

NHSE expressed concern in its evidence about the continued churn among the most
senior board members. Churn is higher at challenged organisations.

Around 46 per cent of chief executives are eligible to retire and more will be in the next
12-24 months.

Those at the top of AfC, the pay scale below the ESM/VSM scales, are paid more than the
lowest-paid ESMs and VSMs. NHSE estimates that up to 9 per cent of VSMs have basic pay
which is less than the top of AfC.

The DHSC reported some difficulties in recruiting to ESM positions for clinical and national
directors, where VSM roles may pay more, and for roles in finance and Digital, Data and
Technology, where pay is better in some other sectors.

In discussion groups and oral evidence, we heard of an increase in the number of
executives taking on additional roles within their trust group, as well as continuing
extensive use of temporary appointments.

6.20 For the first time, NHSE has been able to isolate VSM responses within the NHS Staff Survey
results. We are grateful to them for their work. There is no previous year for comparison of
these findings.

VSMs’ scores for motivation and morale were considerably higher than the overall survey
results.

In oral evidence, NHS Providers (NHSP) told us that NHS leaders are a resilient workforce,

but morale has been sapped by the combination of multiple and unrelenting intense
challenges.
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e Indiscussion groups, oral evidence and a written submission from Managers in
Partnership we repeatedly heard anecdotal evidence of high levels of stress from the
intense day-to-day demands of leadership roles.

Pay recommendations

Government proposals

6.21

6.22

6.23

6.24

6.25

6.26

In making our recommendations on pay this year, the DHSC asked us to consider:

e Interactions with the pay and reward of other staff within the NHS, including those
employed on AfC terms and the different medical contracts.

e The state of recruitment, retention, motivation and the historic nature of last year’s
awards.

e The overall financial challenges facing the NHS.
e For ESMs, similarity with senior civil service roles and movement between organisations.

NHSE drew attention to the need for a pay increase to be in balance with the increase at the
top of AfC.

Insufficient remuneration across the remit group was not a key theme in written or oral
evidence to us. However, the intensity of the operating context was consistently evidenced as
the main source of pressure on these leaders, and on their recruitment, retention and morale.
Stable and high-quality leadership is essential to deliver key health outcomes. We heard about
the importance, in this strained operating environment, of a pay uplift through which senior
stakeholders recognise and reward ESMs and VSMs, given current pressures on health
leaders.

In addition, there are specific pay challenges and discontinuities. These include:

e Levels of pay constraining recruitment and retention of some skills, especially those in, for
example, finance and digital which are deployable in other sectors.

e ESM or VSM roles not always appearing attractive to some near the top of the AfC pay
scale, given the increased responsibility and loss of entitlements such as payment for
overtime or being on-call.

e The imperfect interrelationship of pay frameworks, which could be improved to facilitate
movement between ALBs, trusts and ICBs.

e Challenges in attracting medical directors to some ICBs.

e The difficulty that some trusts experience in competing with ICBs (where the pay ranges
are higher than for VSMs in trusts), particularly where there is a perception that daily
delivery pressures make trust roles more demanding.

We acknowledge that the general increase in remuneration for ESMs and VSMs will not
correct these problems. They require other interventions to align the overall pay approach.

There are huge demands on these leaders, and it is important that their pay increase should

sufficiently recognise this. Moreover, it is essential that the NHS has the leadership capacity
and capability to deliver significant necessary change in a system under intense pressure.
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There are other factors but pay should play its part in responding to recruitment and
retention challenges.

Recommendation 6

We recommend a pay increase of 5.0 per cent for all Executive and Senior Managers and all
Very Senior Managers in the NHS in England from 1 April 2024.

VSM pay framework

6.27

6.28

6.29

Publication of the new VSM pay framework is expected shortly. We were originally asked to
review it for our 2022 Report. It has taken much too long to introduce important adjustments
to the pay framework for VSMs and we are concerned that some of the impact of the changes
has been diluted. We look forward now to the framework’s rapid implementation.

The narrower focus of this Report prevents us from commenting on the framework at any
length. We observe:

Placing all VSMs on the same set of salary scales, irrespective of type of organisation, is
welcome.

The framework assigns an important role to remuneration committees. However, they
will be constrained by detailed prescription governing their decision-making and
extensive regulatory oversight. This risks denying them the scope to do their job
effectively.

It is right to provide for premia to attract able leaders to the most challenged
organisations. We are not sure that the uplifts planned, or relying on a secondment
approach, will provide sufficient incentive for leaders to move to these organisations.

The provision for some pay progression, which reduces the incentive to move to secure a
pay rise, is positive.

We are pleased that ‘Earn-back’ is not part of the new framework.

A requirement for central approval of salaries above a threshold level remains (see
paragraphs 6.30-6.35 below).

It is several years since the original VSM pay bands were developed. We are pleased that
the minimum, maximum and exception zones for each band have been uplifted in line
with subsequent pay awards but the framework lacks a pay scale review mechanism,
which we are eager to see included. Moreover, there has been no review of which
organisations, given the time between design and implementation, now fit into which
bands or of the band thresholds.

We note that the text of the framework shared with us provides for a review 12 months after
its introduction. We expect to make observations in our 2025 Report which may assist that
review.

Pay approvals

6.30 The requirement for central approval for proposed remuneration over £150,000 dates back to

2012, when it was set at £142,500.1%? In real terms, that is around £200,000 today. The great

102 The approval threshold was raised to £150,000 in 2018.
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6.31

6.32

6.33

6.34

6.35

majority of chief executive appointments now require central clearance. The DHSC and NHSE
each told us in oral evidence that 128 cases required approval in 2023-24. Waits for approval
decisions of six months and sometimes much longer were commonplace. This wait-time is in
addition to the time necessary to recruit and fill senior level roles.

There is strong evidence from senior leaders and remuneration committee members that the
lengthy process is a hindrance to recruitment. We repeatedly heard from stakeholders that
this system creates significant administration and re-work, and as a consequence important
roles can be empty for many months. There have been cases where the preferred appointee
has taken a different role elsewhere rather than continue to wait.

There is also strong evidence that a stable senior leadership team of the right people is critical
to the performance of health organisations, and particularly to the recovery of challenged
organisations. Long waits for central pay approvals cause adverse impacts on patient care,
diversion of senior leaders’ time, erosion of morale and, by delaying turnaround in
organisational performance, risk financial losses in some trusts which may far exceed the
amounts at issue in a given pay case.

These are unacceptable delays which place unnecessary stress and strain on an already
strained system. It is open to the Government to act immediately to deal with the problem,
making financial and efficiency gains by doing so.

At oral evidence, the DHSC told us that the approval threshold for ALB and trust appointments
is to rise to £170,000, as is the case for ICBs. This is an improvement, which we welcome.
However, at this level, most of last year’s cases would still have required central approval.
Further action is needed.

We find it extraordinary that important senior positions are not approved in a timely manner.
This would not be tolerated in other sectors. We repeat the recommendation we made last
year.

Recommendation 7

We recommend that central approval or rejection of Executive and Senior Manager or Very
Senior Manager pay is provided within four weeks of submission of the pay case to the
Department of Health and Social Care.

ESM pay framework

6.36

6.37

6.38

Last year, we noted that the ESM pay framework has not been updated since 2016. This year,
we again heard of concerns about overlap between the bottom of the ESM range, £100,000,
and the top of AfC.

The SSRB has previously advocated alignment of ESM and VSM remuneration to facilitate
interchange between trust and ALB roles. The new VSM framework has been developed
without review of read-across to ESM pay. We remain concerned that a lack of coherence
with the VSM framework will inhibit the transition of talent within the sector.

The DHSC told us that it now intends to develop a new ESM pay framework. This offers an
opportunity to achieve greater alignment of ESM and VSM pay. This opportunity should be
taken.
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Diversity

6.39 The narrower scope of our Report this year means that we are not commenting on diversity.
We have included the latest data in the Annex to this Chapter and may comment on progress
on diversity in our Report next year.

Pensions

6.40 This is another topic where we defer comment until next year. Here, we simply note that large
pension tax charges, mainly the annual allowance tax charge, but also the lifetime allowance,
have previously had a significant impact on members of the senior health leaders remit group.

6.41 The abolition of the lifetime allowance and the raising of the annual allowance cap will affect
these charges and were welcomed by members of the remit group. In oral evidence and
discussion groups, we heard concern that the abolition should not be reversed.

Looking ahead

6.42 There are important themes which, this year, we have not been in a position to explore in the
depth we would have liked but will examine in our next Report:

e Accountability for reward: the division of roles between the DHSC, NHSE and provider
organisations for reward is not clear enough. The responsibility for where strategic
thinking about pay across the system is held needs to be clarified. This would help the
different authorities administering the various frameworks to work collaboratively and
encourage career pathing and development of senior leadership talent. It would also help
prevent perverse incentives or unintended consequences occurring.

e Accountability for performance: holding senior leaders accountable for delivery is
paramount. We are concerned that the present level of churn is making measurement of
and accountability for organisational performance more difficult. We would welcome
evidence on this topic.

e Leadership deficit: it is essential to ensure we have the overall leadership needed to
manage the NHS. In the years ahead the leaders of the NHS will need to deliver significant
change to a system under great operational pressure. Furthermore, ESMs and VSMs are
increasingly being asked to provide system leadership across organisations, whether they
are in ICBs or in trusts or ALBs, working in a more connected way with other
organisations. Development of a high-quality leadership cadre with sufficient numbers for
future needs is essential. This would be assisted by the full implementation of all the
recommendations from the 2022 Messenger Review which set out an approach to retain
and develop the senior leaders required to manage the health service. We are keen to
understand progress in this area.

e Medical director reward: this continues to lack clarity and coherence. We would be
interested to receive evidence about this for our 2025 Report.
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Annex: Data and evidence

6.43

6.44

6.45

6.46

We received a mix of written and oral evidence from the Department of Health and Social
Care (DHSC) and NHS England (NHSE), NHS Providers (NHSP), Managers in Partnership (MiP)
and the British Medical Association (BMA). We held two discussion groups — one with
Executive and Senior Managers (ESMs) and one with Very Senior Managers (VSMs) across
trusts and Integrated Care Boards (ICBs). In total, 13 members of the remit group attended
one of these discussion groups. We appreciate their contributions and insights. We are
grateful to the DHSC and NHSE for their work in improving the evidence and data they provide
to us.

To provide additional evidence for the 2023-24 pay round, NHSE undertook a data collection
exercise of a representative sample of 29 trusts, together employing 232 senior managers (11
per cent of the cohort). The DHSC also issued a data template to its executive agencies and
arm's length bodies (ALBs) to provide in-depth detail on the ESMs they employ. Data were
received on 12 ALBs employing around 470 ESMs (including a few former Public Health
England staff now employed in the DHSC on ESM terms). These additional data collection
exercises were very valuable given the difficulty in identifying our remit group within the
overall workforce, and we hope they can be continued.

We have also received the NHSP’s remuneration survey, which was carried out in summer
2023 and received responses from 155 trusts (74 per cent of all trusts in England). The survey
provided evidence on the motivation and morale of senior health leaders, albeit over 12
months old.

There are a number of areas where we would like to work with NHSE to improve the evidence
base. The first is better identification of VSMs in the payroll data. NHSE intends to change this
with the implementation of the new pay framework. This is an important step to
understanding specific leadership issues. The second is evidence on motivation and morale
across the ESM and VSM cohorts. NHSE has provided us with a breakdown of VSM responses
to the survey this year and the SSRB looks forward to the refinement of this breakdown in
future surveys.

Workforce

6.47

6.48

6.49

6.50

A VSM is someone who holds an executive position on the board of an NHS trust, NHS
foundation trust or ICB, or someone who, although not a board member, holds a senior
position typically reporting directly to the chief executive.

Many standard terms and conditions for VSMs, such as annual leave and redundancy, are
linked to AfC terms and conditions. Although there is a national framework for setting VSM
pay, individual VSMs are employed on local contracts. Medical directors may be employed on
consultant contracts, with a pay framework and other terms subject to national collective
bargaining arrangements.

An ESM is someone who holds an executive position in one of the DHSC’s ALBs or someone
who, although not a board member, holds a senior position, typically reporting directly to the
chief executive.

It is difficult to identify VSMs using national workforce data systems as staff are employed
under local terms and conditions and are not separately identified in the payroll system. As
there is no single way to identify VSMs, NHS England has estimated the size of this workforce
using other data fields in the Electronic Staff Record (ESR), such as job role and earnings, to
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identify the records most likely to relate to VSMs. In this case, a proxy threshold of those
earning a yearly salary greater or equal to £110,000 was used to identify VSMs.1%3

6.51 Itis estimated that there were 2,485 VSMs in trusts and foundation trusts at June 2023, with a
full-time equivalent of 2,371. This represents just under 0.2 per cent of the 1.5 million staff
working in NHS provider organisations. Growth in the VSM headcount was 13.8 per cent over
the year. This can be attributed to the fact that, in the absence of the new VSM pay
framework, the proxy threshold compounded with last year’s 5 per cent pay uplift pushed
more individuals above the salary level at which an individual is identified as a VSM. There
were a further 768 VSMs in ICBs in June 2023.

6.52 There were around 462 ESMs working in health executive agencies and ALBs in June 2023.

6.53 VSMs were employed across 211 provider trusts. The headcount number of VSMs in each
trust ranged from 1 to 78. The median number of VSMs in a trust was nine.

6.54 ESMs were employed in one of six ALBs, with a small number of former Public Health England
ESMs employed by the DHSC.1%* More than nine in ten ESMs were in NHSE. The next largest
employer of ESMs was the National Institute for Health and Care Excellence (NICE). Following
the absorption of NHS Digital into NHSE, 424 ESMs now work for NHSE, with a further 13
working for NICE.

