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Agenda Item: 23 
 
To: Police Authority 
 
From:  Chief Constable 
 
Date: 29 June 2011 
 
 
AIR SUPPORT – PROPOSALS FOR CHANGE 
 
1. Purpose 
 
1.1 To receive and approve proposals for interim arrangements for Air Support for 

Cambridgeshire and endorse proposals for a National Police Air Service 
(NPAS). 

 
 
2. Background 
 
2.1 The Authority and the Finance and Resources Committee have received 

presentations and considered outline proposals for NPAS over the last six 
months or so. 

 
2.2 A proposal for interim arrangements was considered by the Finance and 

Resources Committee on 16 June 2011 and was broadly supported.  The 
Committee wished to see more details of costs and required the Chief 
Constables assurance that the proposals would meet operational needs. 

 
2.2 Final proposals for NPAS have now been received from Chief Constable Alex 

Marshall, the ACPO lead, on behalf of NPAS. 
 
 
3. Proposals 
 
3.1 Attached at Appendix A is the report to Finance and Resources Committee 16 

June 2011 which has been updated to include more details of costs and 
savings in Appendix A (i). 

 
3.2 Attached at Appendix B is a report setting out the arrangements for the new 

NPAS. 
 
3.3 The interim proposal fits within the NPAS strategy and it is appropriate to see 

it as one step on the way to full NPAS. 
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4. Recommendation 
 
4. The Authority is recommended to:- 
 
 (i) Approve the interim arrangements set out in Appendix A and, subject to 

the financial savings being equal to or better than estimated, authorise the 
Chief Constable to conclude the contractual details and the Chief 
Executive and Treasurer to finalise the Section 23 agreement in due 
course. 

 
 (ii) Approve the proposals for NPAS as outlined in Appendix B. 
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Appendix A 
 

F&R Agenda Item: 18 
 
To: Finance and Resources Committee 
 
From:  Chief Constable 
 
Date: 16 June 2011 
 
 
AIR OPERATIONS UNIT – PROPOSALS FOR BUSINESS CHANGE 
 
1. Introduction 
 
1.1 The intention of this report is to brief the Committee on national and regional 

developments for Police Air Operations.  A framework for wider collaborative 
working arrangements for Cambridgeshire is currently being considered to 
reduce costs and streamline services.  This interim solution is set out in the 
report. 

 
1.2 The Authority has received previous reports on the proposals for a National 

Police Air Service (NPAS).  It was concerned about air coverage following the 
loss of the Cambridgeshire helicopter and the operational requirements for air 
support. 

 
 
2. Background 
 
2.1 There is clear regional and national impetus for all Air Operations Units to 

operate more effectively across regional areas through innovative 
collaboration.  This is intended to achieve greater value for money and provide 
borderless air operations services to improve national resilience and 
capability. 

 
2.2 A National Police Air Service (NPAS) is being developed and supported by 

ACPO to maximise the use of assets and to realise savings.  This project is 
hugely complex and is still in its preliminary stages. NPAS implementation is 
expected to evolve over a number of years commencing formally on April 1st 
2012.  It is expected that due to the intricacies of operational service and 
command and control requirements, the project will take some years to be fully 
realised.  Intrinsic to the project plan for the South East Region is the full 
engagement of the Metropolitan Police Air Support Unit in support of the 
national collaboration plans.  The operational demands associated with the 
2012 Olympics precludes regional transition to a National body until after 2013 
when the Metropolitan Police Air Support assets can become fully engaged in 
the regional plans.  
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3. NPAS Proposals: 
 
3.1 The NPAS proposals were issued in 2010 and initial briefings were provided to 

the Force Executive Board and the Police Authority.  There are 31 Police Air 
Support Units (ASUs) in England and Wales, with associate Police Units in 
Scotland (Strathclyde), PSNI and the Garda.  Several units are operated by 
consortia of more than one Force. Some Forces and consortia operate more 
than one aircraft and have more than one base.  The majority of Chief 
Constables and Police Authorities have taken the approach of owning aircraft 
and capital assets. Of the aircraft in England and Wales, 27 are owned by 
Police Authorities.  

 
3.2 The National Police Air Operations Strategy is being championed by 

Hampshire CC Alex Marshall on behalf of ACPO.  The strategy identifies and 
recommends that the national police air operations fleet will be reduced from 
the current 32 aircraft to 22 rotary wing aircraft and 4 spare relief helicopters. 
The final disposition and number of fixed wing assets is yet to be defined but it 
is expected there will be 3 fixed wing aircraft to operate in support of the 
helicopter fleet.  The post 1st April 2012 national landscape for air operations is 
still far from clear as there are a number of Forces, in particular Dyfed Powys 
and South Yorkshire, which are seeking to retain their existing helicopters 
although they are currently identified for withdrawal as part of the NPAS 
proposals.  As part of the national model Cambridgeshire Air Operations Unit 
(AOU) has been identified for closure in 2012.  

