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CHAPTER 3 :
REVIEW OF PAY SCALES

Civil Service Starting Salaries Review -
Implications for the Disciplined Services

A.  Advice Sought by the Administration

3.1. The Administration wrote to us on
20 July 1999 requesting the Standing Committee
to advise whether, and if so how, the results of
the Standing Commission on Civil Service
Salaries and Conditions of Service's Report No.
36 on the Civil Service Starting Salaries Review
1999 should be applied to starting salaries in the
Disciplined Services. The letter made it clear
that -

(a) the Administration recognised “that
there are differences between the
disciplined services and the rest of the
civil service” and that “ these must be
considered carefully”; and

(b)  current salaries should be looked at “on
an ‘as is’ basis : i.e. that special factors
which may have resulted in entry levels
for individual grades departing from
benchmark levels should be taken to
apply in the current Review.”

B.  Consultation with the Disciplined
Services

32 Before reaching any conclusions,
the Standing Committee was anxious to listen to
the views of the management and staff of the
Disciplined Services. To this end we held
meetings with the management sides on 26 July
and the staff sides of the Disciplined Services
Consultative Council, the ICAC Staff
Consultative Committee and the Police Force
Council on 3 August 1999. We later had some
further informal discussions and received a
number of written submissions.

3.3. The opinions expressed could be
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Chapter 3 : Review of Pay Scales

summarized as follows -

(a)

There was a general acceptance that it
would be hard to justify leaving
disciplined services starting salaries as
they were in the light of the findings of
the Standing Commission’s Report No.
36 and against the background of the
economic difficulties affecting the Hong
Kong community. However, there was a
strong desire to ensure that existing pay
relativitiecs were maintained - both
between the Disciplined Services and the
rest of the Civil Service and between the
seven services themselves. Above all, it
was considered absolutely essential that
the element in disciplined services pay
which took account of special/job factors
should not be eroded. However, there
was something of a difference of view on
how this might best be achieved.
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(b)

(©)

The management of the General
Disciplined  Services  (Correctional
Services Department, Customs and
Excisc  Department, Fire Services

Department, the Government Flying
Service and Immigration Department)
were opposed (o a pro rata adjustment,
extrapolated  from  thc  Standing
Commission’s recommendations,
because they believed that this would not
take account of the special factors. They
therefore called for a  separate,
independent, review. The ICAC and the
Police, though, were content with the
concept of a pro rata adjustment,
provided that existing relativities were
maintained.

The Staff Side of the Disciplined
Services Consultative Council made it
clear that they considered that academic
qualilications were just one of the factors
identified as components in the salaries
of the Disciplined Services and that
therefore any direct application of the
recommendations of Report No. 36
would not be appropriate. Like their
management side, they called for an
overall review of disciplined services
starting salaries, covering all relevant
factors not  simply  qualification
benchmarks. The ICAC  Staff
Consultative Committee Staff Side were
worried that adjustments (o starting
salaries would undermine morale and
hamper the recruitment of high quality
staff, but their chief concern was that if]
as seemed inevitable, there had (o be
adjustments then these should not leave
ICAC at a disadvantage vis-a-vis the
other disciplined services, particularly
the Police. The Police Force Council
Stall Side did not wish Lo see any changes
to the cxisting Policc Pay Scalc. They
considered that strict adaptation ol salary
reductions, based on academic
qualifications, to the starting salaries of
recruit PCs and Inspectors would not be
appropriate. They believed that other job
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Chapter 3 : Review of Pay Scales

factors had to be taken into account in
any salary adjustment and that there was
a case for a full-scale review.

(d)  There was a universal belief, expressed in
the most trenchant terms, that the starting
salaries of the Disciplined Services
should not be adjusted if Assistant
Hawker Control Officers” salaries
remained unchanged.

These concerns were at the forefront of our
minds during our subsequent deliberations.

C. Other Factors

34. The Standing Committee faced a
number of constraints when considering how to
respond to the Administration’s request for
advice. These included -

(a)  The need to maintain inter-departmental
relativities - all seven services had very
strong views on this, but the different
disciplined services pay scales (General
Disciplined Services, ICAC and Police),
with their dilferent intervals between pay
points, made it easier said than done.

(b) The parallel need to try to preserve
internal relativities, within departments,
as far as possible - but this was practically
impossible given the wide difference in
the reductions rccommended by the
Standing Commission for the matriculant
and school certificate qualification
groups, which were the usual reference
points for officers and rank and file
respectively.

(¢) The importance of rctaining ‘broad
comparability’ with the rest of the Civil
Service.

(d) The requirement that adjustments ought
only to affect basic entry points on the
scales - and the Administration’s request
that we “look at current salaries on an
‘as is " basis”.

(¢) Time - the request that we submit our
recommendations by the end of

10
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September 1999.
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D. Methodology

3.5. In response to the Administration’s
question as to ‘whether’ the Standing
Commission’s recommendations should be

applied to the Disciplined Services, we were
clear that some adjustments would be needed -
disciplined services salaries had traditionally
moved broadly in step with the Civil Service as
~a whole, for instance in the annual pay
adjustment and in the case of the adjustments to
rank and file pay which we recommended to
take account of new benchmarks introduced
following the Standing Commission’s Second
Report on the 1989 Salary Structure Review.
However, it was plain that the question of ‘how’
adjustments should be effected would be more
difficult.