6.55 Around half of senior health managers are women. In the VSM cohort, 49.5 per cent were
women, a small decrease from 49.9 per cent in 2022. In the ESM cohort, 50.9 per cent were
women, a decrease from 53.6 per cent in 2022.

6.56 Of those VSMs who had a recorded ethnicity, 11.6 per cent were from an ethnic minority
background, up from 9.6 per cent in 2022. Of ESMs with a recorded ethnicity, 12.5 per cent
were from an ethnic minority background, up from around 9.8 per cent in 2022.

6.57 Two-fifths (40.0 per cent) of the VSM group were aged 55 and over, similar to 2022 (39.5 per
cent). A similar proportion of ESMs (41.5 per cent) were aged 55 or over (40.5 per cent in
2022).1

6.58 VSMs aged 55 and over accounted for over half of chief executives (51.0 per cent); 46.1 per
cent of medical directors; 42.9 per cent of nursing directors; and 25.3 per cent of finance
directors.

6.59 The vast majority of VSMs, over 95 per cent, were on permanent contracts. Over 70 per cent
of ESMs were working full time and 29.1 per cent were working part time.

103 Two definitions are used, which give different estimates of the size of the cohort. NHSE has indicated that both data
series are likely to be an undercount.

The ‘earnings measure’ defines VSMs as: staff who are not on AfC, earn over £110,000 a year and have one of the following
job roles: board level director, chief executive, clinical director, clinical director — dental, clinical director — medical, director
of nursing, finance director, medical director or other executive director; or, non-medical staff who are not on AfC, earn
over £110,000 a year and do not have one of the job roles listed above.

The ‘job title measure’ defines VSMs as: staff who are not on AfC and have one of the following job roles: board level
director, chief executive, director of nursing, finance director, medical director or other executive director.

The number of staff in the VSM cohort may have changed over time due to improvements in the recording of job roles by
trusts. Both measures show a steadily increasing trend in the size of the cohort since 2013, which is likely to be overstated
in the earnings measure.

104 Care Quality Commission, Health Education England, Health Research Authority, Human Fertilisation and Embryology
Authority, Human Tissue Authority, National Institute for Health and Care Excellence, NHS Blood and Transplant, NHS
Business Services Authority, NHS Counter Fraud Authority, NHS England, NHS Resolution.

105 Using ESR data. Not all ESMs are covered by the ESR.
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Pay frameworks and existing pay levels
6.60 Senior health managers within our remit are currently covered by one of four pay

frameworks:

e The VSM pay framework, with pay benchmarks set in 2019, which applies to VSMs in
provider trusts.

e The ESM pay framework, with pay ranges set in 2016, which applies to the most senior
managers in the DHSC's ALBs.

e The 2022 interim pay framework for chief executives of ICBs.
e The 2022 interim pay framework for executive directors of ICBs.

6.61 There is some pay overlap with AfC roles in band 9, and with the doctors and dentists pay
bands for medical directors.

New VSM pay framework

6.62 The DHSC have proposed a new VSM framework which aims to standardise the salary level of
VSMs based on trust size rather than differentiating by role as the previous framework did.

VSM revised proposed pay ranges

6.63 The new VSM pay framework has five salary bands, related to organisation turnover. The
salaries of VSMs under the new framework range from £97,335 at the minimum for a level 2
executive director in a small trust, up to £299,250 at the summit of the exception zone for a
CEO of a trust over £1 billion.

Table 6.1: CEOs: revised proposed pay ranges

Organisation turnover Operational maximum

(Epa) Group Minimum (£pa) (Epa) Exception zone (£pa)
Up to 250 million A 140,595 194,670 210,000
250-499 million B 151,410 216,300 236,250
500-749 million C 173,040 237,930 252,000
750 million-1 billion D 216,300 248,745 278,250
Over 1 billion E 237,930 270,375 299,250

Table 6.2: Level 2 executive directors — board directors/executive directors reporting to CEO:
revised proposed pay ranges

Organisation turnover Operational

(Epa) Group Minimum (£pa) maximum (£pa) Exception zone (Epa)
Up to 250 million A 97,335 151,410 178,500
250-499 million B 108,150 162,225 189,000
500-749 million C 118,965 173,040 199,500
750 million-1 billion D 129,780 183,855 210,000
Over 1 billion E 151,410 200,078 220,500
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Table 6.3: Level 3 executive directors — executive directors reporting to a board director: revised
proposed pay ranges

Organisation turnover

(Epa)

Up to 250 million
250-499 million
500-749 million

750 million-1 billion

Over 1 billion

Source: DHSC.

ICB pay ranges

Group

m o 0O @ >

Minimum (£pa)
AfC or equivalent
AfC or equivalent

108,150
113,558
118,965

Operational
maximum (£pa)

AfC or equivalent
AfC or equivalent
129,780
135,188
146,003

Exception zone (£pa)

AfC or equivalent
AfC or equivalent
131,250
141,750
152,250

6.64 The structure for ICB CEOs is similar to that for trusts with four bands based on a weighted
measure of the population of the ICB area. The salaries range from £183,750 to £304,500.

6.65 At executive director level there are also four bands but with differentiation between three
specific roles (chief finance officer, chief nursing officer and chief medical officer). All other
roles are grouped together. The salaries in ICBs range from £129,675 for chief nursing officers
and chief medical officers on the minimum in group A or B, up to £191,100 for a chief finance
officer on the maximum.

Table 6.4: ICB CEOs, revised proposed pay ranges

Weighted
Population

<1 million
1-1.5 million
1.5-2 million

>2 million

Group

o 0w >

Exception zone (£)

231,000
246,750
273,000
304,500

Table 6.5: ICB executive pay, revised proposed pay ranges

Groups A and B (<1.5

million weighted
population)

Minimum value

Operational max

Groups Cand D (>1.5

million weighted
population)

Minimum value

Operational max

Source: DHSC.

Minimum (£) Operational
maximum (£)

183,750 207,375

199,500 223,125

231,000 252,000

262,500 283,500
CFO (£) CNO (£) CMO (£)
139,650 129,675 129,675
168,000 156,844 156,844
CFO (£) CNO (£) CMO (£)
161,700 150,150 150,150
191,100 178,500 178,500

Other board
executives (£)

120,225
145,688

Other board
executives (£)

127,050
165,900

Notes: Groups A and B under ICB Executive Director pay cover 24 organisations, whilst Groups C and D cover 18
organisations. The DHSC did not disclose the exception zones for ICB ED pay at the time that they were established.

Overlap with Agenda for Change

6.66 The lack of monetary incentive to move from AfC band 9 to take a VSM role has been
highlighted to us by many stakeholders. This means the minimum salary within the pay
frameworks is important, to provide appropriate headroom over AfC.
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6.67

6.68

Within both ESM and VSM pay frameworks, the bottom of the lowest range is considerably
below the top of the highest AfC pay band (band 9).

In 2023-24, the top of the national band 9 was £114,949 and £122,695 in London. NHSE
estimates that up to 9 per cent of VSMs have basic pay which is less than the top of the AfC
band 9.

Pay awards

6.69

6.70

6.71

6.72

Last year, an across-the-board increase of 5.0 per cent was paid to all ESMs and VSMs,
backdated to 1 April 2023. Local remuneration committees had the discretion to apply an
additional 0.5 per cent of the paybill for ESMs or VSMs to address specific pay anomalies,
including to ameliorate the erosion of the differential with the top of AfC where necessary.

Of the 29 providers trusts that provided data to NHSE, all except five of the trusts’
remuneration committees applied the 5.0 per cent uplift. However, only five trusts said they
applied the 0.5 per cent discretionary uplift for some of their board members, with a further
one trust saying they applied it across the board and were awaiting a decision.

All eight ICBs that provided data to NHSE applied the 5.0 per cent VSM uplift, but only one
applied the 0.5 per cent discretionary additional pay to some board members to adjust
anomalies.

The BMA, however, said that nobody in their focus group had any knowledge of the
application of the element of the 2023 award to address anomalies, notably overlap with AfC
staff.

Pay cases and pay thresholds

6.73

6.74

6.75

6.76

Under the existing VSM framework, there is a requirement that all proposed VSM pay at or
above £150,000 in NHS trusts is subject to ministerial approval (or ministerial comment in
foundation trusts) before appointments are made. Any VSM pay proposal at or above the
£150,000 threshold that adheres to the VSM pay framework principles can be cleared at
senior official level rather than by ministers.

This process also applies where an employer proposes to pay an annual uplift which takes an
individual above the recommended amount. The DHSC said that any pay awards to those paid
above the band maximum should be non-consolidated.

ICBs are required to submit pay cases for proposed salaries for executive directors (other than
for chief executives) above the agreed thresholds or £170,000, whichever is the lower (see
table 6.4). For ICB chief executives, the threshold is the operational maximum of the relevant
sized ICB — £197,500 for the smallest ICBs to £270,000 for the largest.

In 2022-23 there were 156 requests to approve salaries, or uplifts or additional payments over
£150,000 for VSMs, down slightly from 160 in 2021-22. A total of 59 of these (38 per cent)
related to chief executives. In oral evidence we heard that the number of cases in the 12
months to 31 March 2024 was 128.
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Table 6.6: Number of VSM pay cases submitted to the DHSC for approval/opinion

Salaries at or above

£150,000 Other pay cases Retire and return
2020-21 64 54 7
2021-22 113 47 6
2022-23 110 46 3

Source: NHS England.
Notes: Uplifts and additional payments so that salaries then either breached or were already above £150,000.

6.77

6.78

6.79

6.80

6.81

From June 2022 to summer 2023, several ICB pay cases were held up in the absence of rules
and principles to resolve them. At the height of the issue, 32 pay cases were outstanding with
the DHSC awaiting approval. Most related to existing pay of executives appointed to ICBs
exceeding the top of the pay range applicable to the role. A small minority of these pay cases
remained unresolved for up to a year. Once the problem was identified with the DHSC, it took
measures to resolve the cases outstanding, with all but one being resolved by quarter 3 2023.

NHSE noted that some of these outstanding cases date back seven or eight months and meet
the exception criteria for paying between the operational maximum and the exception zone.
NHSE also said, as it did last year, that it would be prudent to clarify the use of the operational
maximum/exception zone to ease the passage of future pay cases. It said it would also be
helpful to identify a rule, for those taking on a role of at least the same complexity as their
current one, that a salary not exceeding the existing one would be expected to be acceptable
for central approval purposes.

The DHSC says it is right that senior manager pay is properly scrutinised at a national level to
ensure value for money, transparency and consistency.

In oral evidence the DHSC told us it is intended to raise the current £150,000 approval
threshold for provider trusts to the same levels as ICBs (£170,000 or operational maximum)
when the new framework is introduced.

We received extensive comments in all our discussion groups on the approval process, with
several individuals noting the considerable length of time the process can take and the
recruitment and operational difficulties that can arise during that period.

Pay levels

6.82

6.83

6.84

6.85

The estimated salary bill over the year to June 2023 (excluding employer national insurance
and pension) for VSMs in trusts was £362 million in June 2023. Average VSM basic pay was

£135,273 per person (£141,747 per FTE). This indicates a rise of 0.6 per cent in average pay
per person over the year, and a rise of 1.1 per cent per FTE.

Variable pay added 7.8 per cent (£10,596) on average per person. Much of the variable pay is
paid to medical directors — average payments included £2,977 for additional activities; £1,727
for medical awards and £4,808 for local payments. Only 39 VSMs were in receipt of a bonus
(1.6 per cent of all VSMs) which was worth £5,233 on average.

The estimated salary bill over the year to June 2023 for the ESM group was £56 million in June
2023. Average basic pay was £118,523, representing a 7.5 per cent fall from June 2022, and
variable pay added 2.9 per cent (£3,472) on average.

For female VSMs, average basic pay was 4.2 per cent lower than male average basic pay, and
average total pay 4.9 per cent lower (compared to 4.6 and 4.7 per cent in the previous year).

104



For female ESMs, average basic pay was 0.3 per cent higher than the male average, and

average total pay 0.1 per cent lower.

6.86 Regional variation in VSM salaries grew from the previous year but remains small (see figure
6.1). Average basic pay in the lowest-paying region (the North East and Yorkshire) was just 3.4
per cent below the overall average, and average basic pay in the highest-paying region (the
South West) was 4.7 per cent above the average. There are no explicit London or other
location allowances for the VSM group, but these are paid to staff at the top of AfC.

Figure 6.1: Average basic and total pay for VSMs by region, June 2023

Average salary
£200,000

£150,000 | £145868 £145,743 £150,901

£146,597 £151,924 £139,317  £145,045

£135,273£137,358 [ £141,593 M £ 136 564 134 631l £137,221 £132,249 | £130,739
£100,000
£50,000
£0

All NHSE London South West South East

regions

Mean annual earnings

Source: NHS England.

Midlands East of North West North East
England and

B Mean annual basic pay Yorkshire

Note: Board-level roles only. Due to a combination of methods in identifying VSMs within the dataset, the data may be
subject to misidentification in some instances and, therefore, skewed results for some regions.

Figure 6.2: Average VSM salaries by role, June 2023

Average Salary
£250,000

£200,000

£150,000 ~ £129,537 £135,294 £138,220

£100,000 | [EECEEED
£50,000
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Other Executive  Director of Board Level
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Source: NHS England.
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Note: Board-level roles only. Due to a combination of methods in identifying VSMs within the dataset, the data may be
subject to misidentification in some instances and, therefore, skewed results for some roles.