 
3.3 Cambridgeshire Constabulary operates its helicopter under a Police Air 

Operators Certificate (PAOC) held by Essex Police.  There are mutual support 
arrangements within the Eastern Region (Suffolk, Norfolk, Essex, 
Cambridgeshire and Kent) and although part of the Consortium each individual 
Force operates a separate air operations budget.  It is anticipated that the 
existing operations base and police helicopter at RAF Wyton (Cambridgeshire) 
will be withdrawn or will provide a reduced service during 2012.  This initiative 
pre-empts the full implementation of the National Police Air Service (NPAS) 
operation.  The NPAS Model will see the creation of a South East Regional 
collaboration once the Metropolitan Police (Lippets Hill, Essex) has the 
capacity to provide Air Operations outside Greater London (FY 2013/14). 

 
3.4 Thames Valley Police, Bedfordshire Police and Hertfordshire Constabulary 

formed a Consortium, Chiltern Air Support Unit (CASU) in 1996 with two bases 
and two helicopters.  These arrangements are conducted under a single 
Police Air Operators Certificate (PAOC) held by Thames Valley Police as the 
lead force. The key to their success has been to operate as a single entity 
under a borderless strategy.  This concept has recently been cited and 
mirrored by the inception of the South East Region Air Support Unit 
(Hampshire, Surrey, Sussex collaboration).  The CASU model has been 
adopted as best practice. 

 
 



 

Cambridgeshire Police Authority  Agenda Item: 23 
29 June 2011  Page 5 of 28 

4. Business Case Proposal: 
 
4.1 Cambridgeshire Constabulary fully supports the premise that air support is a 

highly valued and effective resource within the modern day police service and 
this is a view supported by ACPO through the 2009 review of the National 
Police Air Operations Strategy.  It is clear that there are critical policing 
operations that can only be effectively managed with air operations support.  It 
is the strategic intent that access to a resilient and cost effective air operations 
service must remain a tactical option for all commanders within the Force.  

 
4.2 The complexities of the NPAS Project and the Olympic associated demands 

have delayed the formal opportunities to implement streamlined and cost 
effective business change for the South Eastern Region.  Therefore partners 
involved within the regional operation are scoping business proposals which 
embrace the concepts of the NPAS strategy and allow for the development of 
an interim service model prior to full NPAS implementation.  This will involve 
collaborative working across 2 Regions and set the foundation for the 
borderless working arrangements that are to follow. 

 
4.3 It is proposed that the Cambridgeshire airframe is withdrawn from service in 

2012 and an operational model is developed that embraces wider 
collaboration with Chiltern Air Support and the Eastern Region Consortium in 
order to maintain continuity of Air Support whilst reducing costs and 
maximising value for money.  The removal of the Cambs airframe will increase 
the hours flown on the other airframes within the region and increase core 
productivity from existing staff from other units.  The National Air Strategy 
confirms that the optimum usage of an air asset is 1200 hours per annum 
which will be achieved by these changes. 

 
4.4 With the removal of the Cambridgeshire helicopter there is scope for the 

Chiltern Air Support Unit (CASU) helicopter based at RAF Henlow, with 
support from the RAF Benson based helicopter, to deploy into 
Cambridgeshire.  This would mitigate the risk of not having in Force air 
operations.  Continued assistance would be provided by Suffolk Constabulary 
air support with Essex Police air operations supporting them as part of that 
Eastern regional collaboration.  The ratio of work between CASU and the 
Eastern Consortium would be about 60/40. 

 
4.5 During preliminary meetings between Cambridgeshire and CASU in 2011 

concerns were expressed at NPAS proposals in the longer term not only to 
close Cambridgeshire AOU but also to terminate the CASU operation at 
Henlow.  Police aviation support would then principally rely upon the 
Metropolitan Police.  The demands and additional counter terrorist tasking 
within Greater London would in present form negate their capability outside of 
London to cover the Home Counties.  There was genuine risk that the 
operational gap in service created by the Cambridge and Henlow assets being 
removed would result in a distinct and unacceptable downgrade in air support 
response to critical incidents within the Consortium and Cambridgeshire.  The 
joint partnership arrangement with CASU and the Eastern Region Consortium 
would mitigate this risk until the full Metropolitan Police engagement is 
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secured in 2013 onwards.  This would also provide opportunity for the NPAS 
proposals for Henlow to be reviewed.    

 
4.6 Following periods of negotiation it is proposed that Cambridgeshire be 

provided with a split air service from CASU and the Eastern Region 
Consortium. It is anticipated that there is demand for between 500 and 550 
hours flying per annum.  This is roughly split 60% West and 40% East.  CASU 
assets could resource the Western proportion of tasking and this would equate 
to approximately 300hrs flight time with 200 hours being purchased from the 
Eastern Region at a revised rate. 

