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Mr. YEUNG Ka-sing

Chairman

Task Force on Review of

Civil Setvice Pay Policy and System

c/o Joint Sectetatiat for the Advisory Bodies on Civil Service
and Judicial Salaries and Conditions of Service
Rm 701, 7/F, Tower II, Lippo Centre,
89 Queensway,
Hong Kong.

Dear Mr. YEUNG,

_ Task Force on Review of
Civil Service Pay Policy and System

In response to the Task Force’s Interim Report and Consultation Paper — Phase I
Study issued in April 2002, I attach the views of the Police Force Council Staff Associations,
namely the Superintendents’ Association, the Overseas Inspectors’ Association and the Junior
Police Officers’ Association for your consideration.

Yours sincerely,

for Police F@fe/(}btmc

c.c.
Chairman SPA
Chairman LIA
Chairman OTA
Chairman JPOA

Commussioner of Police Attn.: SSP SR
[e:\consultation\Pay Review\ Letter to Task Force.dog]
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ASSOCIATION ASSOCIATION ASSOCIATION ASSOCIATION
il A B EE G BNERNE ERRLEREY

326




SUPERINTENDENTS’ ASSOCIATION

OF THE
HONG KONG POLICE FORCE
POLICE HEADQUARTERS
ARSENAL STREET
OUR REF : (36) in SPA 13/3
YOUR REF
TELEPHONE : D
FAX bR
14 June 2002
Dear Sir,

Review of Civil Service Pay Policy and System

There has been wide consultation on this document. The ongoing discussion on the
2002 Pay adjustment has created a number of emotive responses to the whole issue of pay.

The review seeks to address the basic policy governing how Civil Servants are paid as
well as the procedures and mechanics of any evaluation of pay levels and future annual
adjustments. Members are clearly concerned that the Government will misuse any comments on
the policy aspect as tacit agreement that conditions of service may be altered.

Staff are quite willing to discuss and consider different methods of evaluating job
responsibilities, associated pay levels and methods of adjustments but do not wish to see any
deterioration in the protection of their current policy rights afforded by the employment laws on
this subject.

Policy

The concern is the apparent desire of the Hong Kong government to drastically reduce
salaries and allowances. This review may give the Government the opportunity to achieve this
through the assumption that if all staff agree in principle that the current policy needs to be
changed then they can proceed to dilute the Basic Law through legislation.

Prior to 1997 there was no mechanism to cut civil service pay. Fact - We have a
contract on pay and conditions of service with the Government that does not permit salary cuts.
Fact — in 2002 the Government is intending to legislate to get round these rights. Fact - we shall
then be on terms less favourable than before the change of sovereignty. Fact - this must breach
the Basic Law, (Articles 100 and 160).

(a) Article 100

“Public servants serving in all Hong Kong government departments, including
the police department, before the establishment of the Hong Kong Special
Administrative Region, may remain in employment and retain their seniority
with pay, allowances, benefits and conditions of service no less favorable than
before.”
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(b) Article 160

“Upon the establishment of the HKSAR, the laws previously in force in Hong
Kong shall be adopted as laws of the Region except for those which the
Standing Committee of the National Peoples Congress declares to be in
contravention of this law, they shall be amended or cease to have force in
accordance with the procedure as prescribed by this law.”

The Task Force conducting this review should recommend that all current legal
protection afforded to civil servants should be maintained. Additionally, any recommendation
from the Task Force that has any bearing on policy must be accompanied by a caveat that as policy,
further detailed consultation with staff is vital.

Procedures and Questions raised by the Task Force

The Task Force has built its initial findings for Phase I around a consultation document
prepared by ‘PWC Consulting’. The pay policy and procedures in five countries have been
examined. This consultative report is considered to be weak. There is a disproportionate section
on Singapore and there is no real analysis on procedures within the selected countries. The
majority of the information supplied is readily available on the internet and in Government
publications from those countries. This was a disappointment; in that the Task Force is now
relying on HK Civil Servants to propose the way forward instead of the other way round.

Based on the study of the five other countries, the Task Force proposed a number of
questions that address the various aspects of pay policy, job evaluation and pay adjustment
procedures. Comments on these are contained in the attached table, Annex ‘A’. They did not
propose any answers themselves and hopefully will correct this in Phase II. The Consultants
proposed a few questions of their own and these are addressed in Annex ‘B’.

The views expressed in response to each question are the majority view. The general
overview here is that disciplined services, particularly the Hong Kong Police Force cannot be
treated in the same manner as other Government Departments and that no real benchmarking with
other countries or professions can adequately address the job evaluation or pay levels for policé
officers.

It is felt that no definitive conclusions can be drawn until Phase II of the study is
completed. However, the Task Force needs to do a great deal more in studying the requirements
of the HKSAR rather than making general comparisons with other countries or simply packaging
the comments of staff. If Phase II is simply our own comments thrown back at us with
inappropriate conclusions that favour an already established Government master plan, then the end
result will be unacceptable to Civil Servants.

Yours faithfully,

E
TG
Superintendents’ Association of
the Hong Kong Police Force
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Annex A

Review of Civil Service Pay Police and System

Comments by Questions Raised

Questions Raised by the Government Task Force in Phase I

Item

Comment

Should there be a Major
overhaul of the Civil Service
Policy and System with more
emphasis on performance-pay,
clean wage policy and building
more flexibility for adjustment.

Yes 1n principle there should be. The employer rather
than the employee should indicate what the
adjustment should be and justify it.

It is appreciated that in HKSAR there may be
difficulties in absorbing or eliminating separate
allowances, but where possible the ‘clean’ wage idea
should be pursued, without any overall diminution of
the position of civil servants.

Should senior civil servants be
subject to a pay policy, which is
different from that of the
middle-ranking and junior ranks,
placing more risk/award factors
on the former?

In principle this could work, but with so many
Departments in the HKSAR this may be too complex
to achieve. Where could the line be drawn
demarcating this level of seniority? Divisiveness
would set in and undermine the image of a
“performance-orientated culture” in HK.

Perhaps this should only be considered for the very
top echelon of posts.

Should the disciplined services’
pay be treated differently from
the rest of the civil service?

As stated above and as stated by the ‘Rennie
Committee’ on Pay in 1988, the police force must be
treated totally separately from other disciplined
services and indeed the ordinary civil service.

It is abundantly clear that because of the job nature
and the fact that the Police Force is the first and last
line of resort for the Government, it must therefore be
considered a special case and the Police Pay Scale
should be maintained.

To protect the political neutrality of the police force it
should not only have a separate police pay scale but
also one that is decided by a totally independent pay
review mechanism. This is mentioned in the ‘interim
report’; and requires to be explored further.
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Questions Raised by the Government Task Force in Phase 1

Item

Comment

Should we adhere to the
principle of broad comparability
with the private sector and
continue to conduct regular pay
level, pay structure and pay trend
surveys to ensure that -civil
service pay remains competitive?

As has been stated on many occasions, in various
reports and deliberations it is extremely difficult to
equate civilian workers to those of the police service.
That stated some comparison and review mechanism
is required. It is suggested that the PTS be reviewed
and updated to allow it to responsive to fluctuations
in comparable pay policies that may impact the pay
of police officers.