Figure 6.3: Average ESM salaries by role, June 2023

Average Salary

£200,000

£150,000 £139,89/

£117,204 £136,305

£100,000 £91,373 £114,527
£80,097
£50,000
£0
Medical Director Other Executive Director Board Level Director
Mean annual earnings per person B Mean annual basic pay per person

Source: NHS England.
Note: Board-level roles only. Due to a combination of methods in identifying VSMs within the dataset, the data may be
subject to misidentification in some instances and, therefore, skewed results for some roles.

Figure 6.4: Average ICB salaries by role, June 2023

Average Salary

£250,000
£213,393
£200,000
£157,549 £187,894
£150,000 £138,144
£129,747 £135,926
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Source: NHS England.

Note: Board-level roles only. The level of pay and earnings for medical directors may appear low as over 60 per cent of
medical directors in the dataset worked ‘part-time’ on the ICBs, most likely alongside additional (consultancy) roles
elsewhere. Due to a combination of methods in identifying VSMs within the dataset, the data may be subject to
misidentification in some instances and, therefore, skewed results for some roles.

Views on pay

6.87 Inthe 2023 NHS Staff Survey, 84 per cent of the VSMs who answered (2,012) said that they
were satisfied'® with their level of pay. This was 53 percentage points higher than the score
across the entire NHS Staff Survey cohort which was at 31 per cent.

106 Satisfied represents both those who answered ‘satisfied’ and ‘very satisfied’.
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6.88

We have noted in the past that there is a strong sense in the NHS that individual performance
pay is divisive and inappropriate, but that there may be scope to develop arrangements which
incentivise team working.

Recruitment and retention

Recruitment

6.89

6.90

6.91

6.92

6.93

There were 315 appointments to the VSM cohort between June 2022 and June 2023 (down
from 325 in 2021-22). Of these, two-thirds (67 per cent) were moves from other trusts and a
further 17 per cent were from another NHS organisation.

There were 70 appointments to the ESM cohort between June 2022 and June 2023, up from
the 51 in the previous year. Over half (53 per cent) were moves from other ALBs and a further
37 per cent were from another NHS organisation.’

Quarterly vacancy reports show that there were 80 board level vacancies in provider trusts in
Q1 2023-24, down from 115 a year earlier (see figure 6.3). The most common roles were HR
director (13); nursing director (12); chief operating officer (10); medical director (9); or chief
executive (9). Of the 80 vacancies, 35 (44 per cent) were actively being recruited to.

On average, the number of shortlisted candidates for VSM posts (not all of whom are judged
appointable) is in low single figures. These numbers are lower for the most challenged trusts
who sometimes struggle to attract interest from appointable candidates, and more than one
attempt is required to fill some positions. This is also the case in some parts of England,
particularly in rural areas.%®

Some posts take many months to fill meaning those health organisations do not have the
substantive leadership they believe they need. In the first quarter of 2023-24 around half of
reported vacant trust director posts had gone six months or more since they were
substantively filled, and another quarter had been vacant for over 12 months. (This includes
periods where active recruitment may not have taken place, for example because the role was
filled on an interim basis or temporarily covered by another director.)*®

107 This section uses ESR data, which only cover nine ALBs, rather than the data collected directly from ALBs.
108 NHS England, unpublished.
109 NHS England, unpublished.
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Figure 6.5: Executive director vacancies in NHS providers, Q1 2022-23 to Q1 2023-24
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Source: NHS England.
Note: These data were updated to include ICBs from 1 July 2022, which began to be captured in the Q2 2022-23 collection.

6.94

6.95

6.96

In oral evidence, we heard that senior managers’ roles have become progressively more
complex and that the move to group models and cross-system working is changing some
roles. We also heard of leadership teams with multiple interim directors. MiP reported that
remit group members said they were being asked 'to do more with less’.

In NHSP oral evidence it was noted that it can be difficult for some trusts to compete with
ICBs, not only where the pay framework and pay bands are higher than the VSMs’ framework,
but also where there is a perception that daily delivery pressures make trust roles more
demanding.

The DHSC'’s written evidence reported difficulties in recruiting clinical and national directors,
as suitable candidates were often sourced from equivalent roles in NHS trusts which offer
higher salaries. Roles in finance, and Digital, Data and Technology have also found difficulty in
recruitment due to the growing complexity of the work and pay being better in some other
sectors.

Retention

6.97

6.98

6.99

6.100

In total, 245 VSMs left the provider sectors between June 2022 and June 2023, up from 211
the previous year. In addition, 163 VSMs left their organisation and moved to another trust.
Over 42 per cent of these pointed to promotion as their reason for moving.

Retirement accounted for 32 per cent of leavers, compared to 45 per cent in 2022-23. This
suggests a retirement rate of 3.1 per cent in the 12 months to June 2023, compared to 4.5 per
cent in the previous 12 months.

NHSP remuneration survey results showed that, at summer 2023, a third (33 per cent) of
executive directors had been appointed since the start of 2021 and 70 per cent had been
appointed since the start of 2019.

NHSE’s written evidence reported that nearly two-thirds of trusts have a “first-time’ chief
executive, while one-third of the CEOs have been in their current post for 18 months or less,
following a period of remarkable turnover since the pandemic.
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6.101

6.102

In NHSP’s remuneration survey, over half (57 per cent) of trusts said that the pandemic and
recovery period will have no impact on VSMs retention or retirement over the next 12
months, whereas a fifth of trusts (21 per cent) said that VSMs were slightly more likely to
retire or leave as a result. 2 per cent said that executive directors in their trust were
significantly more likely to retire or leave.

The DHSC's written evidence noted that around 10 percent of VSMs left the sector in 2022-23,
similar to the previous year. The rate is higher in ICBs, at 24.9 per cent. The DHSC commented
that this may reflect organisational change over the period following the creation of ICBs. The
turnover rate for the entire SSRB remit group is around 15 per cent for 2022-23. Table 6.7
below gives a breakdown of VSMs’ reasons for leaving.

Table 6.7: VSMs’ reasons for leaving by organisation type, 2023

Proportion in arm’s

Reason for leaving Proportion in trusts (%) Proportion in ICB (%) length bodies (%)
Voluntary resignation 42 13 45
Retirement 30 3 18
End of fixed-term contract 12 21 12
Redundancy 7 26 12
Unknown 7 23 4
Other 15

Source: DHSC written evidence.

6.103

6.104

6.105

6.106

6.107

In NHSE’s written evidence, it was stated that around 46 per cent of chief executives are
eligible to retire and even more will become so in the next 12-24 months.

Turnover particularly affects challenged trusts. Trusts rated ‘inadequate’ by the Care Quality
Commission have vacancy rates, and proportions of executives in their first year, that are
several times those of ‘outstanding’ trusts.

Over the year to June 2023, 91 ESMs left NHS ALBs,'° up from 74 the previous year. A further
33 left one ALB and moved to another. Retirement accounted for 18 per cent of leavers, down
from 27 per cent in the previous year.!1!

Some 15 ESMs moved from an ALB to a trust over the period, while eight VSMs moved from a
trust to an ALB.

Staff turnover at bands 8d and 9 was at a similar rate. Overall, 8.9 per cent of staff in these
bands in trusts left the NHS in the year to June 2023. Of these, 34 per cent gave retirement as
their reason for leaving. There was a higher rate of band 8 and 9 leavers from ALBs — 15.2 per
cent in the year to June 2023. Of these, only 4 per cent gave retirement as their reason for
leaving.

Motivation and morale

6.108

For the first time, NHSE has been able to isolate VSM responses within the NHS Staff Survey
results. We are grateful to them for their work. There is no previous year for comparison of

110 This figure may include exits under the voluntary redundancy scheme which operated in NHSE in this period when NHSE
was reducing its headcount. 50 of the 91 ESM leavers over the year to June 2023 were voluntary redundancies.

111 This uses payroll data for those earning above £110,000 and only covers around 90 per cent of the ESM cohort, as not all
ALBs are included.
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6.109

6.110

these findings. All but one of the questions from the survey received a more positive response
from the VSMs compared to the rest of the NHS Staff Survey cohort.

It would be helpful to continue receiving the focussed breakdown from NHSE to identify
potential trends and strengthen the evidence base on which we build our recommendations.

In this year’s survey, VSMs reported scores for motivation and morale were 8.5 and 7.28,
respectively — both were higher than the overall NHS Staff Survey scores (7.02 and 5.95,
respectively). Their feeling of being recognised and rewarded was 8.06 compared to the
overall NSS score of 6.00.

Figure 6.6: Theme/sub-category VSM NHS Staff Survey scores, 2023
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Source: NHS England
Note: Data from NHS England’s analysis of VSMs’ scores in the NHS staff survey. Each question has its own percentage — the
aggregate is given at the top of each section as a score.

6.111

6.112

6.113

NHSP said that enormous operational pressures in the NHS and negative media coverage of
senior managers, following an immensely challenging period of leading healthcare
organisations through a global pandemic, had damaged morale for the remit group.

In NHSE oral evidence, we heard that there has been a further increase in demand across the
service this year for primary care, as well as the waiting list for elective procedures reaching
an all-time high of over 7.7 million (7.5 million at the time of finalising our Report).

In NHSP oral evidence, it was reported that demand for both ambulance referrals and for
mental health admissions were over 10 per cent above pre-pandemic levels.

Pensions, take-home pay and total net remuneration

6.114

In previous reports we have commented on pension scheme membership and senior health
leaders’ views about their pensions. We have also analysed the contribution of pensions to
remuneration, effective take-home pay, and changes in total net remuneration. We have
noted the impact of changes such as to pension annual allowances. We are not doing so here
because of delays in appointing members to the Review Body. We intend to return to these
important aspects of reward for senior health leaders in our future reports
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Chapter 7

Chief Police Officers

Summary of main themes and recommendations

Our remit

7.1

7.2

7.3

7.4

7.5

In his remit letter, the Home Secretary asked us to make recommendations on how to apply
the pay award for the chief police officer (CPO) ranks. He did not ask us to review any specific
aspects of reward for chief officers.

The Northern Ireland Justice Minister asked us to recommend how to apply the pay award for
chief officers in the Police Service of Northern Ireland (PSNI) and to comment on the regular
element of Northern Ireland Transitional Allowance.

This is the first year since 2017 that the SSRB has made recommendations on chief officer pay.
During that time, a review of their remuneration has been taking place and chief officer pay
recommendations have been made by the Police Remuneration Review Body (PRRB), who
could consider the review alongside its implications for other ranks.

Chapters 1 and 2 of this Report set out the economic context and the specific economic
factors which we are taking into account in recommending a pay award.

In previous years, we have commented on a number of strategic issues which affect
recruitment and retention in each of our remit groups. This year, our Report is more narrowly
focused because of delays in recruiting members of the Review Body. Consequently, we
reference some of these wider issues affecting chief officers but do not comment on them in
any depth. We expect to address them next year.

England and Wales

Summary

7.6

7.7

7.8

7.9

Chief police officers currently face very challenging circumstances. Recorded crime levels have
risen over the last decade, particularly for some more complex forms of crime. Public
confidence in the police has fallen. Media scrutiny is intense.

Chief officers are leading forces under financial pressure. Many of their officers are
inexperienced: around a third of them have five years’ service or less. A quarter of chief
constables themselves have less than a year in the rank.!*?

There are no significant recruitment or retention shortfalls, but chief constable vacancies
attract only 3.2 applicants on average. Deputy and assistant chief constable posts average
around two applicants.!®® There is extensive use of temporary promotion to fill posts. Morale
has fallen in recent years.

It is clear that leading police forces will remain a very demanding task. These demands are in
large part due to non-pay factors and cannot be reduced by a pay rise. However,
remuneration should provide appropriate compensation for the responsibility and pressure of
these roles. At the same time, this year it would not be right for chief officers to receive an

112 As at 31 March 2023.
113 Joint survey of forces and Police and Crime Commissioners covering 51 vacancies by CPOSA, NPCC and APCC.
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7.10

uplift above that for other ranks who will have experienced the greatest impact of prices rising
more than pay in recent years.

Last year, chief officers received a 7 per cent pay rise. This was more than most of our remit
groups. This year, we recommend a pay increase of 4.75 per cent from 1 September 2024.

Government response to 2023 recommendations

7.11

7.12

7.13

7.14

Last year, the PRRB recommended implementation of a proposed new pay structure for chief
constables and deputy chief constables from 1 September 2023. It recommended that existing
chief constables and deputy chief constables transition to the new structure over three years
and receive a pay increase of 5-7 per cent, such that the overall 2023 uplift, including the
effect of starting transition to the new scale, did not exceed 7 per cent. It also recommended
a 7 per cent increase for other ranks, including assistant chief constables.

The PRRB recommended equivalent pay increases to these uplifts for chief officers in the
Metropolitan Police Service (MPS) and the City of London Police.

The Government decided to award chief constables and deputy chief constables a pay
increase of 7 per cent with transition to the new structure over two years, completing on 1
September 2025. It accepted the PRRB’s recommendation that assistant chief constables
should receive a pay increase of 7 per cent in 2023.

The PRRB also recommended that policing parties bring forward proposals to improve the
independence, transparency and consistency of determining, and reporting on, chief officer
pay and allowances. It recommended too that they should bring forward proposals in 2024 for
a review of the power of Police and Crime Commissioners (PCCs) to vary the pay of chief
constables by plus or minus 10 per cent on appointment.

Context

7.15

7.16

7.17

7.18

Chief police officers currently face very challenging circumstances. Public confidence in the
police has fallen in recent years, partly as a result of widely publicised cases of abuses,
including the most serious criminal offences, by serving police officers. There is intense media
scrutiny of police leaders, including a strong expectation of accountability.