 
4.7 There are a number of ways to service that demand each of which will have 

significantly different financial solutions/savings, and a range of fixed and 
variable cost options are currently being considered.  Within the current 
negotiations the costs of administrative services between Forces have been 
challenged and the rationale for various fixed and variable costs debated and 
revised.  No final agreement has yet been reached. 

 
4.8 Cambridgeshire’s current budget for Air Operations is around £1.4m.  This is 

based on 750 flying hours per annum.  In very broad terms, subject to the 
ongoing work referred to above, 500 hours provided by CASU and Eastern 
Region would cost around £0.9m. 

 
4.9 Financial details are set out in Appendix A (i) to this report, but it is 

emphasised that discussions are ongoing with regard to some aspects of the 
costs. 

 
4.10 It is not clear at this stage how the current aircraft would be disposed of or 

what value might be achieved. 
 
 
5. Service Provision SWOT: 
 
5.1 An assessment has been made of the new business proposals and benefits 

and risks summarised: 
 

Strengths: 

 Efficiency of air support delivery across the region (borderless 
deployment) for 7 days and nights per week. 

 Regional alignment with the strategic objectives of the National Air 
Strategy. 

 More efficient tasking across the region. 

 Maximising use of regional airframe and staff to reduce cost per hour. 

 Enhanced collaborative approach to the delivery of specialist protective 
services. 

 Maximises hours flown on aircraft to an optimum level providing 
potential for greater return. 

 Redeployment of Cambs air observers to front line policing.  

 Savings of estate costs at Wyton base  

 Reduced cost per flight hour. 
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Weaknesses: 

 Terminates Cambs joint working with MAGPAS. 

 Multi-agency collaboration not supported within NPAS model. 

 Interim arrangement which will require further revision post Olympics. 

 Engagement with 2 Consortia may increase admin costs. 

 Model will require new Standard Operating Procedures for command 
and control arrangements. 

 Loss of control of local airframe assets. 
 

Opportunities 

 Enhances wider inter-force co-operation.  

 Supports strategic alliance Beds/Herts/Cambs. 

 Maximises use of staff and aircraft to optimum levels. 

 Reduced cost per flight hour. 

 Sale of Airframe/parts.  

 Reduces infrastructure costs for Cambs. 
 
Threats 

 Potential increase in transit times due to increased geographic area. 

 TUPE/Redundancy issue for pilots within Eastern Consortium. 

 CASU pilot/staffing changes required to provide increased service. 

 Exit from Eastern Region contract requires considerable notice. 
 
 
6. Conclusion: 
 
6.1 This initiative for air support not only embraces the national plan but 

complements future arrangements by installing command, control and 
communication protocols in advance of any future service.  This extended 
borderless approach can only be of operational benefit against a background 
of shrinking resources.  It will be seen in the recommendation that revenue 
savings can be achieved for the region by increasing the use of each CASU 
helicopter towards an optimum level with full coverage for 7 days and nights 
per week.  A shared service across a wider area will achieve financial benefits 
for all stakeholders yet still retain a viable and sound level of service. 

 
6.2 More effective use of existing CASU and Eastern Consortium assets can be 

achieved by servicing Cambridgeshire’s Air Support demand and recovering 
the increased cost through cross charging and at the same time sharing the 
fixed costs more widely.  

 
 
7. Recommendation: 
 
7.1 That the Committee agrees in principle to the development of this interim 

arrangement for air support from CASU and Eastern Region, subject to sight 
of the final financial figures (and budget implications) and acceptance of this 
proposal by the National Police Air Service Team.  
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Appendix A (i) 
*** COSTS NOT YET AGREED*** 

A. Cambridgeshire Current Costs - 750 hours

2010/11 

Budget

Cost per 

Flying Hour

£ £

Pilotage 309,000

Maintenance 310,075 413

Aviation fuel 112,481 149

Insurance 85,451

Power by Hour (PBH) (engine insurance) 75,000 100

Unit Executive Officer (contribution) 29,000

Quality Assurance post (contribution) 24,000

Other fees, admin, premises costs etc. 52,980

997,987

Police officer costs

1 x Sgt and 7 x PC’s 388,226

Total 1,386,213

Variable costs per flying hour 662

Total cost per flying hour 1,848  
 

B. Chiltern Air Support Unit - Initial Proposals - 300 hours

(i) Fixed Costs £

Staff:-

2 x constables @  £49,319 98,638

Add pilotage 41,600

4 x observers @ £200 per night 41,600

Overtime 10,000

Other Costs:-

Landing fees/meteorological 5,000

Training/Airwave/Equipment etc. 7,000

Sub-Total 203,838

Admin fee @ 5% 10,192

Operating fee and contribution to capital and overhead 110,000

Total Fixed Costs 324,030

B (ii) Variable costs based on actual flying hours

Annual

Costs

Cost per 

Flying Hour

£

Maintenance 112

PBH (average) 156

Spares/Gearbox 170

Fuel 134

Total Variable Cost per hour 572

Total costs for 300 flying hours:-

Fixed Costs 324,030

Variable Costs (£572 per hour x 300 hours) 171,600

Total cost of CASU air operations 495,630 1,652  
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C. Total costs of CASU/Eastern Region Option