Or should Government’s
affordability to pay be an
over-riding consideration in pay
adjustments?

Affordability should be a factor and this is directly
linked to the employer making the first offer rather
than the employees.

It should not be the over-riding factor. In particular
when it comes to questions over security, law and
order.

What features of the existing pay
policy and system should be
retained to ensure stability and
morale of the civil service.

As stated the police service should have its own pay
scale (PPS) and linked review mechanism.

Chapter Two of the ‘Interim Report’ outlines the
difficulties experienced in formulating the current
system, which appears to be based on concepts and
expectation rather than scientific/measurable data.

We need:
— An agrecment not 1o go outside the system;
~ Fair evaluations of grades/ranks;

— Benchmarking with the private sector to achieve
competitiveness;

— Legal guarantees

Should flexible pay ranges be
introduced into the Hong Kong
civil service to replace fixed pay
scales? If so, should they apply
only to senior civil servants or the
entire service, including both the
civilian grades and the disciplined
services?

This may work in the private scctor but it would be
very dangerous for the police service.

Favouritism, corruption and elitism must be avoided
and variable pay ranges for different units, formation
or officers of the same grade - doing slightly different
Jobs would result in serious conflicts. In any event
experience overseas suggests pay ranges are difficult
to manage, are divisive and do mnot bring
improvements in efficiency.
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Questions Raised by the Government Task Force in Phase I

Item

Comment

Is the existing pay adjustment
system still regarded as fair by
both civil servants and the public,
which they serve? Would
another mechanism serve this
purpose just as well, or better?

It is fair but slow. As it does not take immediate
effect the public does not see it as being fair. The
2001 pay rise was two years behind the private sector
slow down and the readjustment downwards in 2002
demonstrates that the system needs to be modified.

Is there merit for elements of
performance pay to be
incorporated into civil service
salaries?

Not many and perhaps only at the very senior levels.

The current increment system works well. Imposing
a disciplinary method to revert an individual to a

lower increment may be possible but would be

complex, time consuming and therefore not cost
effective.

Cash bonuses would be too different and dangerous
to control within the context of the police service.

Should team-based performance
rewards be used and, if so, to
which group (senior, middle,
lower or all levels) should they
apply and on what basis?

No - not within the police service

Should individual performance
rewards be introduced and, if
so, to which group (senior,
middle, lower or all levels)
should they apply and on what
basis?

No — again too dangerous in the police service.

Should consideration be given
to introducing decentralisation
of civil service pay
administration for a city like
Hong Kong?

Yes. For the police service, ICAC and Judiciary - all
of who are independent and have special roles in the
administration — they must have their pay, conditions
and policies on such - decided by independent and
accountable systems.

Only by so doing will the cornerstones of the ‘Rule
of Law’, their neutrality in politics and Hong Kong’s
integrity be protected by these bodies and therefore
allow a clean administration to survive.

Should some or all of the
current general/common grades
staff be departmentalised to
facilitate department-based
management?

No comment
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Questions Raised by the Government Task Force in Phase I

Item

Comment

If civil service pay
administration is to  be
decentralized, there may be a
rather long transition period.
How can the standard of service
and staff morale be maintained
during that period?

Decentralisation is already apparent for the Judiciary
(separate pay policy), ICAC (separate pay
considerations) and Police (separate PPS). For further
changes to be affected, they must be done over the
long term in a carefu] and reasonable manner.

In terms of simplification, is
there scope to amalgamate
existing grades within broader
occupational categories? s
there scope for having flatter
organizations with wider span
of management control and
fewer rank layers?

There is scope to amalgamate a number of the
civilian grades. :
A flatter organisation within the Police Force is

possible but the financial implications will require
further exploration,

Neither of these aspects is relevant to the

methodology of a Pay Review Mechanism.

Should a formal job evaluation
system be introduced and, if so,
should this be operated centrally
or at department level?

Formal evaluation in terms of a “performance
management system” to set the standards and criteria
should be in place for all posts.

Only the relevant Department is qualified to do this.

The Police Force has been developing core
responsibilities and behavioural indicators for each
rank group and for specific job types.

Again this helps with the quality of staff and helps
set the initial level of reward but is not relevant to
Pay mechanism methodology.

Reducing the weighting attached
to educational qualifications as
the primary determination of
rank or grade in favour of a
broader assessment of job
demands

The Police Force has been doing this for many
years.
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Annex B

Principal Observations from the Consultant
(PricewaterhouseCoopers)

Observation

Comment

Pay and grading reform cannot
and should not be implemented
in isolation from the broader
civil service reform agenda.

Agreed.

The pay structure is interlinked with concepts of
flattening the organisational structure,
amalgamating grades and reassessing the
performance management of each rank/grade.

This should not be confused with the methodology
of the pay assessment mechanism.

A trimmer civil service will be cheaper but it does
not mean that you pay them less, especially the
police service that is always open to corruption
creeping in on both an organisational and individual
basis.

A long-term view needs to be
taken.

Agreed.

However the Government’s, and particularly the
Financial Secretary’s, way of communicating
possible scenarios to the public and seeking
changes through legislation is destabilising the
whole process in that the long term view
developing is for the Government (the employer) to
have total control rather than a fair
employer/employee relationship.

Gaining buy-in and commitment
to change from key stakeholders
is critical

Agreed.

However, as above the Government continues to
engineer an unfair advantage for the employer.
Stakeholder’s views are requested but ignored.

A major investment of resources
is necessary to build the capacity
and commitment required to
implement major pay reforms

It only seeks to have the consultancy Company
involved in the ongoing development. We should
not be seeking such a long-term development
process.

The initial consultancy document is weak. It
contains general research that is available through
other documents and the internet. The
disproportional amount of material on Singapore is
clearly drawn from the large commitment that PWC
has there and does not help us to gain any
meaningful insights into the pay mechanisms used
in other countries.
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Principal Observations from the Consultant
(PricewaterhouseCoopers)

Observation

Comment

Making significant changes to
pay and grading arrangements,
within the context of wider
reform, inevitability involves
pain as well as gain.

Agreed.

We are prepared to go through the pain if there is
valuable gain to be achieved. In fact it can be
argued that with CS Reform, new recruitment
packages, VR and EPP we have done so already.

Again there is concern here that the whole process
is being undermined by Government to achieve an
unfair advantage for the employer.

The employee will suffer the pain and thc cmploycr
will receive the gain.

The overall image of Hong Kong will deteriorate in
the eyes of overseas investors if this continues.

934




Overseas Inspectors Association

Hong Kong Police Force
Office R
Mobile ]
Fax  EREERT
e-mail ¢ R o )i gov. hk
Wy :hoo.co.uk

Thursday, June 13, 2002

EO Police Force Council Staff Side Secrerary
(Attn. Mrs Jessica LEUNG)

Staff Relarions Group

Personnel Wing

Police Headquarters
Arsenal Street
Hong Kong

OIA Comments on
‘Interim Report on the

Review of Civil Service Pay Policy and Structure’

Please note the following comments on the “Interim Report on the Review of Civil
Service Pay Policy and Structure’ (Interim Report) from the Overseas Inspectors
Association for transmission to Force Management and the “Taskforce’ on Civil Service
Pay Policy and Structure. Also attached, as a matter of record, are some of the
consultation comments received by this Association from its members, (Refer Folio A).