Demands on the police service have risen. In 2022-23, 5.2 million crimes were recorded
compared to 4.2 million in 2010-11. There has been a large rise in recorded serious sexual
offences. Social change and technology are increasing the complexity of policing. A total of 50
per cent of crime in 2023 now relates to fraud and computer misuse which demands a wider
range of skills and can present challenges for locally organised policing. The Metropolitan
Police Service also faces significant increased public order demands in policing marches and
protests in the capital.

The Uplift programme means that many officers are inexperienced. Chief officers are leading a
service in which around a third of officers have five years’ service or less.

Many forces are under financial pressure. In oral evidence the National Police Chiefs Council
(NPCC) noted that the majority of each force’s budget is ring-fenced to pay, and that
responses to budget challenges include carrying vacancies and ‘reverse civilianisation’.114 In
evidence to us, the NPCC estimated that up to 7,000 officers are in roles which do not need to
be filled by officers.

114 “Reverse civilianisation”: where police officers are being put into roles that would be better suited for police staff.
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7.19 For some chief constables, their relationship with their PCC is a source of strain. In discussion
groups and oral evidence, we heard that the quality and effectiveness of these relationships
varies. Tension in this relationship, sometimes extending to contractual matters, can hamper
effective leadership of the police force.

7.20 Taken together, these challenges, which are not directly related to pay, have an impact on
recruitment, retention and morale. We summarise the key evidence on these topics below.

Key points from the evidence

Recruitment and retention

7.21 On average, there are 3.2 applicants for chief constable roles and around 2 for deputy and
assistant chief constable roles.

7.22  According to the NPCC, as of March 2023, a quarter of chief constables (16 out of the 42,
excluding the Metropolitan Police Service) have less than one year’s experience in the rank.

7.23 During FYE (financial year ending in) 2023, 63 CPOs left their force (26 per cent of the number
at the start of the financial year), up from 52 (22 per cent) in FYE 2022. Excluding transfers
between forces there were 45 leavers in FYE 2023, an increase of 6 on FYE 2022.

7.24 The majority of CPOs who leave the police service take normal retirement. The number of
chief officers voluntarily resigning in FYE 2023 was seven FTE, the same as in FYE 2019 but
higher than the intervening years.

7.25 According to the Chief Police Officers’ Staff Association (CPOSA), in Autumn 2023 97 of 231
posts in the remit group were occupied by temporary appointees.!*

7.26 Discussion groups and oral evidence suggested many CPOs perceive an incentive to retire
earlier than they might otherwise have done because of the impact of pension scheme rules
(see paragraphs 7.42-7.44 below).

Morale

7.27 Chief Officer Annual Pay Review Survey!!® participants are asked how motivated they are to
do a good job on a scale from 1 to 10. The past three years have shown a decline from 97 per
cent of survey respondents scoring 8, 9 or 10 in 2021 to 89 per cent in 2023.

7.28 Satisfaction with base salary fell to 36 per cent in 2023 from 41 per cent 12 months earlier and
69 per cent in 2017.1Y7

7.29 Discussion group attendees frequently highlighted the extremely high responsibility, stress
and reputational risk chief officers face, increasing with rank.

7.30 The Chief Officer Annual Pay Review Survey suggests that in 2023, 50 per cent of respondents
worked in excess of 60 hours a week with 6 per cent saying they worked in excess of 70 hours.
Some 31 per cent of respondents describe themselves as being either satisfied or very
satisfied with their working hours. This is a decline from 36 per cent last year and from 51 per
centin 2021.

115 CPOSA oral evidence.

116 The Chief Officer Annual Pay Review Survey was this year conducted in Autumn 2023 jointly by CPOSA and the NPCC.
The survey had 135 responses, 120 of which are under the remit of SSRB (covering 49 per cent of the remit group). There
was good representation across ranks.

117 Chief Officer Annual Pay Review Surveys, 2017 to 2023, CPOSA and NPCC.
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Pay levels and pay recommendations

Government pay proposals

7.31

7.32

In written evidence, the Home Office said budgets have been reprioritised to accommodate
the 2022 and 2023 pay awards and there is no scope for further reprioritisation without
significantly impacting on outcomes, including within forces, crime reduction programmes,
centrally funded police technology and capability programmes, and the wider work of the
Home Office.

At oral evidence, the Minister said he thought the pay increase should be around 2.5 per cent.
That would create some pressure on budgets but could probably be found. He said he had not
heard complaints that remuneration is an obstacle to recruiting chief constables.

Pay structures, pay levels and recommendations

7.33

7.34

7.35

7.36

7.37

7.38

7.39

In July 2023, the Government accepted the PRRB’s recommendation to reduce the pay groups
for chief constables and deputy chief constables from 12 spot rates to three. The new
structure has been introduced with effect from 1 June this year and will be fully in place from
1 September 2025. Police forces are assigned to one of the three pay groups, taking account
of their size. For chief constables, the new rates from 1 June 2025 are £220,713, £191,553 and
£173,340. Deputy chief constables will be paid 82.5 per cent of their chief constable’s pay. The
new pay structure for these ranks will increase the pay for around 80 per cent of posts.
Numbers at each rank are given after paragraph 7.74 below.

The pay scale for assistant chief constables and commanders, the majority of the remit group,
is unaltered by this new pay scale for chief constables and their deputies. It ranges from
£115,000 to £130,000, encompassing three progression points.

A Joint Statement from the NPCC, CPOSA and the Association of Police and Crime
Commissioners (APCC) called for a funded, above-inflation pay award that is applied equally
across all ranks. Subsequently, the NPCC said that this should be 6 per cent.

We are concerned by the low average number of applicants for CPO roles and that tenures in
post are not longer. There are clearly significant non-pay factors, including the challenges
mentioned in ‘Context’ above, which affect the attractiveness of these roles.

Some of these factors may be relatively easy to address, for example through adjustments to
relocation allowances. Over time the Police Executive Leadership Programme, introduced
from June 2023 in place of the Strategic Command Programme, should increase the size and
diversity of the expected annual cohort qualified to take up chief officer duties. The Minister
told us excessive bureaucracy may be making CPOs’ work more difficult. He said he had not
heard complaints that remuneration is an obstacle to recruiting chief constables.

At oral evidence, the Minister and his officials saw scope for enhancing the role of the College
of Policing in facilitating larger and stronger applicant fields for recruitments and working
more proactively to manage talent development across the country’s police forces. For our
next Report, we would like to receive evidence of progress on these matters.

Other factors are more deep-seated and unlikely to change soon. It is clear that leading police
forces will remain a very demanding task. These demands cannot be reduced by a pay rise,
but remuneration should provide appropriate compensation for the responsibility and
pressure of these roles. At the same time, this year it would not be right for chief officers to
receive an uplift above that for other ranks who will have experienced the greatest impact of
prices rising more than pay in recent years.
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7.40 Last year, chief officers received a 7 per cent pay rise. This was more than most of our remit

groups. This year, we recommend a pay increase of 4.75 per cent from 1 September 2024.

Recommendation 8

We recommend a pay increase of 4.75 per cent for all chief police officers in England and
Wales from 1 September 2024.

7.41

We noted above that, last year, the PRRB recommended that policing parties bring forward
proposals for a review of the PCCs’ power to vary chief constables’ starting pay by plus or
minus 10 per cent. This power is inconsistent with the objectives of the new national pay
structure because it has the potential to shift the pay of individual chief constables away from
the spot rates related to the Pay Group for their force. The Minister acknowledged this risk
during his oral evidence to us. The power should be withdrawn.

Recommendation 9

We recommend withdrawing the power of Police and Crime Commissioners to vary a Chief
Constable’s starting pay.

Pensions

7.42

7.43

7.44

On several occasions in discussion groups and oral evidence we heard that features of the
applicable pension schemes influence individuals to retire earlier than might otherwise be the
case. Although all officers are now in the 2015 scheme, for chief police officers a significant
part of their total pension will have been based on the 1987 or 2006 schemes, in which they
may have remained up to 2022. Many CPOs’ retirement decisions are significantly influenced
by the terms of those schemes.

Some officers who wish to access lump sums under the older schemes see an incentive to
retire from the service when these become available, typically in an officer’s early or mid-
fifties. We heard that rules on ‘retire and return’ and abatement do not fully counterbalance
this incentive.

We note that this issue will reduce with time. Nonetheless, we encourage the Home Office to
ensure it has used every available option to reduce the perceived incentive for experienced
leaders, who would otherwise stay, to leave because of pension scheme rules.

Looking ahead

7.45

The late start to our work this year means that we have not conducted as full an examination
of this remit group as we would have liked on its return to the SSRB. It is possible that with
further work we may identify other issues which we should consider in future. Nonetheless,
we note here a number of matters which we expect to examine in our next Report, which we
have not explored in any detail this year:

e How far remuneration encourages officers to seek promotion to CPO ranks. We
understand that the PRRB recommends a comprehensive review of police remuneration.
Based on our work to date, we strongly endorse that recommendation, which should
encompass the chief police officer ranks. The SSRB’s particular interests include:
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7.46

7.47

7.48

7.49

Considering the feeder group, the turnover and retention data for the chief
superintendent rank and the remuneration incentive to step up to assistant chief
constable and how that may have changed over time.

e Examining the incentive to seek promotion from assistant chief constable.

The potential implications for recruitment, retention and morale of the quality of the one-
to-one relationship and the division of powers and responsibilities between the chief
constable and the PCC.

The merits of greater standardisation of chief constables’ Terms and Conditions.

The case for the P-factor.

The absence of any direct entry to the remit group.
e The diversity of the remit group.
e The relationship between chief constable and deputy chief constable remuneration.

We also note that topics which stakeholders have asked us to review, which we have not been
in a position to examine this year, include:

e The effects of fixed-term contracts for deputy chief constables.

e CPOs and on-call allowance.

e Relocation allowance.

e London weighting.

In addition, we are closely interested in last year’s recommendation from the PRRB that there
should be transparent reporting of the other elements of CPO remuneration besides pay. We

look forward to seeing how this will be addressed.

We also look forward to rapid action in relation to the PCC power to vary chief constables’
starting pay by plus or minus 10 per cent.

We would like to receive evidence on the quality of those applying for and occupying CPO
roles including any change over time. We encourage development of arrangements to
monitor the quality of applicants and chief police officers.

Northern Ireland

Summary

7.50

7.51

7.52

Policing in Northern Ireland faces the same challenges as the rest of the UK. It faces additional
specific challenges including a ‘substantial’ threat level and the continuing impact of the
history of terrorism. Financial and resourcing pressures are acute.

Although the pipeline of future senior leaders appears healthy, currently there is reliance on
temporary promotions to fill four of the six posts in this remit group.

Remuneration should provide appropriate compensation for the responsibility and pressure
of these roles. In view of the additional challenges, it is particularly important that pay does
not compare unfavourably with that of CPOs in England and Wales. At the same time, chief
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police officers should not receive an uplift above that for other ranks who will have
experienced the greatest impact of prices rising more than pay in recent years.

7.53 We propose the same uplift for chief police officers in Northern Ireland as in England and
Wales. We recommend a pay increase of 4.75 per cent from 1 September 2024.

Recommendation 10

We recommend a pay increase of 4.75 per cent for all chief police officers in Northern Ireland
from 1 September 2024.

7.54 Now that Northern Ireland again has a functioning government, we hope that there will be a
more timely implementation of the pay award than was the case last year.

Government response to 2023 recommendations

7.55 Last year, the PRRB recommended that assistant chief constables received an uplift of 7 per
cent, the deputy chief constables an uplift of 6.4 per cent and the chief constables an uplift of
5 per cent. The Government in Northern Ireland has initiated its process for accepting these
recommendations.

7.56 This differs a little from the response of the UK Government to the recommendations for
England and Wales (see above).

Context

7.57 Like the rest of the UK, policing in Northern Ireland is affected by the changes in the character
and level of crime mentioned above. In addition, in this part of the UK only, there is an
operating environment with a ‘substantial’ threat level. Media scrutiny of police leaders is
particularly intense.

7.58 The Police Service of Northern Ireland (PSNI) faces significant and continuing resourcing
pressures. At 31 March 2024 the number of available officers was at its lowest ever level with
a headcount below 6,500 against a target complement of over 7,500. Further pressure has
been placed on chief officers as the result of a series of critical incidents within PSNI, including
the major data breach in 2023.

Key points from the evidence

Recruitment and retention
7.59 Four of the six posts in this remit group are occupied on temporary promotion pending

competitions to recruit substantive postholders.

7.60 PSNI has more than enough officers who have completed or are undertaking the Executive
Leadership Programme to fill these posts in due course.

7.61 Some officers leave PSNI for senior roles in Scotland and the Republic of Ireland where pay is
higher.
Morale

7.62 All who gave evidence noted the professional commitment of these leaders but expressed
concern about the negative impact on morale of resourcing pressures and recent critical
incidents.
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Pay levels and pay recommendations

Government proposals

7.63

7.64

The Department of Justice (DolJ) stressed that the pay award must take account of the
Northern Ireland Public Sector Pay Policy, the principle of broad alignment with counterparts
in police forces in England and Wales, and affordability.

The Northern Ireland Policing Board (NIPB) stressed the specific challenges of policing in
Northern Ireland including the history of terrorism. It said that the principle of pay parity with
England and Wales must be upheld to avoid a detrimental effect on recruitment and long-
term retention.

Pay recommendations

7.65

7.66

7.67

CPOSA also emphasised the importance of pay parity with England and Wales. All parties who
gave evidence favoured a similar uplift for chief police officers and for other ranks.