Annual

Costs

Cost per 

Flying Hour

£000 £

Fixed costs 324

Variable costs 172

CASU (300 hours) 496 1,652

Eastern Region (200 hours) 438 2,192

Total cost 934 1,869

Note * - Estimate for Eastern Region is at this time based on the same fixed and variable

costs as CASU. The position from Eastern Region is still being negotiated. It should be

noted that the hourly charge that Essex make to Kent for service provision is £1655.00 per 

hour and similarly Suffolk charge Norfolk £1818.00 per hour. Charges are different due to

the different overall costs of each unit.
 

 

D. Summary of Savings

Annual

Costs

£000

Cambridgeshire existing operation 1,386

Total costs of CASU/Eastern Region Option 934

Saving 452
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Appendix B 
 

To: Police Authority 
 
Contact:  Chief Constable Alex Marshall 
 
 

PROPOSALS FOR A NATIONAL POLICE AIR SERVICE 
 

1. Purpose 
 
1.1 The purpose of this report is to outline the need for a National Police Air 

Service (NPAS), describe the benefits for each police force and seek 
endorsement from the Authority on the proposal for NPAS. 

 
2. Timescales 

2.1  To enable delivery of NPAS by 1 April 2012, a decision in support of the 
proposal is sought by 30 September 2011. 

2.2 The following appendices are attached: 
Appendix B(i) – Implications for Cambridgeshire of NPAS 
Appendix B(ii) – National Coverage Map 
Appendix B(iii) – Rationale and Background to NPAS 

 
3. Overview  

3.1 Air support gives the police the capability to undertake roles that cannot be 
achieved by any other means and is an essential tool in maximising the safety 
of the public. Examples of high risk policing activity where air support provides 
a significant advantage are searches for vulnerable missing people, policing 
public order events and catching dangerous criminals. 

3.2 Chief Officers across the country are unanimous in their support for the police 
service to retain an air support function. However, they recognise that the 
current structure is inefficient. For example, most of the existing aircraft work 
within individual force or consortium boundaries and, even when they are the 
nearest available asset, are rarely deployed to an incident outside of these 
boundaries. 

3.3 Under the current structure, many forces do not have access to 24 hour air 
support. 

3.4 Air support currently costs police forces across England and Wales £63.5 
million a year. Based on the current structure, the cost (with inflation) will rise 
to £66.8 million in 2012. 

3.5 Therefore, in the current economic climate, a more efficient and cost effective 
way of delivering air support needs to be found. The proposed NPAS will 
deliver this and ensure that each force continues to have access to a rapid 
response air capability to tackle crime and protect the public. NPAS has firm 
support from Ministers and is being widely recognised as a model that could 
be applied to other protective services.  
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3.6 It is important to note that the full benefits and savings that have been 
identified under NPAS can only be achieved if all police forces and 
police authorities sign up to the proposal.  

 
4. Why a National Police Air Service? 

4.1 In 2009, the Association of Chief Police Officers (ACPO) undertook a review of 
the 1993 National Air Operations Strategy. The review concluded that the 
overall service was highly fragmented and did not provide value for money. 

4.2 To address this, Chief Constable Alex Marshall (Hampshire), in his capacity as 
ACPO Aviation Portfolio Holder, presented a paper at Chief Constables’ 
Council in October 2010 that set out three options for the future delivery of air 
support across England and Wales. The three options recommended that, by 
moving to a national model of delivery and by making changes to the size and 
organisation of the fleet, savings of 12%, 22% or 54% were achievable 
nationally. 

4.3 Chief Constables agreed that the second option (22% saving achieved by 
moving to a 20 base model) was operationally viable and offered a better 
balance between local delivery and the need for a more cost effective air 
support function. 

4.4 The 20 base model will result in the reorganisation of the current helicopter 
fleet, reducing its size from 31 aircraft to 23 (plus 3 spare). The 3 spare aircraft 
will ensure continued coverage when other aircraft are undergoing 
maintenance, refurbishment or repair. This measure alone will increase 
aircraft availability by 8%. 

4.5 The creation of NPAS under this model has the potential to save the service 
£15m per year. In addition to the reorganisation of the fleet, NPAS will 
significantly reduce the amount of bureaucracy and duplication involved in 
running independent air support units. A national service will also enable the 
negotiation of competitive contracts, ensuring better value for money for the 
taxpayer. For example, a national aircraft insurance framework has already 
been developed by the project team. 