2. We have also attached copies of communications transmitted by the Police Force
Council Staff Side to the administration regarding the this years’ pay adjustment by
legislation debacle, which we feel may have poisoned any reasonable and impartial debate
on the overall pay structure and policy regarding the Hong Kong Civil Service. (Refer

Folio B).

C:\FM-OPS\OIA\OIA-Consultaton on Iterim Report.rtf
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3. We feel that discussions on the best way forward for Police Pay Structure and Policy
must be based on the following already decided principles about the nature of the police
service and its responsibilities.

4. Please note that whilst these cover most of police responsibilities, they do not or
cannot cover all. They are not ranked in order of importance.

The police force must be apolitical.

The police force is endowed with the maintenance of ‘law and order’
throughout Hong Kong; as such it provides a stable environment for Hong
Kong’s success. -

Police officers of all ranks hold the office of constable and have enormous
control over the rights and freedoms of all individuals in Hong Kong (and
elsewhere) - it is therefore incumbent on all police officers to funcrion without
fear or favour, and with the very highest levels of integrity and responsibility.
Law, internal orders and a strict disciplinary code control the lives of police
officers.

The police force is the ‘agency of first and last resort’ providing a range of
irreplaceable services and support roles to the entire community of Hong Kong
and to others overseas.

The police force is unique in that it is not allowed to form trade unions nor
engage in unionist activity by law.

The police force operates in the following critical areas;

™ Round the clock ‘watch and ward’ duties throughout Hong Kong every
hour, every day and every year; and '

B Round the clock patrol of the HKSAR land and sea borders to protect the
integrity of the Territory by interdiction of illegal persons and goods
crossing into and out of Hong Kong; and

W An ever vigilant and highly trained anti-terrorist and internal security role;
and

W Investigation and detection of all types of criminal activity, and in
particular the combating of forever-changing crime patterns and threats;
and

B Immediate response to all types of serious crimes and incidents when
officers are charged by law to protect life and property, placing their life as
a secondary consideration along with the overall well being of their
families and relatives. and

W A ceremonial and prestige role as 2 modern and disciplined organization
representing Hong Kong at home as well as throughout the world.

C:\FM-OPS\OIA\OIA-Consuitaton on Iterim Report.rtf
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5. We further highlight that the future of the Force as regards pay structure and policy
must make complete reference to the findings of the 1988 (Rennie) Review Committee on
pay and conditions of service for the disciplined services. It was from the detailed and
extensive investigations and findings of the Rennie Report that the establishment of a
separate Police Pay Scale (PPS) was made to reflect the distinctive and special
responsibilities of the Hong Kong Police Force.

6. Indeed, the position of the police force vis-d-vis the Civil Service was cemented
earlier in 1957 when a policy memorandum issued by a Secretary of State made it plain
that; “the police should be treated and regarded as separate from the ordinary civil
service”. )

7. In the thirteen or so years since the PPS was established much has happened as
regards the overall role and function of the Hong Kong Police Force. The Force has
embraced wide-ranging changes to its culture, structure and composition to fully advance
our role and function to better serve the community. This led to the formation and
integration of the following new or enhanced police organisations;

® The setting up of “Service Quality Wing’ encompassing customer care,
complaints investigation, customer satisfaction surveys, internal surveys and
media services

® The formation of ‘Information Technology Branch’ to provide research,
acquisition of compurer, communications and information technology to
enhance the service the force provides both externally and within the
organisation.

® The formation of numerous dedicated crime investigation units such as the;

®  ‘Child Protection Policy Unit’ linked to dedicated criminal investigation
formations in all regional formations targeting child abuse and criminal
activity involving woman and children;

W  The formation of a ‘Computer Crime Section’ to combar the every more
sophisticated internet and computer related criminal acuvity rampant
throughout the world .

W The ‘Advanced Crime and Technology Unit’ to allow DNA profiling and
improved forensic evidence handling and application.

C:\FM-OPS\OIA\OIA-Consultaton on Iterim Report.rtf
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8. Linked to this have been profound changes to our service culture to better reflect
our crucial role in serving all people and sectors of the Hong Kong Communiry. In the
midst of these changes we have undergone major overhauls and restructuring to enhance
productivity and gain even more from the resources that we are allocated. In fact the
Hong Kong Police Force has been at the forefront of these sweeping enhancements to
service culture and fiscal accountability under the Enhanced Productivity Programme

(EPP).

9. In afast changing world the Force now boasts an impressively modern and forward
thinking raft of strategies and infrastructure to beter attain its primary function of
protecting and serving the people of Hong Kong, i
10. As mentioned in the “Interim Report” at page 19 under ‘Separate Arrangements for the
Disciplined Services’: -

“The general trend appears to be to provide separate pay arrangements for those
Disciplined Services equivalents where the right to strike or take industrial action has been
removed ... and where there is a perceived need to ensure that pay determination is
independent of Government and undue political interference”

11. We supplement this assertion by stating that the present debacle surrounding the ‘pay
adjustment by legislation” in 2002 is a clear example of police officers being drawn into the
political arena and being targeted for pay reductions. As a result they have been drawn into
political considerations that may impact upon their impartiality as officers of the law. The
police must be allowed to maintain their neutral political stance.

12. Under the Police Force Ordinance Cap. 232, Section 8, police officers are specifically
excluded from being allowed to form trade unions. This recognizes the distinctive nature of
the Police Force as regards its role and responsibilities. This is best illustrated in an extract
from a submission to the 1988 (Rennie) Review Committee on pay and conditions of
service for the disciplined services, which stated: -

“... The Police Force must be treated differently and separately from the rest of the

Civil Service in the manner by which the negotiation for and determination of its
pay and conditions of service are performed.”

[Paragraph 30.4 of Force submission to the Review Committee]
13, In addition to the distinct characteristics of Police work, one overriding principle
emphasized by the ‘Rennie Committee’ was the political neutrality of the Force, and in

particular the restrictions placed on officers against striking or becoming involved in
political activities.

C:\FM-OPS\OIA\OIA-Consultaton on Iterim Report. rtf
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14, We believe that the time is now here for the Police Service to be separated for the
‘ordinary civil service’ by more than just a ‘police pay scale’ but by the establishment of a
totally independent police pay review mechanism. This is alluded to in the Interim Report
and appears the only logical move forward if Hong Kong expects to improve and build on
the cornerstones of an apolitical police force upholding the rule of law.

15, The future structure must make reference to the following key requircments;

® Political neutrality of the force must be protected by a separate pay
structure and pay review mechanism;

® This pay review mechanism must include the ‘Police Force Council - Staff
Side’ and the those in fiscal control;

® Consultations and negotiations on pay, structure of pay and any changes to
allowances and related benefits between the Police Force and the
administration must be conducted in a dignified and confidential manner
away from the glare of media coverage to ensure that security and political
considerations are balanced. This will still require the scrutiny of the
Legislature in order to ensure proper accountability and control.