In oral evidence we asked all parties how a pay uplift should be funded, noting that the NIPB’s
evidence outlined what it termed a funding gap on even the most optimistic budget scenario
for 2024-25. Nobody suggested that funding pressures should lead to a lower award than for
England and Wales.

We propose the same uplift for chief police officers in Northern Ireland as in England and
Wales. We recommend a pay increase of 4.75 per cent from 1 September 2024.

Looking ahead

7.68

We will examine those issues identified in paragraphs 7.45-7.49 above as they affect Northern
Ireland too. We also look forward to evidence for our next Report on the appointment of
substantive post-holders to those roles currently occupied on temporary promotion and on
the application of revised allowances.
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Annex: Data and evidence
England and Wales

Evidence

7.69 The SSRB received written and oral evidence from the Home Office, the Chief Police Officers’
Staff Association (CPOSA),**® the National Police Chiefs Council (NPCC), and the Association of
Police and Crime Commissioners (APCC) on chief police officers (CPOs) in England and Wales.

7.70 The SSRB also conducted three discussion groups with members of the remit group: one each
for chief constables, deputy chief constables and assistant chief constables. We thank
everyone who gave evidence to us.

7.71 The SSRB has also performed analysis using data from the Police Workforce Statistics from
March 2023, published by the Home Office, and the Police Earnings Census from March 2023,
collected by IFF Research on behalf of the Home Office.

The remit group

7.72  Chief police officers are a new remit group to the SSRB, having been with the Police
Remuneration Review Body (PRRB) since 2017, alongside other police officers and staff.

7.73 Our remit covers CPOs in England, Wales, and Northern Ireland, excluding those in the British
Transport Police. This encompasses 243 people this year across the 44 forces, including
temporary appointments, secondments into the forces, and those on maternity/paternity
leave and career breaks, but excluding those seconded to central services.'*°

7.74 The CPO remit group includes the ranks in table 7.1 below.

Table 7.1: Chief police officer ranks
England, Wales and Northern
Ireland (outside London) Metropolitan Police City of London
Commissioner

Deputy Commissioner

Chief Constable Assistant Commissioner Commissioner
Deputy Chief Constable Deputy Assistant Commissioner Assistant Commissioner
Assistant Chief Constable Commander Commander

118 CPOSA said it had 263 members whose pay is determined through SSRB, as at Autumn 2023.
113 Secondments to central services are secondments to central government, for example, the Home Office, His Majesty’s
Inspectorate of Constabulary and Fire & Rescue Services (HMICFRS), or the National Crime Agency (NCA).
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Table 7.2: Chief police officer headcount by rank, England and Wales, at 31 March 2023

Rank Headcount
Chief Constable 42
Deputy Chief Constable 41
Assistant Chief Constable / Commander (all forces) 128
Commissioner (MPS) 1
Deputy Commissioner (MPS)

Assistant Commissioner (MPS) 8
Deputy Assistant Commissioner (MPS) 13
Commissioner (Col) 1
Assistant Commissioner (Col) 2

Source: OME Analysis of Police Earnings Census data.

7.75

7.76

Since 2003, chief constables and deputy chief constables have received spot rate salaries.
Their Metropolitan Police Service (MPS) and City of London (ColL) equivalents are also paid at
spot rates. There are currently 12 salary groups for the 41 England and Wales forces,
excluding the MPS and ColL. A Police and Crime Commissioner (PCC) may, on appointing a
chief constable, set their salary at a rate up to ten per cent above or below the rate for the
post.

In July 2023, the Government accepted the PRRB’s recommendation to reduce the pay groups
for chief constables and deputy chief constables within the 41 forces from 12 to 3. These will
be fully implemented from 1 June 2025.

Table 7.3: New salary groups for chief constables and deputy chief constables in England and
Wales from 1 June 2025

Group 1 Group 2 Group 3
Chief Constables £220,713 £191,553 £173,340
MPS Assistant £220,713
Commissioner
Deputy Chief Constables £182,088 £158,031 £143,006
MPS Deputy Assistant £182,088

Commissioner

7.77

7.78

The new structure is being phased in over two years from 1 June this year. It will result in
around 80 per cent of those on it receiving pay increases.

The pay structure for assistant chief constables and commanders, who account for 54 per cent
of the England and Wales remit group, is unchanged, with three pay points. Northen Ireland
matches these pay points.!?® Other MPS and Col ranks will be unchanged.

Table 7.4: Assistant chief constable salary groups, 1 September 2023

Pay point Salary
1 £115,026
2 £122,307
3 £129,600

120 Department of Justice Northern Ireland written evidence.
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Table 7.5: Unchanged salary groups — MPS and Col, 1 September 2023

Force Rank

Metropolitan Commissioner

City of London Commissioner
Metropolitan Deputy Commissioner
City of London Assistant Commissioner

Salary
£315,480
£195,942
£260,805
£161,973

7.79 As at March 2023, there were 237 FTE CPOs in England and Wales, 6 (2 per cent) fewer than in
March 2022 but 41 (21 per cent) more than in 2016.%?* In FYE 2023, chief police officers
accounted for just 0.2 per cent of all police officers in England and Wales. This proportion has

been relatively stable since 2003.

Figure 7.1: Number of chief police officers (FTE), England and Wales, 2003 to 2023
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Source: OME Analysis of Police Earnings Census data up to March 2023.
Note: Data is from 31 March of each year.

7.80 The NPCC argues that CPO roles are becoming increasingly challenging. It said that data show
public confidence in policing has fallen and remains low: a poll conducted by YouGov showed
that in March 2023 less than half of the public thought the police were doing a good job,

down from 75 per cent three years prior to that.

7.81 In addition, the NPCC says the complexity of the offences investigated is increasing and, with
that, the skills and capacity required of the police. The Crime Severity Score'?? has risen by 76
per cent since 2012-13. According to the NPCC, emergency ‘999’ calls have been increasing by

5 per cent every year since 2014.

121 At chief officer level the headcount and FTE measurements do not vary significantly.
122 An experimental statistic produced by the Office for National Statistics.
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Pay

7.82 Using data from the Police Earnings Census,' figure 7.2 shows that in FYE 2023, median basic
pay ranged from £119,400 for assistant chief constables to £162,900 for chief constables.
Median total earnings ranged from £120,800 for assistant chief constables to £167,700 for
chief constables.

Figure 7.2: Chief police officer median basic pay and total earnings, by rank, England and Wales,
2022-2023
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Source: OME analysis of the March 2023 Police Earnings Census.

7.83 The median value of additional allowances for CPOs was around £5,300 in FYE 2023, and the
median proportion of total pay accounted for by allowances was 4.0 per cent. In FYE 2023,
these allowances included.'*

e Replacement Allowance: 40 CPOs received a median value of around £3,400.%

e London Weighting: 26 CPOs were paid a median value of £2,643 in London Weighting.

e Location Allowances: there were 39 CPOs, mostly within London, receiving a median
payment of £2,750.

e Other allowances: 44 CPOs received ‘other allowances’ with a median value of around
£6,900.1%

7.84 CPOSA and NPCC'’s Chief Officer Annual Pay Review Survey explored whether PCCs used their
discretionary ability to alter chief constables’ salaries on appointment. Out of 28 chief

123 OME analysis of Police Earnings Census data, Home Office. Assistant chief constable includes commanders from the
Metropolitan Police Service (MPS) and City of London Police (ColL); deputy chief constable includes deputy assistant
commissioners from the MPS and assistant commissioners from Col; chief constable includes assistant commissioners from
the MPS and the commissioner from the ColL.

124 These figures are based on 121 chief police officers within the Police Earnings Census for FYE 2023 who were not flagged
as having unusual circumstances within the year (such as having been promoted or temporarily promoted, changing
working hours, or having had some form of unpaid leave).

125 paid to police officers who joined the police service before 1 September 1994 who are entitled to some form of housing
related payment.

126 The nature of these are not specified within the Police Earnings Census.
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constables or equivalent who responded to the question on payment over base salary, 12 (43
per cent) were paid an additional 6-10 per cent, 1 was paid an additional 1-5 per cent and 15
(54 per cent) were not paid any additional salary.

7.85 The pay structure reforms do not affect pensions. The Home Office comments on the value of
the defined benefit Police Pension Scheme where members benefit from significant employer
contributions, of 31 per cent of basic pay, on top of their own contribution. With effect from 1
April 2024, this will increase to 35.3 per cent.

Pay over time

7.86 Similarly to other SSRB remit groups, over time, inflation has had a significant impact on pay.
The OME’s analysis suggests that there has been a 9 per cent fall in chief constables pay in
real terms (see figure 2.12) for a large force in the last 10 years.?’

7.87 Inthe 2023 Chief Officer Annual Pay Review Survey, 40 per cent of respondents stated that
the overall remuneration package encouraged them to leave.

Recruitment

7.88 According to the NPCC, half of police forces assess as “high” the risk of failure due to rapid
technology advances, greater public expectations, and skills gaps, compounded by
recruitment and retention challenges.

7.89 They emphasise that recruiting, retaining, and rewarding an increasingly technical and skilled
workforce will be important in a very competitive market.

7.90 According to the Police Workforce statistics,'? there were 23 promotions (measured by
headcount rather than FTE) to the CPO ranks during FYE 2023 (17 fewer than the previous
year).'?® There were also 44 police officers (measured by FTE) who joined a force as a chief
officer, up 7 from the previous year.!3°

7.91 There were 3.2 applicants for each chief constable role advertised with 2.7 candidates being
shortlisted. There were fewer applicants for both deputy chief constable and assistant chief
constable roles with 2.1 and 2 applicants per role advertised respectively. Once shortlisted,
there were just 1.6 applicants per deputy chief constable role and 1.8 for each assistant chief
constable. These are very similar figures to last year. Over the long term the number of
applicants per role for chief constable roles has increased slightly (from 2.9 on average
between 2011-15), while the number of applicants per role for deputy and assistant chiefs has
fallen (from 2.8 for both on average between 2011-15).13!

127 Based on salary at Greater Manchester Police Force.

128 police workforce statistics September 2023. These statistics are collected annually from forces by the Home Office:
https://www.gov.uk/government/collections/police-workforce-england-and-wales

123 promotions only cover police officers promoted within their force, not those promoted on transfer to a different force.
Not all forces have been able to supply promotion figures for all years, most notably the MPS did not supply data for FYE
2018 to 2020.

130 Data on joiners and leavers at chief police officer level need to be treated with caution as they include police officers
moving from a chief police officer role in one force to a chief police officer role in another, and there are limitations to the
joiners and promotions data. The joiner figures exclude promotions where the police officer has not changed force.

131 Joint survey of forces and police and crime commissioners (PCCs) covering 51 vacancies by CPOSA, NPCC and APCC.
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Figure 7.3: Applications to chief police officer posts, 2022-23
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Source: CPOSA written evidence.

Retention

7.92 During FYE 2023, 63 CPOs left their force (26 per cent of the number at the start of the
financial year), up from 52 (22 per cent) in FYE 2022. When transfers between forces are
excluded, there were 45 leavers in FYE 2023, an increase of 6 on FYE 2022.

Table 7.6: Chief police officer promotions (headcount), joiners and leavers (FTE), England and
Wales, FYE 2016 to 2023

2016 2017 2018 2019 2020 2021 2022 2023

Promotions (headcount) 19 23 30 28 25 21 40 23
Joiners 29 30 35 25 26 29 37 44
Leavers 51 46 44 47 32 41 52 63
Leavers exc transfers 41 31 38 39 21 29 39 45
Joiners 15% 14% 16% 12% 11% 12% 15% 19%
Leavers 26% 24% 21% 22% 15% 18% 22% 26%
Leavers exc transfers 21% 16% 18% 18% 10% 13% 17% 19%

Source: OME analysis of Police Workforce Statistics, Home Office.

Notes: Data on promotions are on a headcount basis and only cover police officers promoted within a force. Figures for
Dorset are only included from FYE 2017 onwards, and the figures for FYE 2018 — 2020 do not include the MPS.

Data on joiners exclude individuals promoted to chief police officer from within the same force but include those who move
from another chief police officer role in a different force. The figures generally represent an underestimate of the number
of police officers becoming chief officers in the given year.

Data on leavers also include individuals who move to another chief police officer role in a different force. The figures
therefore represent an overestimate of the number of chief police officer leavers in the given year.

The joiner rate is based on the strength at the end of the period, while the leaver rate is based on the strength at the start
of the period, in line with the methodology used in the Home Office Police Workforce Statistics.

7.93 Excluding the MPS, 104 chief police officers left between April 2020 and November 2023, set
against a current establishment of 207. Three-quarters of chief constables and half of deputy
chief constables left policing in this period.

7.94 The majority of CPOs who leave the police service take normal retirement (figure 7.4). The
number of officers voluntarily resigning in FYE 2023 was seven FTE, the same as in FYE 2019
but higher than the intervening years.
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Figure 7.4: Chief police officer outflow (FTE), by leaver type, England and Wales, 2007 to 2023
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Source: OME analysis of the March 2023 Police Workforce Statistics, Home Office.
Note: Data is from 31 March of each year. The ‘other’ category includes deaths, dismissals, and medical retirement.

7.95 The NPCC argues that the largely linear and time-served culture, where entry to senior levels
is limited outside of internal progression, sees officers promoted to chief officer level on
average with over 25 years’ service. While resignation across higher ranks remains low (16 per
cent of leavers),' retirement drives a high turnover at chief officer ranks and reduces tenure.

7.96 Due to historic pension arrangements, police officers usually retire at 30 years’ service. Over
half (13 out of 20) of chief officers promoted in 2022-23 (excluding the MPS) had more than
25 years’ service. This is in line with just under half (48 per cent) of existing chief police
officers due to achieve 30 years’ service within five years.