4.6 The creation of NPAS will not only achieve potential savings, it will also ensure 
that all forces have access to air support 24 hours per day. 

4.7 Over time, it is anticipated that further savings may be achieved through 
improved technology, a move to a single-type helicopter fleet (reducing 
maintenance and training costs) and by supporting the service with lower cost 
fixed-wing assets. 

4.8 Further savings may be possible in the future through collaboration with 
publicly funded partners that already operate air assets at a national level. 

4.9 Following the Comprehensive Spending Review, the Home Office has agreed 
to continue to provide capital funding of £4m a year, for the next 4 years, to 
support a national air service. In support of the move towards NPAS, the 
Project Board has already committed approximately £4m of capital funding to 
be used for a small number of base moves, upgrades in technology and the 
refurbishment of older aircraft. 
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5.  Organisation and Governance Arrangements  

5.1 NPAS will consist of 6 regional air support units that are coordinated by a 
central team to ensure national consistency and efficient deployment of air 
support across England and Wales. 

5.2 Since 2009, the Association of Police Authorities (APA) has had both member 
and officer representation on the NPAS Project Board. 

5.3 When NPAS is launched, the Project Board will be replaced by the NPAS 
Strategy Board which will provide strategic direction and ensure delivery of a 
high quality, cost effective air support to forces across England and Wales. 
The Strategy Board will comprise: 

 Air Operations Portfolio Holder – Chair; 

 Regional ACPO representatives; 

 Home Office; 

 Host organisation; 

 APA; 

 Management Board representation. 

 

5.4 The NPAS Management Board will report to the Strategy Board and advise 
on operational matters and decisions needed from the Strategy Board.  It will 
be chaired by the host organisation and will comprise senior members of 
NPAS, representatives from each of the regions and relevant partners.  

 

6. How will NPAS deliver air support? 

6.1 A national user requirement has been developed to provide national 
consistency on the role, remit and purpose of air support and is available from 
the Project Team.  

6.2 Analysis shows that the largest demand for air support is in highly populated 
areas. However, although demand is lower in rural areas, the challenges of 
rural policing need to be recognised. To meet these demands, a small number 
of base moves have been identified. These are: 

 

 Western Counties (serving Avon and Somerset and Gloucestershire) and 
Wiltshire (a consortium arrangement with Great Western Air Ambulance) 
will relocate to a new base at RAF Colerne and reduce by one aircraft; 
 

 Sussex and Surrey will combine, relocate to a new base at Dunsfold and 
reduce by one aircraft; 
 

 Norfolk and Suffolk will combine with Cambridgeshire, relocate to a new 
base at RAF Honington and reduce by one aircraft; 
 

 The Essex aircraft will relocate to Southend airport; 
 

 The Dorset aircraft will relocate to Bournemouth airport. 
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In addition to the above base moves, the South Yorkshire and Merseyside 
aircraft will be withdrawn from service.  The base at RAF Henlow will be 
closed during 2014. 

6.3 Some forces have already made significant progress towards NPAS. For 
example, from July, the forces in the north-west region will be sharing their air 
support function to improve operational availability and achieve savings. 

6.4 Under NPAS, the deployment of aircraft for spontaneous incidents will be 
managed through a central dispatch facility enabling aircraft to operate across 
force boundaries (borderless tasking) and follow the principle that the nearest 
aircraft attends. 

6.5 British Transport Police (BTP) are one of the very few organisations that have 
national control rooms. Discussions are therefore ongoing with BTP to 
establish whether they are able to host the NPAS dispatch facility. 

6.6 It is essential that deployments of aircraft are prioritised on risk and the value 
that air support can provide to the incident. The development of clear 
deployment criteria using the national user requirement will ensure that a 
consistent approach is adopted across the country. 

6.7 Once dispatched, responsibility for tasking the aircraft will rest with the local 
force. Subject to demand, the aircraft may be re-deployed within the force 
area without returning to its home base. 

6.8 Recent trials of borderless tasking across a number of forces have shown that 
there are significant benefits in terms of cost and the ability of an aircraft to 
respond quickly to an incident. 

6.9 For planned events, air support requirements will be prioritised through a 
regional Tasking and Coordination Group process. NPAS will aim to support 
all large scale planned events. 

 
7. Funding Model 
 
7.1 The provision of air support differs significantly from force to force and it is 

therefore difficult to find a funding model that is fair and equitable to all. It is 
proposed that an initial funding model is used to enable the establishment of 
NPAS with a view to moving towards a more equitable model within 5 years. 

7.2 The initial model will mean that every force will pay less for air support 
compared to what they would pay under the current structure. These costs 
have been adjusted for inflation and assume a capital contribution for the 
replacement of currently owned or consortium aircraft. 

 
For information on what your force will pay during the initial phase and 
potential savings, refer to Appendix A. 
 