16. Lastly, in order to answer some of the questions raised by the ‘Interim Report” we
have additionally included a table briefly summarizing our feelings and comments on such
questions, most of which are already highlighted and emphasized above. (Refer Folio C).

Overseas Inspectors Association

Copied

Commissioner of Police

(Auention; Chief Superintendent of Police, Staff Relarions)
Hong Kong Police Headquarters

Arsenal Street

Wanchat

Hong Kong

Joint Secretariat for the Advisory Bodies on

Civil Service and Judicial Salaries and Conditions of Service"
Room 701, 7th Floor

Tower Two, Lippo Centre

89 Queensway

Hong Kong

C:\FM-OPS\OIA\OIA-Consultaton on Iterim Report.rtf
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FOLO A

- Overseas Inspectors Association

Hong Kong Police Force

Consultation comments received by members of the OIA.
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2002-06-03 13:08 Subjecﬁ Force-wide Consultation Exercise
The Administration's Review of Civil Service Pay Policy and System
~ OlA Submission

4

Overseas Inspectors' Association, Hong Kong Police Force.

Force-wide Consultation Exercise

The Administration's Review of Civil Service Pay Policy and System

All OIA Members,

Your further comments are now sought on the Consultation Paper on the
‘Review of CS Pay Structure and Policy'.

This is an critical matter and in the main separate from this years pay
adjustment exercise. That stated, it is actually far more important - in that any
proposed changes to pay STRUCTURE and POLICY will have major long term
implications for all police officers.

Your views are therefore very important.
Please reply by the 21st June.

To make your comments please click on the following link - [

OlA

(To access the OIA ICe please click on <)

Please further note that you can also send your views directly to the Review
TASKFORCE at;

Joint Secretariat for the Advisory Bodies on
Civil Service and Judicial Salaries and Conditions of Service

Room 701, 7th Floor |
Tower Two, Lippo Centre
89 Queensway
Hong Kong
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Submission on Police pay review

Consultation Paper

| am writing this in response to your invitation to forward views
and comments on the Interim Report and Consultation Paper of the Task Force
on Review of Civil Service Pay Policy and system.

2. My comments refer only to Police pay, not Civil Service pay in
general. 1am not in a position to comment on the rest of the Civil Service.

3. It is my contention that since the nature of Police work is so
different to the rest of the civil service, that conditions of service (including pay)
for the Police should not be considered in the same way as the rest of the Civil
Service.

4. The points considered below are therefore those on which |
believe the Police differ from the civil service, and which may not have been
given the consideration they need. | will not comment on matters which are
apparently common to the Police and the rest of the Civil Service.

The Danger of Corruption

5. One of the basic principles on which the consultation paper is
built is that ‘Civil Service pay should follow not lead the Private Sector’. This
basic principle leads inevitably to comparison with pay given to other
‘comparable’ jobs in the private sector.

6. Whilst there may be a case for taking such an approach in the
rest of the Civil Service, the basic principle is completely wrong in respect of
the Police Force. If the basic principle is wrong, everything that flows from i,
- ho matter how good the work, will be wrong too.

7. The reason the principle is wrong is that the objective is wrong.
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The implied objective of such an approach appears to be something to do with
fairness’ or ‘equity’ with other (broadly similar) occupations.

8. The objective, in considering pay and conditions in the Police

Force, can only be that of having a clean, un-biased and effective Police Force.

As is clear from various other Police Forces in surrounding countries, and
indeed the (then R) HKP before the late 1970’s, by giving a man a badge and a
gun, you give him almost unmatched powers of making money, should he
decide to do so.

9. And if the Police Officer feels that he is not being properly looked
after by the society he is looking after, he will take advantage of those powers.

10. Most, in fact almost certainly all, Police Officers join the Police
out of a desire to serve the community (however expressed), not out of a
desire to make money. A Police Officer comes from society, and needs to feel
part of society. He compares himself with the people with whom he deals on
a daily basis, not some theoretical ‘peer’.

11. A Police Officer patrols a street full of bars, and sees ordinary
people going into them for a drink, and he deals with the resulting alcohol
based consequences. If he feels he can't afford to go into a bar for a beer like
everyone else, he becomes disaffected.

12. A Traffic Police Officer handles people driving nice new cars.
He naturally ‘benchmarks’ his own situation with those of the other drivers. |If
‘everyone else’, i.e. ‘Society’; the society he is working for and needs to feel a
part of, can afford a car, but he cannot, there is no use telling him that his
wages are fair in comparison with some, for example, privately employed
security guard.

13. Such perceived alienation from ‘Society’, from his peers, will
leave the Police Officer disposed to use the powers given to him to make the
money he feels he needs to take his rightful place in it. This is even more
important if it appears that ‘professional’ criminals have a better lifestyle than
professional law enforcers. |

14. Of course, a Police Officer does not exist in isolation. The
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prosecutors and judges with who he deals must be seen to be clean as well.
If the perception is that the Police Officer is working so that the prosecutors or
judges can make money by ‘fixing’ cases, then obviously he will see no reason
to guarantee their income with his hard work, and will take the benefits himself.

18. The change in the integrity of the Police Force since the 1970’s,
when the Government, in effect, handed over a badge and a gun and then
expected the Police Force to be self financing, has far more to do with
front-line officers feeling a proper part of society in that they can afford to, for
example have a beer whenever they feel like it and in any bar they feel like, on
their pay, than the highly trumpeted effects of the ICAC. -

16. There are many examples in this region of under-paid Police
Officers making their own arrangements to compensate.

The effect of ‘short termism’

17. The effect | have considered above can be regarded as the
normal, day-to-day effects of a remuneration rate which is seen as fair by a
Police Officer.

18. There does, in addition, need to be a mechanism whereby an
Officer is sure that his best long-term interests coincide with that of the society
he works for.

19. There has recently been a move to change the employment
conditions of Police Officers, by for example, using contracts. | am not
against contracts as long as they are correctly administrated. If however an
officer feels sufficiently uncertain about his chances of iong-term employment
and security, a fair rate of pay will not be enough; the temptation is to make use
of his position today to cover against his lack of income tomorrow,

20. Periodically, a police Officer will be confronted with a situation
where the short-term gains could be very large. Being human, he inevitably
compares these with his long-term prospects by being honest. Thus, he
weighs his expected future earnings, pension, gratuity, housing, holidays or
whatever, against the large potential short-term gain. If his long-term
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prospects look far inferior to his immediate potential for short-term gain, the
Police Force has a problem.

21. This is, to a large extent, a matter of trust; the Police Officer must
trust the society (i.e. the government), to keep it's side of the bargain. If the
government starts breaching that trust; by unilaterally changing conditions of
service for example; the Police Officer will feel that his ‘contract’, his obligation
to keep his side of the bargain, has been negated, and will fee! that it may well
be prudent to ‘make hay while the sun shines’: i.e. to act on short term rather
than long term interests. '

22, Having said that however, there is also a corresponding need for
the Police Force to be able to get rid of Officers who have been compromised,
or in whom confidence has been lost, as quickly and cleanly as possible.
Recent experience suggests there are problems in this area, although they
have to be balanced against the need to ensure that any such termination is
seem to be just.