Figure 7.5: Number of chief police officers retiring by type of retirement, 2020-21 to 2023-24
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Source: NPCC written evidence.

132 OME analysis of the March 2023 Police Workforce Statistics, Home Office. Calculated using FTE, excluding those who
transferred to other forces.
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7.97 CPOSA agreed that time in role may be limited according to retirement plans. Some 43 per
cent of members surveyed declared their expected date of retirement was within three years,
increasing to 71 per cent within five years.

7.98 According to the NPCC, as of March 2023, a quarter of chief constables (16 of the 42,
excluding the MPS) had less than one year’s experience in the rank.

Figure 7.6: Chief police officers by length of service in rank, England and Wales, at 31 March 2023
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Source: NPCC written evidence.

7.99 CPOSA highlighted the inexperience of chief officers both overall and by rank. A total of 55 per
cent of all chief officers they surveyed had less than five years completed service. Some 60 per
cent of all chief constables had less than three years’ experience at that rank, this increased to
68 per cent for deputy chief constables and 66 per cent for assistant chief constables.

Figure 7.7: Number of years completed in the rank (by rank), 2023
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Source: CPOSA written evidence.
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Figure 7.8: Length of service of promotees by rank and sex, in the year to 31 March 2023
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Source: NPCC written evidence.

Morale

7.100 Satisfaction with base salary fell to 36 per cent in 2023.13% CPOSA said this was a significant
drop since 2017, when satisfaction was 69 per cent.

Figure 7.9: Chief police officer satisfaction with base salary over time, 2017 to 2023
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Source: Chief Officer Annual Pay Review Survey data, provided by CPOSA.

7.101 Comments from Chief Officer Annual Pay Review Survey participants varied, but several
compared their salary to their perceived job difficulty: “It's a reasonable salary but | struggle
to link it to the levels of responsibility, scrutiny, the numbers of staff and officers for which |
am responsible, and the amount of time | spend working, when | compare against other public

133 Proportion of respondents responding “satisfied” or “very satisfied” to the question “how satisfied are you with your
current base salary”. Chief Officer Annual Pay Review Survey data, provided by CPOSA.
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7.102

servants such as Chief Fire Officers or senior managers in County/District councils. On those
comparators, | think we are under-valued.”

Other survey findings which CPOSA highlighted include:

29 per cent of survey respondents were either very satisfied or satisfied with their
pension benefits, a decline of 7 per cent from last year. Satisfaction with pension benefits
has declined since 2017.

The proportion of chief officers satisfied with the overall package has been falling since
2020, from 60 to 35 per cent.!3*

Chief officer motivation to do a good job, scored on a scale from 1 to 10, has declined
from 97 per cent of survey respondents scoring 8,9 or 10 in 2021 to 89 per cent in 2023.

31 per cent of respondents were satisfied or very satisfied with their working hours, down
from 51 per cent in 2021.

7.103 The NPCC provided the following summary of the Chief Officer Annual Pay Review Survey
results:

7.104

Diversity

Good motivation across the chief officers.

High levels of discretionary effort, chief officers taking limited annual leave and accruing
rest days.

Location remains a factor in progression decisions — living away from home/relocation.

Pensions and financial considerations are a consideration for retirement.

Discussion groups frequently highlighted the extremely high responsibility, stress and
reputational risk chief police officers face, increasing with rank.

7.105 Chief police officer diversity figures'®® (see figure 7.14) show that, in March 2023:

71 CPOs were female, 5 fewer than a year earlier.

The proportion of female CPOs (30 per cent) was 5 percentage points lower than the
female proportion of all officers.

The proportion of CPOs who are female fell in the latest year, the second consecutive
annual decrease.

Four out of 43 police forces in England and Wales had no female chief officers, unchanged
from a year earlier.

There were 11 ethnic minority CPOs, 4 fewer than a year earlier.

134 proportion of survey respondents responding “satisfied” or “very satisfied” to the question “Taking account of your base
pay, plus pension, plus other benefits described above, how satisfied are you with your overall remuneration package?”.
Chief Officer Annual Pay Review Survey data, provided by CPOSA.

135 OME analysis of Police Workforce Statistics, March 2023. Figures are based on FTE and exclude those who did not
provide the relevant data.
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e Ethnic minority CPOs represented 5 per cent of those who stated their ethnicity, 2
percentage points lower than a year earlier and 3 percentage points lower than the
proportion for all officers.

Figure 7.10: Percentage of female and ethnic minority police officers (FTE), England and Wales,
2007 to 2023
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Source: OME analysis of Police Earnings Census data.

7.106 The NPCC provides evidence on the continuing underrepresentation of women and ethnic
minorities in the police overall, and especially at chief officer ranks. They describe
programmes in place to increase diversity in higher ranks, as well as the high representation
of women and minorities in leadership programmes. However, they do not offer evidence on
the success of these programmes.

Northern Ireland

Evidence

7.107 We received written and oral evidence from the Northern Ireland Department of Justice and
Department of Finance, the Northern Ireland Policing Board (NIPB), and CPOSA Northern
Ireland. We are grateful to them.

The remit group

7.108 There is a single police force covering all Northern Ireland. It has six posts in this remit group.
As of May 2024, the deputy chief constable role and one assistant chief constable role were
filled by temporary promotion, and two assistant roles were filled with acting assistant chiefs.
In the last year, an interim and then permanent chief constable was recruited.

Recruitment and retention

7.109 In oral evidence, we were told that recruitment of a substantive deputy chief constable is to
take place later this year and recruitment of substantive assistant chief constables will follow
that appointment.
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7.110 The Police Service Northern Ireland (PSNI) has more than enough officers who have
completed or are undertaking the Executive Leadership Programme to fill these posts in due
course.

7.111 Some officers leave the PSNI for senior roles elsewhere in the UK, particularly Scotland and
the Republic of Ireland where pay is higher.

Morale

7.112 All who gave evidence noted the professional commitment of these leaders but expressed
concern about the negative impact on their morale of resourcing pressures and recent critical
incidents:

e Budgets are stretched. The Minister told us that policing accounts for 64 per cent of her
department’s budget. There are pressures of over £400m on the departmental budget.

e Police officer numbers are at their lowest level ever, below 6,500 against a complement
of around 7,500 to 8,000. On any given day, up to 10 per cent of officers are absent due
to sickness.

e Dealing with misconduct cases places an additional burden on these chief officers.

e (ritical incidents last year which, partly through their impact on their officers, may have

put more strain on chief police officer morale, include the shooting of an off-duty officer
and a major data breach.
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Appendix A

List of those who gave evidence and information to the SSRB

General

HM Treasury

The senior civil service

Minister for the Cabinet Office

Chief Operating Officer for the Civil Service and Permanent Secretary for the Cabinet Office
Government Chief People Officer

Cabinet Office

First Civil Service Commissioner

Civil Service Commission

FDA and Prospect

Senior civil service discussion groups

Senior officers of the Armed Forces
Minister for Defence People and Families
Chief of the Defence Staff

Chief of Defence People

Ministry of Defence

Senior military discussion groups

Feeder group discussions

The judiciary

Lord Chancellor and Secretary of State for Justice
Ministry of Justice

Lady Chief Justice of England and Wales

Senior President of Tribunals

Master of the Rolls

Judicial Office

Chair of the Judicial Appointments Commission
Judicial Appointments Commission

Lord President of the Court of Session

Judicial Office for Scotland

Scottish Courts and Tribunals Service

Judicial Appointments Board for Scotland

Lady Chief Justice of Northern Ireland

Northern Ireland Judicial Office
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Northern Ireland Courts and Tribunal Service

Northern Ireland Judicial Appointments Commission

Association of High Court Masters and Insolvency and Companies Court Judges
Association of His Majesty’s District Judges

Association of His Majesty’s District Judges (Northern Ireland)
Council of Appeal Tribunal Judges

Council of County Court Judges (Northern Ireland)

Council of District Judges (Magistrates Court) (Northern Ireland)
Council of Employment Judges

Council of His Majesty's Circuit Judges

Council of Immigration Judges

Council of Upper Tribunal Judges

High Court Judges Association

National Council of His Majesty’s District Judges (Magistrates Court)
President of Appeal Tribunals (Northern Ireland)

Presidents of First-Instance Tribunals Forum

Sheriffs and Summary Sheriffs’ Association

Society of Masters of the Court of Judicature (Northern Ireland)

Senior leaders in the NHS

Minister of State for Health

Department of Health and Social Care

NHS England

NHS Providers

Managers in Partnership

British Medical Association

Executive and Senior Managers discussion group

Very Senior Managers discussion group

Chief Police Officers

Minister of State for Crime, Policing & Fire
Association of Police and Crime Commissioners
Chief Police Officers Staff Association

National Police Chiefs Council

Northern Ireland Minister for Justice

Northern Ireland Policing Board
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Appendix B

Website references for publications

This SSRB Report can be found at:
https://www.gov.uk/government/organisations/review-body-on-senior-salaries

Evidence submitted to the Pay Review Bodies by HM Treasury:
https://www.gov.uk/government/publications/economic-evidence-to-the-pay-review-bodies-
february-2024

Evidence submitted to the SSRB by the Cabinet Office:
https://www.gov.uk/government/publications/government-evidence-to-the-senior-salaries-review-
body-on-the-pay-of-the-senior-civil-service

Evidence submitted to the SSRB by the Department of Health and Social Care:
https://www.gov.uk/government/publications/dhsc-evidence-for-the-ssrb-pay-round-2024-to-2025

Evidence submitted to the SSRB by the Home Office:
https://www.gov.uk/government/publications/home-office-evidence-to-the-senior-salaries-review-
body-2024-to-2025

Evidence submitted to the SSRB by the Ministry of Justice:
https://www.gov.uk/government/publications/ministry-of-justice-evidence-to-the-senior-salaries-
review-body-2024

Evidence submitted to the SSRB by FDA/Prospect:
https://www.fda.org.uk/nmsruntime/saveasdialog.aspx?lID=435&fileName=FDA_and_Prospect_evid
ence_to_the_SSRB_-_February_2024_Public.pdf

Evidence submitted to the SSRB by the National Police Chiefs Council:
https://news.npcc.police.uk/resources/25vrh-7fl4q-68wj0-k4ofb-dx873

Evidence submitted by Managers in Partnership:
https://www.miphealth.org.uk/home/news-campaigns/Reports/MiP-Senior-Salaries-Review-Body-
Evidence-2024.aspx

Evidence submitted to the SSRB by NHS Providers:

https://nhsproviders.org/resources/submissions/nhs-providers-submission-to-the-senior-salaries-
review-body-202425-pay-round
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Appendix C

Remit letter from the Minister of State for the Cabinet Office and Paymaster
General to the SSRB Chair: 20 December 2023

Rt Hon. John Glen MP

Minister for the Cabinet Office and Paymaster General
Cabinet Office 70 Whirehall London
SW1A 2AS

Pippa Lambert

Senior Salaries Review Body
3rd Floor, Windsor House
50 Victoria Street

London SW1H OTL

20 December 2023

Dear Pippa,
SENIOR SALARIES REVIEW BODY (SSRB) 2024/25 REMIT (SENIOR CIVIL SERVICE)

| am writing to confirm the SSRB’s remit in relation to the SCS during the upcoming pay round for
2024/25 and ask that the SSRB conducts its usual annual review process and make
recommendations to the Government on the pay of the SCS remit group from April 2024.

I would like to put on the record my appreciation of the SSRB’s work on the 2023/24 pay round.
The Government values the SSRB’s important role in providing independent and evidence-based
recommendations. | am grateful to you and your colleagues for this invaluable work.

This year the Government evidence, which will be submitted in due course, will set out our
strategic priorities for the SCS workforce, including in relation to pay.

In 2023-24, the PRBs recommended historically high pay awards for their respective workforces in
light of the extraordinary macroeconomic context. Accepting these recommendations, whilst not
increasing borrowing, required tough decisions. It is vital that the PRBs consider the historic nature
of the 2023-24 awards and the Government’s affordability position that will be set out further in
written evidence.

As confirmed in recent years’ Government evidence to the SSRB, employees of the Government
Commercial Organisation (GCO) who are members of the SCS or are SCS equivalents fall within
the remit of the SSRB, and information about this group as well as proposals on their
remuneration, subject to the recommendations of the GCO Remuneration Committee, will be
shared with the SSRB this year.

Any specific proposals for the Permanent Secretary group will also be shared with the SSRB.
Where any recommendations by the SSRB are made in relation to this group, these will be
additionally considered by the Permanent Secretary Remuneration Committee alongside our
standard processes.

| very much value the independent advice of the SSRB and look forward to receiving your
recommendations for the SCS in due course. | wrote to you yesterday setting out my expectation
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that current SSRE vacancies would he filled at the earliest opportunity and the steps | have taken
to ensure this is the case. | would like to take this opportunity to repeat those points, and assure

you that my officials will continue to work at pace - including over the Christmas period - to ensure
that there are no further delays in that regard.

| very much value the independent advice of the SSRE and look forward to receiving your
recommendations for the SCS in due course

Yours sincerely,

I PGl

RT HON. JOHN GLEN MP
MINISTER FOR THE CABINET OFFICE
HM PAYMASTER GENERAL
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Appendix D

Remit letter from the Lord Chancellor and Secretary of State for Justice to the
SSRB Chair: 20 December 2023

@ The Right Honourable

Ministry Alex Chalk KC MP
> Lord Chancellor & Secretary of
of Justice State for Justice

Ms Pippa Lambert
Interim Chair, Senior Salaries Review Body

3 Floor, Windsor House
50 Victoria Street

London
SW1H OTL 20 December 2023

ModJ ref: 111240

Dear Pippa,
JUDICIAL PAY REVIEW 2024/25

| am pleased to write to you to formally commission the SSRB to undertake the 2024/25 annual review of
pay for all salaried judicial office holders. This letter sets out the details of that commission.