7.3 The Project Board is committed to implementing a more equitable funding 
model which will be based on population size, crime rate, proximity to an 
aircraft and projected flying hours. Under this model, forces that do not 
currently own or lease their own aircraft will be required to contribute capital to 
NPAS.  
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7.4 The Project Board has considered the concept of ‘top slicing’ police budgets to 
pay for NPAS. However, the current position of the Home Office is that, as this 
is a police service led collaborative programme, it would prefer police forces 
and police authorities to reach agreement on the funding of NPAS amongst 
themselves. 

7.5 Many forces have suggested moving to a ‘pay as you go’ model and this 
option will be considered in consultation with police authority treasurers, force 
finance managers, ACPO Finance and the Home Office. 

 
8.  Hosting Arrangements 

8.1  The National Policing Improvement Agency (NPIA) was originally chosen as 
host of the new service. However, in light of the agency being phased out, 
alternative hosting arrangements are being developed, including a single lead 
force model. A lead force model is an attractive option because it would: 

 Be police service owned and led; 

 Ensure national consistency;  

 Reduce bureaucracy and duplication; 

 Make use of existing structures; 

 Be exempt from VAT. 
 
8.2 The Project Board recognises the likely impact on staff. There are currently 

approximately 450 staff involved in air support across England and Wales. 
Under the proposal, there will be a reduction in the number of bases and 
changes to shift patterns in order to maximise the resources. Consequently, 
there will be an overall reduction in staff; however, the exact number of posts 
has yet to be agreed. This does not mean that all permanent staff currently 
employed in air support will be put ‘at risk’. Instead, it is anticipated that only 
those staff from the bases scheduled to close will be given formal notification 
that they are ‘at risk’. A formal consultation with staff and staff organisations 
will take place once the proposal has been approved by police authorities. 

8.3 To support the transfer of staff into NPAS, a specialist HR advisor with 
significant experience of TUPE and change management is being recruited to 
the project team. This person will work with local implementation teams to 
manage change consistently so as to minimise the effect on staff and 
operational delivery. 

 
9 Implementation 

 
9.1 Subject to police authority approval, NPAS will be launched on 1 April 2012 

and will be rolled out on a regional basis starting with the Central and South 
Eastern regions followed shortly after by the North West and North East. 
London will join in 2014 due to operational commitments around the Olympics. 
Negotiations are currently taking place with the South Western region as to 
their implementation date. 

9.2 Therefore, whilst some of the savings are already being realised by forces and 
further savings will be achieved in 2012, the full savings profile will not be 
realised until all forces participate in the national model.  
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9.3 To create the new service, ownership of all assets will need to transfer from 
police authorities to NPAS. To compensate those forces that have purchased 
aircraft in the last 10 years (current lifespan of aircraft), an annual capital 
payment based on the value of the aircraft will be made to relevant police 
authorities until the aircraft is 10 years old. For example, if a police authority 
purchased a helicopter in 2005 at a cost of £3m (after the 40% Home Office 
contribution has been taken out), the police authority/ consortium would 
receive approximately £300,000 from NPAS per year until 2015. 

 
10. Conclusion 

10.1 In the current economic climate, it is clear that a more efficient and cost 
effective way of delivering air support needs to be found. 

10.2 The innovative NPAS proposal will enable the police service to provide a 
consistent and cost effective air support function, whilst delivering a high 
quality service to the public 24 hours a day across England and Wales. 

10.3 To deliver the operational improvements and realise the savings, a decision 
from Police Authorities in support of the proposal is sought by 30th September 
2011. 

10.4 The NPAS project team will be available to answer any questions that police 
authority members may have on the proposals. Please contact Peter Stacy, 
Project Support Officer on 020 3113 7979 / 07500 078243 or by e-mail: 
npas@npia.pnn.police.uk. 

 

11. Recommendations 
 
11.1 It is recommended that the Authority endorse the proposal for a National 

Police Air Service. 

mailto:xxxx@xxxx.xxx.xxxxxx.xx
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Appendix B (i) 
 

What will NPAS mean for Cambridgeshire? 
 

The information below describes the existing arrangements for air support within 

Cambridgeshire. It includes a summary of operational coverage, the availability of the aircraft 

and costs. Underneath this is a comparison with the benefits Cambridgeshire will receive as 

part of NPAS. 

 

This information should be read together with the two maps below that show coverage within 

20 minutes flying time (assuming 2 minutes for take-off and a cruising speed of 120 knots). 

 
 
Cambridgeshire – Existing Arrangements: 
 

 Cambridgeshire currently operate a single MD 902 which was purchased in 2006. 

The aircraft is based at Huntingdon in Cambridgeshire; 

 The aircraft was budgeted in 2010/11 to fly a total of 750 hours, operating a 18 ¼ 

hour shift pattern 6 days a week and a single 9 hour on the 7th. This means that the 

aircraft is available for tasking 70% of the time.  