Performance based pay

23. There have aiso been proposals to link performance to pay.
This is a far more difficult thing to do in the Police Force than in a private
company, where, after all, the bottom line is easy to see in terms of profit or
loss.

24, The problem with trying to use performance pay for the Police
Force is that all possible performance indicators are only very indirect and
approximate indications of how well the Police are doing.

25, That is because if the Police are working properly, most of their
success should be measured by what doesn't happen. It is not possibie for
example, to measure the crime that doesn’t happen; the ability of the average
citizen to go about his normal business which is taken for granted by most of
Hong Kong's population, or the investments which are made or not made
because of confidence in the stability and predictability of Hong Kong's society
which is underpinned by the Police Force.
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26. So, whatever method of performance indicator is chosen would
rapidly become a seli-fulfilling end in its-self. If for exampie, productivity was
measure by passing more files around faster, more files would be passed
around faster. If it was measured by arresting more people or issuing more
tickets, more people would be arrested or more tickets issued. Such activities
would have no correlation with the ultimate requirement that Hong Kong has of
it's Police Force however.

The need for rewards other than promotion

27. There is one final matter | note in respect of the Police Force
remuneration system, and this is an area which it does appear that the
example of the private sector could usefully be learned from.

28. The Police Force has a notably sclerotic and very formal rank
based system, which means, after a few years of increments, the only way that
a Police Officer's contribution to the force can be recognised and rewarded is
by promotion. ' |

29. This leads to distortions in a similar way to ill-considered
performance indicators, in that the performance that is rewarded is behaviour
aimed at promotion rather than aimed at doing the best possible job of being a
Police Officer. This also leads to the well-known outcome of ‘promotion to the
level of one’s incompetence’.

30. | do not have an answer to this problem, but would suggest that,
since the private sector is not so hidebound, this may be one area where their
experience could be successfully copied. Overlapping salary scales between
different ranks may be a possibie start. o

Conciusion

31. To conclude; | would suggest that the Police Force is quite
different to' both the private sector and the rest of the Civil Service, and this
difference should be kept at the forefront of any considerations about pay and
conditions relating to the force.
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Res ponse Subject: Contract

to Main Document

Response to: Force-wide Consultation Exercise
“ The Administration's Review of Civil Service
OLICE/HKSAR Pay Poiicy and System
p :
06-05 11:26 Category: Comments, Consultation, Members Issues, Salary and Allowances

A couple of comments, one's which, no doubt, will have aiready been mentioned.

| am employed on Contract terms, that being an agreement between the employer and the employee.
The contract sets out terms and condition for a fixed period of 3 years. | am aggrieved that these
components of that contract can be changed by iegisiation. Therefore the contract agreement is only
good for such time that no legislation is enacted. The 3 year agreement is a meaningless period of
time as legislation could be enacted at any time during the 3 years. Why bother to have the contract
if any of the terms and condition can be changed. | also join the many other civil servants fears that
other terms and conditions can be and will be amended easily and all within a so-called contract
period. If terms and conditions want to be amended by the Government to be enacted on the next
contract, then this is a different matter. | then have the notice, the forewarning and choice to accept
or decline such an offer. A contract is a contract and is required to be followed and honored by both
parties.

Section 8 of the PFO prevents Police Officers from being members of a trade union, etc. This is an
essential element for a staple society and the continuation of law and order. Other civil servants, as
well as employees in the private sector, enjoy the right to belong to such a union. They have the right
to negotiate and arbitrate for pay, terms and conditions. If aggrieved, strike action can be taken.
Police do not enjoy this option and cannot negotiate such terms. Yet, we are told that we need to
come into line with the private sector by the reduction in pay. But we cannot come fully into line due
to Section 8. The Police Service is individual and should be treated on an individual basis. It is
against the spirit of fairmess that the Police must comply with both Section 8 and the pending
legisiation, but have no avenue to negotiate their pay.

In times of economic success, the private sector enjoy pay rises on a very frequent basis. The civil
service how ever have certainly lagged behind and always plays catch-up. However, this seems to
be reversed during a downtum in economics and we are quick to receive pay adjustment. This

proposed pay cut basically negates the singular pay rise and 2 pay freezes over the last few years.

The work and responsibilities of the Police cannot and must not be compared to that of other civil
. servants, office assistants, cleaners, garden workers, guards, etc. Accordingly, the pay structure and
justifications must be assessed differently. The Police must defend these principles as vigourously as
possible. Overall morale, efficiency, confidence and professionalism is at stake.

Thank you.

R
B
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Res pO nse Subject: interim response required

to Main Document

OLICE/HKSARG Category: Consultation, Salary and Allowances
04-30 08:01 gery ' v

Response to: E} Request for Views Pay Review Task Force

@i the other sides have already indicated they will make separate submissions there may be
little point in pursuing that avenue, albeit that effort may be duplicated! A month may not be sufficient
for such an all encompassing issue if a praper analysis of their findings is expected none the less the
public consultation finishes on 25th May, so there appears to be littie choice.
Interim comments may be useful even if they are of a general nature;they may at least stimulate
some thought and allow us te produce further points or arguments as time goes on.
' Am I right that the Chief Constables in the UK examined the issue of Police having performance
related pay some time ago when they looked at perfomance indicators ,etc ,and binned- it citing the
wide disparity in different Policing roles Jdifficulty in formulating a fair assessment policy,etc.?
In particular in HK perhaps we should be emphasising the potential adverse implications for
corruption,etc, that is not to say that other Govt Depts may not be able to go down the fiexible
performance related pay option, but | am suggesting that there may surely in this case be an
argument for Police being treated slightiy differently.l know that the administration is unhappy with
that and touts the fact that all civil servans shouid be treated equally,etc, but of course we already
have a disparity in entry conditions now.
The fact that our core business is to serve the public,and not to make a profit is significant.Cost is a
relevant factor but not the be all and end all of our business.Therefore the idea of quantifying our
‘success’ in financial terms is extremely difficult. How do we compare say a UB officers succsss or
otherwise on a quiet beat with officers working in a busier area? Just a starter.
I think we need to know much more about this,perhaps an early response may well be a series of
questions or potential difficulties. lain
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Response Subject: Consulation of Civil Service Pay
to Main Document
Response to: Request for Views Pay Review Task Force

OLICE/HKSARG Category: Consultation, Salary and Allowances
04-30 09:51 gory nsultation, ary owa

I do not beligve that one month is sufficient time, A minimum of 3 months is required for a meaningful
Interim reply and 6 months for final submissions. This would be a more realistic target.

Personally | believe that the Police should make their own submission. The Police should be
breaking away from the other Disciplined Services and Civil Service. They have been hanging onto
our coat tails for too long. They gain much benefit from being linked to the Police. The Pay Scales
of other Disc. Services are, in my opinion, out of line with their responsibilities. The Police shouid
annually enter into their own negotiations with the Government on pay. In the lang run we will be
much better off. This move however is unlikely to gain any support from SDG and is likely to cause
bad feeling amongst other members of the Civil Service.