Context for 2024/25

The judiciary play a unique constitutional role in upholding the rule of law, which is central to the delivery
of justice. Recruiting and retaining the best professionals for judicial office is key to the effective running of
our courts and tribunals and maintaining the excellent reputation of our world-class justice system. Pay
awards must strike a careful balance — recognising the vital importance of the judiciary to our justice
system, whilst delivering value for the taxpayer, not increasing the country’s debt further, and being in line
with the Government's target to reduce inflation. Last year, the SSRB recommended a pay award of 7%
which was over and above the figure proposed by my department as sustainable and affordable. After
careful consideration, | accepted this recommendation in full, requiring reprioritisation of funds from wider
investment in the justice system. | did so in recognition of the exceptional economic circumstances and
increases of this scale will not be affordable or sustainable in the coming year.

We are due to have a Major Review of the Judicial Salary Structure, which usually takes place every 5
years. Since the last Major Review in 2018 we have delivered on our commitment to major pension
reforms with the successful introduction of the new judicial pension scheme. The MoJ is working to
understand the impact of these changes, as well as the 7% pay award delivered for the year 23/24. | am
committed to commissioning the Major Review when recruitment for a new judicial lead and permanent
chair of the SSRB concludes.

| have seen your letter dated 13 November 2023 regarding your concern about delays to member
recruitment and its impact on the SSRB's ability to undertake this year's annual review. | can assure you
that the robust and independent advice given by the SSRB to the Government is highly valued and that |
attach considerable importance to the expert and independent judgement of the SSRB. My officials will
continue to work closely with the Cabinet Office and the Office for Manpower Economics to facilitate an
effective pay round.

T 020 3334 3555 E https://contact-moj.dsd.io/ 102 Petty France
F 0870 761 7753 www._gov.uk/moj London
SW1H 9AJ

137



Detailed remit

In 2023-24, the PRBs recommended historically high pay awards for their respective workforces in light of
the extraordinary macroeconomic context. Accepting these recommendations, whilst not increasing
borrowing, required tough decisions. It is vital that the PRBs consider the historic nature of the 2023-24
awards and the Government’s affordability position that will be set out further in written evidence.

| would like the SSRB to make recommendations to the Government on the 2024/25 annual pay award for
all judicial office holders for whom | set the rate of remuneration. This should take account of evidence
which my Department will provide, including the affordability of any award and evidence on recruitment,
retention and diversity of judges. The SSRB should also consider the role of the upcoming Major Review
in enacting wider structural reform.

| ask that you submit your report by the end of May 2024.

Yours sincerely,
OAWW _

RT HON ALEX CHALK KC MP

LORD CHANCELLOR AND SECRETARY OF STATE FOR JUSTICE
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Appendix E

Remit letter from the Secretary of State for Health and Social Care to the SSRB
Chair: 21 December 2023

@ From the Rt Hon Victoria Atkins MP
Secretary of State for Health and Social Care

Department
Of Health & 39 V/ctor/ez ;)S';Zeoe;
Social Care SW1HOEU
020 7210 4850

Pippa Lambert
Chair, Senior Salaries Review Body
Office of Manpower Economics
Level 3, Windsor House
50 Victoria Street
London
SW1H OTL
21 December 2023

Dear Ms Lambert,

| would firstly like to offer my thanks for the Senior Salaries Review Body's (SSRB)
valuable work over the past year on the 2023-2024 report. The Government appreciates
the independent, expert advice and valuable contribution that the SSRB makes.

| write to you now to formally commence the 2024-2025 pay round and ask that the SSRB
conducts its annual review process for the Very Senior Manager and Executive Senior
Manager remit groups, making recommendations to the Government on any uplift and how
it should be applied from April 2024. We are asking you to provide recommendations in
line with your terms of reference and would welcome your report in May 2024.

In 2023-24, the PRBs recommended historically high pay awards for their respective
workforces in light of the extraordinary macroeconomic context. Accepting these
recommendations, whilst not increasing borrowing, required tough decisions. It is vital that
the PRBs consider the historic nature of the 2023-24 awards and the Government's
affordability position that will be set out further in written evidence.

The evidence that my department, HM Treasury and NHS England will provide in the
coming months, will support you in your consideration of these factors.

| would like to thank you again for yours’ and the Review Body's invaluable contribution to
the pay round and look forward to receiving your report for 2024-2025 in due course.
Yours ever,

RT HON VICTORIA ATKINS MP

139



140



Appendix F

Remit letter from the Home Secretary to the SSRB Chair: 20 December 2023

Home Secretary

Home Office
2 Marsham Street

London SW1P 4DF

www.gov.uk/home-office

Pippa Lambert

Acting Chair

Senior Salaries Review Body
Windsor House

50 Victoria Street

London

SW1H OTL

20 December 2023
Dear Pippa

SENIOR SALARIES REVIEW BODY REMIT 2024/26 — CHIEF POLICE OFFICERS

| am pleased to write to you to formally commence the 2024/25 pay round and ask for the
Senior Salaries Review Body (SSRB) to make recommendations on how to apply the pay
award for the chief police officer ranks.

| am aware that the Police Remuneration Review Body has considered chief police officer
pay since the 2018/19 pay round. My officials stand ready to provide any information
required to support the transition of the chief police officer remit back to the SSRB.

In 2023/24, the Pay Review Bodies recommended historically high pay awards for their
respective workforces in light of the extraordinary macroeconomic context. Accepting
these recommendations, whilst not increasing borrowing, required tough decisions. It is
vital that the Pay Review Bodies consider the historic nature of the 2023/24 awards and
the Government'’s affordability position that will be set out further in written evidence.

Thank you for your hard work in this important area. | look forward to receiving your report
in May 2024.

Rt Hon James Cleverly MP
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Appendix G

Existing salaries for the SSRB remit groups

Senior civil servants, 1 April 2023

Pay band Pay range
1 £75,000 - £117,800
1A? £75,000 - £128,900
2 £97,000 - £162,500
3 £127,000 - £208,100
Permanent Secretary £152,000 — £200,000

1 Closed grade.
Source: Cabinet Office.

Senior officers in the Armed Forces, 1 April 2023

Increment level

Rank 1 2 3 4 5 6
2-star £134,475 £137,104 £139,786 £142,521 £145,310 -
3-star £160,984 £168,882 £175,516 £180,690 £186,021 -
4-star £201,294 £206,326 £211,485 £216,772 £221,108 £225,530
CDS £290,002 £295,802 £301,718 £307,753 - -

Notes: Figures are rounded to the nearest pound.

For 2-star and 3-star officers, the values include X-Factor applied at the rate of £3,057. This is equivalent to 25 per cent of
the cash value of X-Factor at the top of the OF4 pay scale. Last year, increment level 6 was removed at 2-star and 3-star.
Source: Ministry of Defence.
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England and Wales salaried court judiciary, 1 April 2023

Office held Salary group Salary Number
Lord Chief Justice 1 £294,821 1
Master of the Rolls 1.1 £263,256 1
President of the King’s Bench Division 2 £254,274 1
President of the Family Division 2 £254,274 1
Chancellor of the High Court 2 £254,274 1
Senior President of Tribunals 2 £254,274 1
Court of Appeal Judge 3 £241,796 37
High Court Judge 4 £212,351 107
Judge Advocate General (Senior Circuit Judge) 5 £170,304 1
Specialist Circuit Judge 5 £170,304 24
Senior Circuit Judge 5 £170,304 38
Circuit Judge, Central Criminal Court 5 £170,304 10
Common Serjeant 5 £170,304 1
Recorder of London 5 £170,304 1
Senior District Judge (Chief Magistrate) 5 £170,304 1
Chief Master 5.1 £164,015 1
Senior Master 5.1 £164,015 1
Chief Insolvency and Companies Court Judge 5.1 £164,015 1
Senior Cost Judge 5.1 £164,015 1
Registrar 5.2 £157,705 1
Masters 5.2 £157,705 14
Insolvency and Companies Court Judges 5.2 £157,705 6
Costs Judge 5.2 £157,705 6
Circuit Judge 5.2 £157,705 589
Senior Judge of The Court of Protection 5.2 £157,705 1
Deputy Senior District Judge (Chief Magistrate) 5.2 £157,705

Assistant Judge Advocate General 7 £126,514 5
District Judge 7 £126,514 437
District Judge (Magistrates Court) 7 £126,514 136

Source: Ministry of Justice.
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England and Wales salaried tribunals judiciary and reserved Scotland and Northern Ireland

tribunals judiciary, 1 April 2023

Office held

Upper Tribunal Immigration and Asylum Chamber
President

Upper Tribunal Tax and Chancery Chamber President
Employment Appeal Tribunal Circuit Judge

Upper Tribunal Lands Chamber President
Employment Tribunal — England and Wales President
Employment Tribunal — Scotland President

First-Tier General Regulatory Chamber President

First-Tier Health Education and Social Care Chamber
President

First-Tier Immigration and Asylum Chamber President
First-Tier Property Chamber President

First-Tier Social Entitlement Chamber President
First-Tier Tax Chamber President

First-Tier War Pensions and Armed Forces Compensation

Chamber President

Upper Tribunal Immigration and Asylum Chamber Vice
President

First-Tier Health Education and Social Care Deputy
Chamber President

First-Tier Immigration and Asylum Chamber Deputy
President

Upper Tribunal Administrative Appeals Chamber Judge
Upper Tribunal Immigration and Asylum Chamber Judge
Upper Tribunal Lands Chamber Judge

Upper Tribunal Tax and Chancery Chamber Judge

Employment Tribunal — England and Wales Regional
Employment Judge

Employment Tribunal — Scotland Vice President

First-Tier Immigration and Asylum Chamber Regional Judge

First-Tier Property Chamber Regional Judge

First-Tier Social Entitlement Chamber Regional Judge
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England and Wales salaried tribunals judiciary and reserved Scotland and Northern Ireland
tribunals judiciary, 1 April 2023

Employment Appeal Tribunal Judge 7 £126,514 1
Employment Tribunal — England and Wales Employment 7 £126,514 135
Judge

Employment Tribunal — Scotland Employment Judge 7 £126,514 12
First-Tier General Regulatory Chamber Judge 7 £126,514 2
First-Tier Health Education and Social Care Chamber 7 £126,514 38
Judge

First-Tier Immigration and Asylum Chamber Judge 7 £126,514 83
First-Tier Property Chamber Deputy Region Judge 7 £126,514 3
First-Tier Property Chamber Deputy Regional Valuer 7 £126,514 5
First-Tier Property Chamber Judge 7 £126,514 8
First-Tier Social Entitlement Chamber Judge 7 £126,514 109
First-Tier Tax Chamber Judge 7 £126,514 9
First-Tier War Pensions and Armed Forces Compensation 7 £126,514 2
Chamber Judge

Source: Ministry of Justice.

Scotland salaried judiciary, 1 April 2023

Salaried judiciary Salary group Salary Number
Lord President 1.1 £263,256 1
Lord Justice Clerk 2 £254,274 1
President of the Scottish Tribunals (Inner House Senator) 3 £241,796 1
Inner House 3 £241,796 8
Outer House 4 £212,351 22
Chairman of the Land Court 5 £170,304 1
Sheriffs Principal 5 £170,304 6
Sheriffs 5.2 £157,705 127
Deputy Chairman of the Scottish Land Court 5.2 £157,705 1
Legal Member of the Lands Tribunal for Scotland 5.2 £157,705 1
Members of the Lands Tribunal for Scotland 6 £148,472 2
Summary Sheriffs 7 £126,514 29
Members of the Scottish Land Court 8 £100,531 3

Source: Judicial Office Scotland.
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Northern Ireland salaried judiciary, 1 April 2023

Office held

Lady Chief Justice

Lord/Lady Justices of Appeal
Puisne Judge of the High Court
Recorder of Belfast

Chief Social Security Commissioner and Child Support
Commissioner

Social Security and Child Support Commissioner

Member, Lands Tribunal

County Court Judge

President Appeals Tribunal

President, Industrial Tribunals and Fair Employment Tribunal
President, Lands Tribunal*

Masters of the Court of Judicature

Presiding Master of the Court of Judicature*

Vice-President, Industrial Tribunals and Fair Employment
Tribunal*

Presiding District Judge (Magistrates Court)*

Presiding District Judge

District Judge

District Judge (Magistrates Court)
Presiding Coroner

Coroner

Full-time Salaried Legal Member of the Appeal Tribunals
(Chair)

Employment Judge

Source: Northern Ireland Courts and Tribunals Service.
*Note that some judges hold multiple posts.

Note: The Recorder of Belfast is paid 108% of the standard group 5 salary.