 
Cambridgeshire – Member of NPAS: 
 

 The Cambridgeshire aircraft will be withdrawn from service. Dependant on the final 

size of the fleet this aircraft will then become one of the national reserve aircraft for 

use at times of scheduled servicing and maintenance.  

 Coverage for Cambridgeshire will be provided from nearby aircraft based at 

Husbands Bosworth and the new Eastern Counties base at RAF Honington. 

 Cambridgeshire will pay £820,000 per annum less for air support than they currently 

do. This is based on the delivery of 750 flying hours per annum.  

 Air support will be provided on a nearest asset attends basis. An aircraft will be 

available 24 hours a day. Bases will operate for either 20 or 24 hours a day. When 

the 20 hour base has ceased operations the aircraft will be deployed from the 

nearest 24 hour base. 

 The current Chiltern ASU base at RAF Henlow will be retained under NPAS until at 

least 2013. Air support will be available from this base in the interim period. 

 The operational table below shows travel times to the main conurbations within 

Cambridgeshire from bases at RAF Honington and Husbands Bosworth. 
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Operational Table: 
 

 
Current 

base 
Wyton 

  (miles) 

Flying 
time 
(min) 

NPAS  
base 

Honington  
(miles) 

Flying 
time 
(min) 

Alternative Bases 
 

Husbands 
Bosworth 

(miles) 

Flying 
time  
(min) 

 
Peterborough 

15.16 9 45.89 22 34.83 17 

 
Huntingdon 

3.81 3½ 40.83 19½ 36.78 18 

 
Cambridge 

15.06 9 29.01 14½ 52.02 24½ 

 

Financial Table: 
 
Cambridgeshire 
ASU 
 

 Costs 
Corrected to 
FY 12/13   £M 

 Future NPAS Costs 
(at 2012 value) £M 

TOTAL  1.809  0.632 
 

Revenue  1.455 
(see Note 4) 

 0.632 
 

Capital 
 

 0.354 
(see Note 5) 

 0.280 
(see Note 6) 
(0.280) CREDIT 
(see note 7) 

 

Notes: 
 
1. The figures used to calculate the costs and savings are based on information provided 

by forces for FY2009/10.  
2. Significant funding changes have taken place since this data was collected. Spend 

figures for FY2010/11 and budgets for FY2011/12 are currently being compiled and an 
update will be provided in due course.  

3. The final configuration of the National Police fleet is to be fully decided after the end of 
September; this will provide the required information needed to re-calculate the future 
costs of providing air support. This will form part of the update mentioned above. These 
figures assume the merger with Suffolk at RAF Honington and the withdrawal of the 
Henlow based aircraft.    

4. In several cases, the reported figures were corrected to more appropriately reflect the 
current situation, or to take account of gaps in reported information from some units. 
The most significant corrections relate to the recent acquisition of new helicopters, 
which occurred after FY09/10.   

5. This figure represents the (equivalent) annual capital cost for replacing a helicopter, 
based on a 10 year life. It provides for a more holistic consideration of the cost of 
ownership.    

6. This figure represents the forecast cost of replacing helicopters in the medium-term 
future; reflecting the rate of inflation of technology which far exceeds RPI.    

7. This figure is based on the value of the existing helicopter, over a 10 year life. It 
represents the capital amount which will be credited to forces who owned their 
helicopters, until they reach 10 years of life. In the case of Cambridgeshire, 4 annual 
credits will be due (until FY15/16) at which point the full capital contribution will become 
payable. However this assumes that the Cambridgeshire aircraft will be transferred to 
NPAS for use as a reserve 
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Cambridgeshire / Regional Coverage Map 
 
 

The first map highlights the current base. The circle on the map demonstrates the area 

covered from that base in 20 minutes flying. 

 

 The 20 minute flying time is calculated by including: 

 

 ground speed of the aircraft of 120 knots (2.3 miles per minute) and; 

 2 minutes to allow the aircraft to get airborne from the base. 

 

The second map indicates the position under the NPAS principles. This map also shows 

where alternative air support might be derived from. 
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Appendix B (ii) 
National Coverage Map  
 
The maps below provide an illustration on the current bases and the change of bases under 

NPAS. 
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Appendix B(iii) 

Proposal for a National Police Air Service (NPAS) 

 

In the current demanding economic climate, every police force is under pressure to 

reduce costs whilst maintaining a high quality service to the public.  

 

Chief Officers recognise that air support is an essential tool in maintaining this 

service, however, under the current structure, it is both inefficient and costly.  

 

The creation of a national model will enable the police service to address these 

issues, achieve greater savings and, in many cases, a better service. 

 

This paper aims to assist police authorities in their decision making by providing a 

more detailed rationale for the creation of NPAS. It also sets out the options 

presented to Chief Constables in October 2010.  