Interim Report should be sent in within the month basically stating that time has been insuficient to
properly consider the situation. They are trying to rush a major change and it is totally inappropriate.
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ReS po nse Subject: Review of Pay System

to Main Document
SR TN
“&?{;ﬁ?";gsm Category: Consultation, Salary and Allowances

Response to: Request for Views Pay Review Task Force

The limited time given for us to respond works against effective internal Communication and
consultation,and is seen as a matter of Political Expediency by the administration in an attempt to
ram home changes without caring for the views of their staff.

That being said | have the following initial comments which | would be glad to elaborate on if the
administration wish to have a proper dialogue on the subject:

The police Force must be considered separately from other Gov't Servants. The PPS must be
maintained in order to prevent a drastic collapse in morale and the insipid re-introduction of corrupt
practices. '

Senior CS's should be subject to the same pay policy as the middle ranking and junior staff.
Disciplined services other than the Police should have a joint pay scale,

The current pay trend survey system shouid be kept as a whole, it should not necessarily be binding
on either side,but rather be a yard stick to approaching a consensus.

The Govt's affordability to pay should not be an overriding consideration when approaching pay.This
administration must undertake a critical review and audit of all its departments and their core
functions in order to cut costs by downsizing. The CS is far too large and need to shed 30% of its
staff outside of the core Disciplined Services of the FSD and HKP. At the same time a sales tax,with
the exception to essential items such as food, utilities,childrens clothes and education materials
should be introduced. A legalization of betting on Soccer and other mainstream sports should be
entertained and fiscally prudent measures as introduced in Eire and the UK should be followed. A
further widening of the salaries tax base should be made with the halting of CSSA payments to those
new arrivals,furthermore,a compulsory medical insurance scheme should be introduced.

CS payscales should be simplified with a reduction in the number of general grades

Team based or any other form of incentive bonus schemes should not be introduced as this would
inevitably lead to corrupt and nepotistic practices which would bring the CS into disrepute.

All CS's,whether disciplined or not should be on agreement terms, with existing Pension benefits
frozen at an agreed time and date for payment at the normal retirement age.
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Response Subject: Comments
to Respaonse
Response to:  [1 Review of Pay System
OLICE/HKSARG Category: Consultation, Salary and Allowances
05-02 15:28
E

My comments in biue

The limited time given for us to respond works against effective Internal Communication and
consultation,and is seen as a matter of Political Expediency by the administration in an attempt to
ram home changes without caring for the views of their staff. .

That being said | have the following initial comments which | would be glad to elaborate on if the
administration wish to have a proper dialogue on the subject:

The police Force must be considered separately from other Gov't Servants. The PPS must be
maintained in order to prevent a drastic collapse in morale and the insipid re-introduction of corrupt
practices.

| agree entirely - it should be possible to argue a logical case for separate consideration - the
demands placed on police officers in Hong Kong are of course unique. Considerable work
will be required,however, to establish the case based on an objective comparative analysis.
There is little point in simply saying we are a special case - we have to say exactly why we
believe that to be so,

Senior CS's should be subject to the same pay policy as the middle ranking and junior staff.
Disciplined services other than the Police should have a joint pay scale.
Do we need to address that issue?

The current pay trend survey system should be kept as a whole, it should not necessarily be binding
on either side,but rather be a yard stick to approaching a consensus.

It may be worthwhile taking a step back here and asking why the PTS should not be kept. The
- 'Background’ section of the Consultation Paper is silent on this issue. Oddly, the
Consultation Paper simply states that a Task Force was set up in January to conduct a
comprehensive review of the pay policy and system. It does not explain why this was done.
Worse still, vague expressions such as “today's circumstances” are used without any
explanation whatsoever. If for “today's circumstances” we are intended to read "today's
economic misery” then, logically, we should have another review of CS Pay Policy when the
economy pulls fully out of recession. This of course wouid be nonsense.

The Govt's affordability to pay should not be an overriding consideration when approaching pay.This
administration must undertake a critical review and audit of all its departments and their core
functions in order to cut costs by downsizing.The CS is far too large and need to shed 30% of its
staff outside of the core Disciplined Services of the FSD and HKP. At the same time a sales tax,with
the exception to essential items such as food, utilities, childrens clothes and education materials
should be introduced. A legalization of betting on Soccer and other mainstream sports should be
entertained and fiscally prudent measures as introduced in Eire and the UK should be followed. A
further widening of the salaries tax base should be made with the halting of CSSA payments to those
new arrivals, furthermore,a compulisary medical insurance scheme should be introduced. _
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The expression "affordability to pay" in the absence of a clear definition is meaningless.
Some of the figures here sound on the radical side to say the least. Do you have any evidence
to support your 30% estimate. If we are going to argue against change for change's sake then
I think we should go easy on counter-proposals which also change the fundamentals which
make Hong Kong tick - like a sales tax. | really don't think we should be broadening the
arguments as far CSSA to new arrivals either. The more focus the response has, the better.

CS payscales should be simpilified with a reduction in the number of general grades

Team based or any other form of incentive bonus schemes should not be introduced as this would
inevitably lead to corrupt and nepotistic practices which would bring the CS into disrepute.

All CS's,whether disciplined or not should be on agreement terms, with existing Pension benefits
frozen at an agreed time and date for payment at the normal retirement age.

Not sure what you mean by this. Does this not just complicate the issue further? How does
this proposal improve the pay mechanism?

Some Additional Thoughts

There seem to be some serious flaws in the methodology adopted by the Consuitants.
Comparing Hong Kong with large countries could be unheipful. Hong Kong has often been
described as a "corporation”. The civil service has always been a linchpin in the
infrastructure. The CS has frequently been described as being highly motivated and one of
the secrets to Hong Kong's success. Reduce the pay and surely you must reduce the
motiivation,

Someone once compared the miracle of Hong Kong to the mechanism of a swiss watch and
the growing number of well-intentioned meddiers to the plumber who removes the back cover.
There is nothing wrong with the watch but the plumber just can't resist the temptation to fix a
few of the things that ook as though they could be improved upon.
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FOLO B

Overseas Inspectors Association

Hong Kong Police Force

Communications transmitted by the ‘Police Force Council Staff
Side’ to the administration regarding the 2002 pay adjustment by
legislation issue and its impact on the Hong Kong Police Force.
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OlA ICe Subject: Letter to Commissioner - Civil Service Pay Cut
Main Topic

Category: CORRESPONDENCE, LATEST NEWS & EVENTS, Members Issues,
PFC
OLICE/HK

SARG
03-20 16:33

20 March 2002

Commussioner of Police
Police Headquarters
Arsenal Street,

Hong Kong,

Dear Sir,

Civil Service Pay Cut

The Staff Associations of the Police Force Council have directed me to
communicate to you the disquiet felt by the Associations and their memberships at the
unacceptable way in which the Administration is both forecasting and publicising projected pay
cuts for Civil Servants, to be introduced in October 2002.