Executive and Senior Managers, 2016 framework

Grade Minimum £pa
1 100,000
2 131,301
3 161,601
4 191,901

Source: Department of Health and Social Care.
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Salary group
1.1
3

4
5
5

5.1
5.1
5.2
5.2
5.2
5.2
5.2
5.2

N NN NN

Operational
maximum £pa

113,625
146,450
176,750
207,050

Salary
£263,256
£241,796
£212,351
£183,928
£170,304

£164,015
£164,015
£157,705
£157,705
£157,705
£157,705
£157,705
£157,705
£148,472

£148,472

£126,514
£126,514
£126,514
£126,514
£126,514
£126,514

£126,514

Number
1

3

11

18

R RN R R R

Exception zone
maximum £pa

131,300
161,600
191,900
222,200



Very Senior Managers, 2019 framework

Lower Upper
Job role quartile fpa Median £pa  quartile £pa
Small acute NHS trusts and NHS foundation trusts (up to £200 million turnover)
Director of corporate affairs/governance 75,000 87,500 92,500
Director of estates and facilities 86,000 89,000 105,000
Director of strategy/planning 95,000 105,000 118,500
Director of workforce 97,000 105,500 114,000
Director of nursing/chief nursing officer 106,500 111,000 120,000
Chief operating officer 107,500 111,500 115,500
Deputy chief executive 115,500 116,000 117,000
Director of finance/chief finance officer 118,000 125,000 132,000
Medical director/chief medical officer 155,000 166,500 184,000
Chief executive 150,000 158,000 168,000
Medium acute NHS trusts and NHS foundation trusts (£200 million to £400 million turnover)
Director of corporate affairs/governance 93,000 102,500 106,500
Director of estates and facilities 102,000 104,500 109,000
Director of strategy/planning 102,000 112,500 122,000
Director of workforce 104,000 113,000 122,000
Director of nursing/chief nursing officer 112,500 120,000 126,000
Chief operating officer 119,000 127,500 133,500
Director of finance/chief finance officer 127,500 135,000 144,500
Deputy chief executive 131,000 140,000 157,000
Medical director/chief medical officer 172,000 185,000 199,500
Chief executive 176,000 186,500 202,500
Large acute NHS trusts and NHS foundation trusts (£400 million to £500 million turnover)
Director of corporate affairs/governance 97,000 105,000 111,500
Director of strategy/planning 107,000 124,500 126,000
Director of estates and facilities 110,000 111,000 117,000
Director of workforce 117,000 123,500 130,000
Director of nursing/chief nursing officer 122,500 128,500 134,500
Chief operating officer 126,000 131,000 145,000
Director of finance/chief finance officer 138,000 144,000 147,500
Deputy chief executive 142,500 154,500 186,000
Medical director/chief medical officer 173,000 186,500 202,500
Chief executive 185,000 194,500 212,000
Extra-large acute NHS trusts and foundation trusts (£500 million to £750 million turnover)
Director of corporate affairs/governance 101,500 114,500 115,000
Director of estates and facilities 113,000 122,000 133,500
Director of strategy/planning 119,000 137,000 140,000
Director of workforce 128,500 130,000 150,000
Director of nursing/chief nursing officer 135,000 142,000 146,000
Chief operating officer 140,000 147,000 152,500
Director of finance/chief finance officer 146,500 158,000 180,000
Deputy chief executive 155,500 164,000 191,000
Medical director/chief medical officer 191,000 203,000 214,000
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Lower

Job role quartile fpa  Median £pa
Chief executive 197,500 219,500
Supra-large acute NHS trusts and NHS foundation trusts (£750 million plus turnover)

Director of corporate affairs/governance 113,000 117,500
Director of estates and facilities 129,500 137,000
Director of strategy/planning 135,000 144,000
Director of workforce 142,500 155,000
Chief operating officer 143,500 162,500
Director of nursing/chief nursing officer 150,000 163,500
Director of finance/chief finance officer 166,000 172,500
Medical director/chief medical officer 205,000 214,000
Deputy chief executive 185,500 188,000
Chief executive 236,000 250,000
Small mental health NHS trusts and NHS foundation trusts (up to £200 million turnover)
Director of strategy/planning 93,000 105,000
Director of workforce 96,500 102,000
Chief operating officer 102,500 107,000
Director of nursing/chief nursing officer 106,500 113,500
Director of finance/chief finance officer 115,000 124,000
Deputy chief executive 129,000 130,000
Medical director/chief medical officer 144,500 173,500
Chief executive 150,000 156,500
Medium NHS trusts and NHS foundation trusts (over £200 million turnover)

Director of estates and facilities 106,500 114,500
Director of workforce 109,500 114,500
Director of nursing/chief nursing officer 117,000 125,500
Chief operating officer 118,000 123,500
Director of finance/chief finance officer 129,500 138,000
Medical director/chief medical officer 155,000 177,000
Deputy chief executive 141,000 143,000
Chief executive 167,000 180,500
Ambulance NHS trusts and NHS foundation trusts

Director of estates and facilities 107,000 107,500
Director of workforce 110,000 111,000
Director of nursing/chief nursing officer 110,000 111,000
Chief operating officer 112,000 121,000
Medical director/chief medical officer 116,000 128,000
Director of finance/chief finance officer 120,000 124,000
Chief executive 151,000 164,000
Community NHS trusts and NHS foundation trusts

Director of estates and facilities 89,500 94,000
Director of workforce 98,000 108,000
Director of nursing/chief nursing officer 98,000 109,000
Chief operating officer 105,000 114,000
Director of finance/chief finance officer 114,000 120,000
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Upper
quartile £pa

237,500

134,000
146,500
152,500
165,500
174,500
168,000
190,500
233,500
195,500
265,000

112,000
113,000
116,500
121,000
130,000
131,000
184,500
173,500

135,500
120,000
135,000
137,500
147,500
189,000
144,000
188,500

119,000
112,000
114,000
122,000
136,000
132,000
188,000

97,500
117,000
114,000
117,000
125,000



Job role

Deputy chief executive

Medical director/chief medical officer
Chief executive

Source: Department of Health and Social Care.

Lower
quartile £pa

116,000
127,000
145,000

Upper

Median £pa  quartile £pa
127,000 127,500
134,500 140,000
155,000 167,000

Note: Figures for medical director/chief medical officer do not include clinical excellence awards.

ICB chief executives, 1 April 2022

Grade (weighted Minimum £pa
population)

A (<1 million) 175,000
B (1-1.5 million) 190,000
C (1.5-2 million) 220,000
D (> 2 million) 250,000

Source: Department of Health and Social Care.

ICB executives, 1 April 2022

Job role

Other board executive
Chief nursing officer
Chief medical officer

Chief finance officer

Source: Department of Health and Social Care.

Operational max/
midpoint £pa
197,500

212,500

240,000

270,000

Groups Aand B
(24 organisations)

Minimum Operational
value maximum
fpa fpa

114,500 138,750
123,500 149,375
123,500 149,375
133,000 160,000
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Exception zone £pa

220,000
235,000
260,000
290,000

Groups Cand D
(18 organisations)

Minimum  Operational

value maximum
fpa fpa
121,000 158,000
143,000 170,000
143,000 170,000
154,000 182,000



Chief constables in England and Wales, 1 September 2023

Force
Weighting  Force Salary (£pa)
10.0 Greater Manchester, West Midlands 220,713
8.0 West Yorkshire 206,139
6.5 Thames Valley 195,207
6.0 Merseyside, Northumbria 191,553
55 Hampshire 187,908
5.0 Devon and Cornwall, Kent, Lancashire 184,272
4.5 Avon and Somerset, Essex, South Wales, South Yorkshire, Sussex 180,630
35 Nottinghamshire 173,340
3.0 Cheshire, Derbyshire, Hertfordshire, Humberside, Leicestershire, 169,698
Staffordshire, West Mercia
2.5 Norfolk, Surrey 166,047
2.0 Bedfordshire, Cambridgeshire, Cleveland 162,411
Dorset, Durham, Gwent, North Yorkshire, North Wales,
Northamptonshire, Suffolk, Wiltshire
1.5 Cumbria, Dyfed-Powys, Gloucestershire, Lincolnshire, Warwickshire 158,757

Note: A Police and Crime Commissioner may, on appointing a Chief Constable, set the Chief Constable’s salary at a rate up
to ten per cent above or below the rate for the post as set out in the table above.

Deputy chief constables in England and Wales, 1 September 2023

Force
Weighting  Force Salary (£pa)
10.0 Greater Manchester, West Midlands 169,698
8.0 West Yorkshire 165,318
6.5 Thames Valley 161,403
6.0 Merseyside, Northumbria 158,394
5.5 Hampshire 155,385
5.0 Devon and Cornwall, Kent, Lancashire 152,373
4.5 Avon and Somerset, Essex, South Wales, South Yorkshire, Sussex 149,376
35 Nottinghamshire 143,361
3.0 Cheshire, Derbyshire, Hertfordshire, Humberside, Leicestershire, 140,349
Staffordshire, West Mercia
2.5 Norfolk 137,346
2.0 Bedfordshire, Cambridgeshire, Cleveland, Dorset, Durham, Gwent, 134,340
North Yorkshire, North Wales, Northamptonshire, Suffolk, Wiltshire
1.5 Gloucestershire, Lincolnshire, Cumbria, Warwickshire, Dyfed-Powys 133,248

Chief police officers in London, 1 September 2023

Deputy Assistant Deputy Assistant
Commissioner (Epa) Commissioner (Epa) Commissioner (Epa) Commissioner (£pa)
Metropolitan 315,480 260,805 220,713 169,698
Police Service
City of London 195,942 - 161,973 -
Police
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Assistant chief constables and commanders in England and Wales, 1 September 2023

Pay point Salary (€pa)
1 115,026
2 122,307
3 129,600

Source: Home Office.

Chief police officers in Northern Ireland, 1 January 2024

Assistant Chief Constable Deputy Chief Constable Chief Constable (£pa)

(Epa) (£pa)
Salary minimum 107,502 179,019 219,894
Salary maximum 121,122 179,019 219,894

Source: Northern Ireland CPOSA written evidence.

Police and Crime Commissioners, 1 May 2022

Force PCC PFCC

fpa fpa
West Midlands 101,900 104,900
Avon & Somerset, Devon & Cornwall, Essex, Hampshire, Kent, 88,600 91,600

Lancashire, Merseyside, Northumbria, South Wales, South
Yorkshire, Sussex, Thames Valley

Cheshire, Derbyshire, Hertfordshire, Humberside, Leicestershire, 78,400 81,400
Nottinghamshire, Staffordshire, West Mercia

Bedfordshire, Cambridgeshire, Cleveland, Dorset, Durham, Gwent, 73,300 76,300
Norfolk, Northamptonshire, North Wales, North Yorkshire, Suffolk,
Surrey, Wiltshire

Cumbria, Dyfed-Powys, Gloucestershire, Lincolnshire, Warwickshire 68,200 71,200

Source: Home Office.

Note: Police, Crime and Fire Commissioners (PFCC) taking on responsibility for the governance of fire and rescue services
receive an additional consolidated award of £3,000.
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Appendix H

NATO rank codes and UK Service ranks — officers

NATO code UK Stars
OF-9? 4
OF-8! 3

OF-7! 2
OF-6
OF-5
OF-4

OF-3

OF-2
OF-1
OF(D)

1 These officers are in our remit group.
Source: Ministry of Defence.

Royal Navy
Admiral
Vice Admiral

Rear Admiral
Commodore
Captain

Commander

Lieutenant
Commander

Lieutenant
Sub-Lieutenant

Midshipman

Royal Marines
General

Lieutenant
General

Major General
Brigadier
Colonel

Lieutenant
Colonel

Major

Captain
Lieutenant
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Army

General

Lieutenant
General

Major General
Brigadier
Colonel

Lieutenant
Colonel

Major

Captain

Lieutenant

Royal Air Force

Air Chief Marshal
Air Marshal

Air Vice-Marshal
Air Commodore
Group Captain
Wing
Commander

Squadron Leader

Flight Lieutenant
Flying Officer

Officer Designate Officer Designate
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Appendix |

Glossary of terms and abbreviations

General

ASHE Annual Survey of Hours and Earnings
BoE Bank of England

CPI Consumer Prices Index

GDP Gross Domestic Product

OBR Office for Budget Responsibility
OME Office of Manpower Economics

ONS Office for National Statistics

PAYE Pay As You Earn

SSRB Senior Salaries Review Body

Senior civil service

FDA The union for managers and professionals in public service.
FTE Full-time equivalent

LGBO Lesbian, gay, bisexual and other

SCS Senior civil service/servants

Senior officers in the Armed Forces

AFCAS Armed Forces Continuous Attitude Survey
AFPRB Armed Forces’ Pay Review Body

AFPS Armed Forces Pension Scheme
AFPS15 Armed Forces Pension Scheme 2015
CDP Chief of Defence People

CDS Chief of the Defence Staff

CEA Continuity of Education Allowance
EED Engagement End Date

JPA Joint Personnel Administration

MoD Ministry of Defence

MODOs Medical Officers and Dental Officers
OF Officer

SAC Senior Appointments Committee

SFA Service Family Accommodation

SLA Single Living Accommodation

SOCR Senior Officer Compulsory Retirement
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X-Factor

Judiciary
JAC

KC

Mol

Senior health leaders

AfC
DHSC
ESM
ICB
NHS
NHSE
NHSP
MiP
VSM
Chief Police Officers
ColL
CPO
CPOSA
DoF
Dol
FYE
MPS
NIPB
NPCC
PCC
PRRB
PSNI

An addition to military pay that recognises the special conditions of service
experienced by members of the Armed Forces compared with civilian
employment.

Judicial Appointments Commission
King’s Counsel

Ministry of Justice

Agenda for Change

Department of Health and Social Care
Executive and Senior Manager
Integrated Care Board

National Health Service

NHS England

NHS Providers

Managers in Partnership

Very Senior Manager

City of London

Chief Police Officer

Chief Police Officers Staff Association
Department of Finance
Department of Justice

Financial Year Ending In
Metropolitan Police Service
Northern Ireland Policing Board
National Police Chiefs Council
Police and Crime Commissioner
Police Remuneration Review Body

Police Service of Northern Ireland
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