 

1. Background Information 

 

In 2009, the Association of Chief Police Officers (ACPO) undertook a review of the 

1993 National Air Operations Strategy and assessed the existing provisions within 

police aviation. The review concluded that, overall, the service was highly fragmented 

and did not provide value for money. More specifically, it found that: 

 

 The majority of the 31 Air Support Units (ASU) operated in silo. 

 There was a lack of coordination in the delivery of the service. 

 There was no standard or consolidated procurement approach. 

 

The review made a number of recommendations for the future delivery of the service, 

including: 

 

 The development of a national user requirement to inform the procurement of all 

future police aircraft and equipment. 
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 A stand-alone executive agency to organise and run police aviation on a national 

basis. 

 A national basing structure to deliver a more efficient aviation service.  

 ‘Borderless’ tasking of aircraft to achieve local delivery by a national agency. 

 Air Support budgets should be pooled together for allocation to a national police 

aviation organisation. 

 

By moving to this approach for police aviation, the following benefits can be achieved: 

 

 Greater potential for collaboration/consortium arrangements between forces that will 

achieve further operational improvements and financial savings. 

 Delivery of an efficient and effective air support response by co-ordinating and 

dispatching police air assets from a central dispatch facility. 

 Savings, through: 

 Direct employment or central contracting of pilots; 

 National fuel, insurance & maintenance agreements; 

 National procurement agreements; 

 Reduction in staffing levels; 

 Reduction in the number of operating bases; 

 Extending the operational life of the aircraft; 

 Borderless tasking. 

 

Chief Constable Alex Marshall (Hampshire) as Aviation Portfolio Holder for the ACPO, 

commissioned a project team, support by NPIA, to scope the work required to deliver a 

National Police Air Service. 
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2. Models for Change 

 

Recognising the need to deliver a more efficient and cost effective air support 

capability, the following 3 options for change have been considered and 

subsequently rejected by the NPAS Project Board: 

 

1) No Change 

The 2009 review highlighted the operational benefits of a national model in terms of 

response times, a rotary / fixed-wing aircraft mix across the country and greater fleet 

resilience. The current structure is unable to achieve this or make any savings.  

 

2) Commercial Partner   

It was identified at an early stage that keeping air support within the police and restructuring 

and improving its efficiency through collaboration, could result in greater savings for the 

service than handing the function over to a commercial organisation.   

 

3) New Technologies/Unmanned Aerial Vehicles 

New technologies, such as unmanned aerial vehicles, could enhance capability. However, 

some of this technology requires significant public consultation and acceptance by 

regulatory bodies. It may also need a large injection of capital funding. Longer term, this 

option may deliver further improvements and savings and will remain under review. 

 

Proposed Models 

In October 2010, Chief Constables were presented with three potential models for delivery. 

The indicated savings in each model are based on figures collated in April 2010. 

 

Model 1 - Minimum Change Model (£8.4m / 12.6% savings)  

 

The Minimum Change Model is based on providing the same level of service that 

currently exists. Under the model, air support will be delivered by establishing 

national and regional management structures that will enable savings to be made 
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through economies of scale. For example, a small number of voluntary base 

amalgamations, a reduction in fleet size from 31 rotary aircraft to 28 and the 

withdrawal of Hampshire’s fixed wing asset. 

 

The minimum change model will result in anticipated savings of £8.4m or 12.6% 

compared to current provision.  

 

However, this model does not improve resilience by providing spare aircraft (to 

continue coverage when other aircraft are undergoing maintenance, refurbishment or 

repair) or make best use of the resources available through revised base locations. It 

is therefore not the recommended model in terms of achieving a more efficient, cost 

effective and resilient air support service.  

 

Model 2 - Recommended Model (£15.27m / 22.8% savings) 

 

The recommended model is based on providing a national service that will deliver air 

support from 23 aircraft across 20 bases – supported by establishing a 

national/regional management structure. Resilience will also be improved by the 

provision of 3 spare aircraft. This measure alone will increase aircraft availability by 

8%. 

 

The recommended model will provide a better balance between local delivery and 

the need for a more cost effective air support function and will result in anticipated 

savings of £15.27m or 22.8% compared to current provision. 

 

Model 3 - Urban Only Model (£36.6m / 54.5% savings) 

The urban only model is based on providing a national service that will deliver air 

support from 12 aircraft (plus 2 spare) across 11 bases. This model will only provide 

air support to the areas with the highest density of population.  

 

The urban only model will result in anticipated savings of £36.6m or 54.5% compared 

to current provision. However, this model does not meet the demand for air support 

in rural areas.  
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The recommended model was endorsed by the majority of Chief Constables. 

However, a small number of forces sought further clarification before they were able 

to present these proposals to their police authorities.  

 

Since October, the project team have been working closely with this small number 

of forces to find solutions that ensure NPAS will be able to deliver a more cost 

effective and efficient service whilst meeting the needs of the police service and the 

public. 

 