In our view the Administration has ignored all proper consultation and has
deliberately undermined the agreed and well-established Pay Trend Survey mechanism, a
mechanism we have previously been assured would be adhered to. The repeated pronouncements
of senior government officials in this respect, choosing as they have done the media rather than
face-to-face consultation, have done much to undermine confidence. Our members are aggrieved
at the lack of genuine consensus building,

It is also our view that it is essential thar Force Management and the Associations
should present a unified position to the Administration in pursuing an exemption from the
assumed pay cut. Society recognises the unique and important role of the Force within Hong
Kong and this is reflected in the existence of 2 separate Police Pay Scale (PPS). This, along with the
good performance of the Force in service and in productivity improvements in the past few years,
does not seem to have been adequately considered or recogniséd by Government. We believe that
through good management the Force can provide sufficient fiscal savings and negate the need for a
pay cut either in this fiscal year or in future years. :

The Administration should not underestimate the adverse effect on staff morale and
stability in the Force if there is a reduction in pay in October 2002. The resentment of staff and
their families is expected to grow if there is no effort to explore alternaive ways to produce fiscal
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savings.

In order to present this unified stance 1o Government the Staff Associations wish to
confer with you in presenting a letter clearly laying down the position of the Force as a whole. We
believe that this is the only proper way to approach this extrao rdinary situation, which has been
created by the Administration. We look forward to working together to move the Force as a
whole beyond the damage that any reduction in pay would bring to all members of the Force, and
in particular to our front-line constables.

Yours sincerely,

e R

Principal Staff Side Spokesman
Police Force Council Staff Side

c.c.
Chairman SPA
Chairman LIA
Chairman OIA

Chairman JPOA

Staff Associations Representatives

SRae J
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POLICE FORCE COUNCIL

CETHER SRS

FEEERETEEEHED STAFF ASSOCIATIONS
BEE Telephone: SR Honc Kone PoLice Force
EE Fax SRS PoLice HEADQUARTERS

ARSENAL STREET
Honc Kong

BE LT OUR REF: (46)inSS/C1/12Pt. 7
FEREL YOUR REF:

URGENT BY FAX AND POST

30 May 2002

Mr. Tung Chee-Hwa
Chief Executive
Hong Kong Special Administrative Region
People’s Republic of China
c/o Office of the Chief Executive

5/F, Central Government Offices, Main Wing,

Lower Albert Road,

Hong Kong.

Dear Mr. Tung,

Formal Request from Police Force Council
for Chief Executive
to Invoke an Independent Committee of Inquiry
Regarding the 2002 Civil Service Pay Adjustment

The Staff Side of the Police Force Council has directed me to communicate to
you their total dissatisfaction at the Administration’s handling of the 2002 civil service pay
adjustment.  As a result of this the Police Force Council Staff Side has not submitted a pay

- claim for this year.

To date the Administration has demonstrated a complete disregard for our
views. Instead the Administration is determined to shake the stability of the Civil Service by
bulldozing the Public Officers Pay Adjustment Bill (the Bill) through the legislature with
unseemly haste and with no regard for proper consultation, reasonableness nor recourse to
established procedures.

The intention by the Administration is to force through the Bill by the
legislative process, which is a serious deviarion from the existing pay adjustment mechanism
and in possible conflict with the Basic Law, and as such is unacceptable. This debacle has
shaken our trust in the Government as a reasonable and responsible employer.

SUPERINTENDENTS' LOCAL INSPECTORS® OVERSEAS INSPECTORS' JUNIOR POLICE OFFICERS'
ASSOCIATION ASSOCIATION ASSOCIATION ASSOCIATION
W TETLAT L P T Ly Tl T e Lk e W =2 dedm G 475
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Based on the lack of consultation with the Staff Side, the less than sincere
actions by the Secretary for the Civil Service in pursuing such hasty draft legislarion and the
oppressive manner in which it is being implemented, the Staff Side fecls tha such activiry is
contrary to the goals of consensus, stability and conciliarion.

We the Police Force Council Staff Side now formally record that we have no
confidence in the Secretary of the Civil Service.

The Police Force Council Staff Side therefore formally calls for a Commirtee
of Inquiry to be quickly established to resolve this serious impasse. Such Committee is
provided for under the present mechanisms and appears a logical vehicle to help resolve the
present break down in communications between the Administration and ourselves. We
feel that as has been employed on previous occasions that an individual of good standing
should chair the Committee of Inquiry with judicial training from a background thar closely
follows the traditions and methodology of a British based civil service.

By this action we earnestly hope that the present highly unstable, untenable

and unhealthy situation can be defused and the issue resolved in a constructive and
professional manner.

Yours sincerely,

for Police Force Council Staff Side

c.C.

Secretary for Civil Service

Staff Side Chairman Senior Civil Service Council
Staff Side Chairman  Disciplined Services Consultative Council
Staff Side Chairman Model Scale 1 Staff Consultitive Council

Chairman SPA o R AR A
Chairman LIA Aren..: (N
Attn.: e
e

Chairman OIA

Chairman JPOA Attn.: (
Commissioner of Police Attn.:
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FOLO C

Overseas Inspectors Association

Hong Kong Police Force

A summary of comments by the OIA
on questions raised by the ‘Interim Report’
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Folio C

Review of Civil Service Pay Police and Svstem

‘Comments by Questions Raised by the OIA

Questions Raised by the Government Task Force in Phase I

Item

Comment

Should there be a Major
overhaul of the Civil Service
Policy and System with more
emphasis on performance-pay,
clean wage policy and building
more flexibility for adjustment.

Yes in principle there should be. The employer
rather than the employee should indicate what
the adjustment should be and justify it.

It 1s appreciated that in HKSAR there may be
difficulties in absorbing or eliminating ‘separate
allowances, but where possible the ‘clean’ wage
idea should be pursued, without any overall
diminution of the position of civil servants.

Within this however the Police Force must be
treated separately, similar to the Judiciary, in
light of the special and apolitical nature of
police work and structure. This is further
underpinned by the fact that the Police Force is
legally barred from forming unions or taking
industrial action.

Should senior civil servants be
subject to a pay policy, which is
different from that of the
middle-ranking  and  junior
ranks, placing more risk/award
factors on the former?

In principle this could work, but with so many
Departments in the HKSAR this may be too
complex to achieve. Where could the line be
drawn demarcating this level of seniority?
Divisiveness would set in and undermine the
image of a “performance-orientated culture” in
HK.

Perhaps this should only be considered for the
very top echelon of posts.
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Should the disciplined services’
pay be treated differently from
the rest of the civil service?

As stated above and as stated by the ‘Rennie
Committee’ on Pay in 1988, the police force
must be treated totally separately from other
disciplined services and indeed the ordinary
civil service.

It is abundantly clear that because of the job
nature and the fact that the Police Force is the
first and last line of resort for the Government,
it must therefore be considered a special case
and the Police Pay Scale should be maintained.

To protect the political neutrality of the police
force it should not only have a separate police
pay scale but also one that is decided by a
totally independent pay review mechanism.
This 1s mentioned in the ‘interim report’; and
requires to be explored further.

Should we adhere to the
principle of broad comparability
with the private sector and
continue to conduct regular pay
level, pay structure and pay
trend surveys to ensure that civil
Service pay remains

As has been stated on many occasions, in
various reports and deliberations it is extremely
difficult to equate civilian workers to those of
the police service. That stated some comparison
and review mechanism is required. It is
suggested that the PTS be reviewed and
updated to allow it to responsive to fluctuations

competitive? in comparable pay policies that may impact the
pay of police officers.
Or  should Government’s | Affordability should be a factor and this is

affordability to pay be an
over-riding consideration in pay
adjustments?

directly linked to the employer making the first
offer rather than the employees.

It should not be the over-riding factor. In
particular when it comes to questions over
SECURITY, LAW and ORDER.

Officers require long term job security as they
cannot switch employers as easily as in the
private sector. However, if pay does not stay
competitive the brightest officers will be forced
to switch. When they do they take their
experience with them, which can take years and
considerable investment to replace.
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| What features of the existing
pay policy and system should be
retained to ensure stability and
morale of the civil service.

updated, with a new dedicated PTS re Police
introduced

Chapter Two of the ‘Interim Report’ outlines
the difficulties experienced in formulating the
current system, which appears to be based on

concepts and expectation rather than
scientific/measurable data. -
We need:
- An agreement not to go outside the
system,
- Fair evaluations of grades/ranks;

- Benchmarking with the private sector to
achieve competitiveness;
- Legal guarantees

| As stated the PTS requires to be enhanced and |

Should flexible pay ranges be
Introduced into the Hong Kong
civil service to replace fixed pay
scales?  If so, should they
apply only to senior civil
servants or the entire service,
including both the civilian
grades and the disciplined
services?

This may work in the private sector but it
‘would be very dangerous for the police service.

Favouritism, corruption and elitism must be
avoided and variable pay ranges for different
units, formation or officers of the same grade
doing slightly different jobs would result in
serious conflicts. In any event experience
overseas suggests pay ranges are difficult to
manage, are divisive and do not bring
improvements in efficiency.

As stated the police service should have its own
pay scale (PPS) and linked review mechanism.

Is the existing pay adjustment
system still regarded as fair by
both civil servants and the
public, which they serve?
Would another mechanism serve
this purpose just as well, or
better?

It is fair but slow. As it does not take immediate
effect the public does not see it as being fair.
The 2001 pay rise was two vears behind the
private sector slow down and the readjustment
downwards in 2002 demonstrates that the
system needs to be modified. '
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| Is there merit for elements of
performance pay to  be
incorporated into civil service
salaries?

Not many and perhaps '—only at the very senior |
levels.

The current increment system works well.
Imposing a disciplinary method to revert an
individual to a lower increment may be
possible but would be complex, time
consuming and therefore not cost effective.

Cash bonuses would be too different and
dangerous to control within the context of the
police service.

Should team-based performance
rewards be used and, if so, to
which group (senior, middle,

lower or all levels) should they

apply and on what basis?

No - not within the police service

Should individual performance
rewards be introduced and, if so,
to which group (senior, middle,
lower or all levels) should they
apply and on what basis?

No — again too dangerous in the police service,

Should consideration be given
to introducing decentralisation
of civil service pay
administration for a city like
Hong Kong?

Yes. For the police service, ICAC and
Judiciary — all of who are independent and have
special roles in the administration — they must
have their pay, conditions and policies on such -
decided by independent and accountable
systems.

Only by so doing will the cornerstones of the
‘Rule of Law’, their neutrality in politics and
Hong Kong’s integrity be protected by these
bodies and therefore allow a clean
administration to survive.
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| Should some or all of the
current general/common grades
staff be departmentalised to

No comment

facilitate department-based
management?
If crvil service pay Decentralisation is already apparent for the

administration is to be
decentralized, there may be a
rather long transition period.
How can the standard of service
and staff morale be maintained
during that period?

Judiciary (separate pay policy), ICAC (separate
pay considerations) and Police (separate PPS).
For further changes to be affected, they must be
done over the long term in a careful and
reasonable manner.

In terms of simplification, is
there scope to amalgamate
existing grades within broader
occupational categories? Is
there scope for having flatter
organizations with wider span of
management control and fewer
rank layers?

There is scope to amalgamate a number of the
civilian grades.

A flatter organisation within the Police Force is
possible.

Neither of these aspects is relevant to the
methodology of a Pay Review Mechanism.

Should a formal job evaluation
system be introduced and, if so,
should this be operated centrally
or at department level?

Formal evaluation in terms of a “performance
management system” to set the standards and
criteria should be in place for all posts.

Only the relevant Department is qualified to do
this.

The Police Force has been developing core
responsibilities and behavioural indicators for
each rank group and for specific job types.

Again this helps with the quality of staff and
helps set the initial level of reward but is not
relevant to Pay mechanism methodology.

Reducing the weighting attached
to educational qualifications as
the primary determination of
rank or grade in favour of a
broader assessment of job
demands '

The Police Force has been doing this for many
years.
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Principal Observations from the Consultant
(Price Waterhouse Coopers)

Observation

I

Comment

Pay and grading reform cannot
and should not be implemented
in isolation from the broader
civil service reform agenda.

Agreed.

The pay structure is interlinked with concepts
of flattening the organisational structure,
amalgamating grades and reassessing the
performance management of each rank/grade.

This should not be confused with the
methodology of the pay assessment
mechanism.

A trimmer civil service will be cheaper but it
does not mean that you pay them less,
especially the police service that is always open
to corruption creeping in on both an
organisational and individual basis.

A long-term view needs to be
taken.

Agreed.

However the Government’s, and particularly
the Financial Secretary’s, way of
communicating possible scenarios to the public
and seeking changes through legislation is
destabilising the whole process in that that the
long term view developing is for the
Government (the employer) to have total
control rather than a fair employer/employee
relationship.

Gaining buy-in and commitment
to change from key stakeholders
is critical

Agreed. -

However, as above the Government continues
to engineer an unfair advantage for the
employer, Stakeholder’s views are requested
but ignored. -
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A major investment of resources
IS necessary to build the
capacity and  commitment
required to implement major
pay reforms

disproportional

This is meaningless consultancy jargon.

It only seeks to have the consultancy Company
involved in the ongoing development. We
should not be seeking such a long-term
development process.

The initial consultancy document is weak. It
contains general research that is available
through other documents and the internet. The
amount of material on
Singapore is clearly drawn from the large
commitment that PWC has there and does not
help us to gain any meaningful insights into the
pay mechanisms used in other countries.

Making significant changes to
pay and grading arrangements,
within the context of wider
reform, inevitability involves
pain as well as gain.

Agreed.

We are prepared to go through the pain if there
1s valuable gain to be achieved. In fact it can be
argued that with CS Reform, new recruitment
packages, VR and EPP we have done so
already.

Again there is concern here that the whole
process is being undermined by Government to
achieve an unfair advantage for the employer.
The employee will suffer the pain and the
employer will receive the gain.

The overall image of Hong | Kong will
deteriorate in the eyes of overseas investors if
this continues.

Effective management should reduce the pain.
The VR is a successful example.
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