B ARG

3.6.  WATHEAETIIGEME
fA]” ¥ A R

(a) (T % e LR TR S B
R ER R %&ﬁmmnluh‘

B R

(b)  FrMHch RCRFF Ik AT N FR A9 B4
DR 880 GE B 2255 3.1.(b) B Fir e
WERER 2 ) DK

(¢)  RTE 7L ME DLW {18 5 H 0 2258 57 37
(AN AR FEHEBKEAZH S
S B ALE FH I B e E@%‘nﬂ
HHEE X ARG ER R A B
e 02 1y G I R (B 01 A A ~ R
NFEREESET ZHEEEB
YN PN

< 7% FRAM R %
T

[ e o [ R PR 3% > R T

(1)  BAEFM — BT = FHr i o B2k ok
/ TAERRA TR (A)

T AL T S
GE: SUNiOE KoY

(2) A+EB=+AEH
HE = af.-rﬂ”]/\ﬁﬁ%(ﬁﬁi
. $i7 B 85)

3.8. A 57 1) 4R 538 s R A B LI”J

Fi BLE £ AL B Ve 25 SR

S HAth S fE AC AR R Y E AR AR B A E’éﬁ%

%ﬁ@ﬂf’ R RE {5 I B 22 5 ST B
R —2 - FFRAKM T ¢

EGBEE(EREEGEWE S
KA iP5 =R C )

i 4 s )

(i) 30,050 5C (3R A Fi B ) —
15,160 jT ( #H 17 & #E )
= 14,8900 (FLE BF A FFIR
CAE R Z TR HT(A)
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3.6. We concentrated our examination
of *how’ within the following parameters -

(a)  any adjustment should be confined to that
clement of disciplined services pay based
on academic qualification benchmarks;

(b) that element of pay which recognised the
special/job factors should be preserved
intact (in line with the Administration’s
direction outlined in paragraph 3.1.(b));
and

(c) the calculations should concentrate on the
two usual reference pay points, i.e.
Matriculation for officers and School
Certificate for the rank and file, and other
entry points for recruits with higher or
lower academic qualifications (e.g.
Higher Diploma, Degree, below HKCEE,
etc.) should then be adjusted in step.

G In the light of these parameters and
the factors outlined above, we arrived at the
following basic formula -

(1)  Existing salary - existing benchmark =
element of salary relating to
special/job factors (A).

(2) A + new benchmark recommended in
Report No. 36 = new starting salary
(pegged to the nearest existing pay point).

38 We chose Police Inspector (IP) as
the reference point for officers and Police
Constable (PC) as the reference point for the
rank and file and adjusted the starting salaries of
the officers and rank and file of the other six
services in line with them as follows -

(1) (a) Police Inspector (with 2A 30):

(i) $30,050 (existing salary) -
$15,160 (existing benchmark)
=$14,890 (salary relating to

existing special/job factors)
(A)

3
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(ii) A + $10,420 (new benchmark)
=$25,310 ($25,580 pegged to

the nearest pay  point
(PPS 19))
(b) Police Constable (with 5Es in
HKCEE) :

(i) $15,995 (existing salary) -
$9,785 (existing benchmark)
= $6,210 (salary relating to
cxisting special/job factors)
(A)
(ii) A + $9,180 (new benchmark)
—$15,390 ($15,520 pegged to
the nearest pay point (PPS 2))

(2) The starting salarics ol comparable
grades/ranks (e.g. Station Officer in
relation to IP and Fireman in relation to
PC) were then derived from the following
formula to the ncarcst pay point -

Existing comparable
New Police rank starting salary

starting salary x

Existing Police
starting salary

(3)  The starting salaries of ‘non-comparablc
ranks’ (c.g. Aircrall Engineer, GFS) were
derived by a direct application of the
formula in paragraph 3.7.

The then existing and the proposed starting
salaries of the Disciplined Services are shown in
the tables at Appendix K.

3.9 We believed the advantages of this
approach were that -

(a)  the salary adjustments were brought as
closely in line with existing relativities as
possible; and

(b) the dollar-value pay advantage which the
Disciplined Services had over their
civilian  counterparts was  broadly
maintained - the element in starting
salaries which recognised spccial/job
factors having been left untouched, thus

13
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addressing the principal concern the
Services had expressed.

We were aware, of course, that our proposals
changed the existing ratio between the academic
qualifications and the special/job
factors clement in disciplined scrvices salarics,
but this was unavoidable if the latter was to be
maintained - which it had to be. We were also
conscious that the pay advantage over civilian
benchmark salaries was increased n percentage
terms.

element

E. Anomalies

3.10. Some anomalics incvitably came to
light. Those we 1dentified we addressed in the
manner set out in Appendix L.

F. The Problem of Intfernal Relativities

3.11. Some heads of department were
worried that, if adjustments in line with the
Standing Commission’s findings were applied
to the Disciplined Secrvices,
salaries would be reduced by much more than
those of recruits to the rank and file, while their
relative responsibilities remained unchanged.
Their concern was shared by the Staff Sides of
the Disciplined Services Consultative Council
and the Police Force Councll.

new officers’

3.12. This ol course applicd with equal
force in the rest of the Civil Service where, [or
instance, the Standing Commission’s findings
led o the starting pay of a (graduate) Executive
Officer II [alling by five points while that of a
(school certificate) Assistant Clerical Officer
fell by only one, although their relative levels of
responsibility remained exactly the same.

3.13. It was hard to scc a way round this
problem, which was a product of ‘supply and
demand” in the private sector. Mcans to
overcome it were examined, but none were
really workable. We felt that perhaps all we
could do was to point out that in the Disciplined
Services, where ranks nceessarily loomed larger
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than in the rest of the public service, this
problem of internal relativities would, at very
least, be the source of some awkwardness

3.14. What would have been more
anomalous would have been to have a
newly-joined officer drawing a lower salary
than his newly-joined subordinate. In one case
where this might have occurred we
recommended adjustments to avoid it
(paragraph (1)(b) of Appendix L refers).

3.15. The related question, raised by
some heads of department, of new officers
being paid less than the bottom point on the pay
scale of serving senior rank and file personnel
(e.g. Police Station Sergeants, Principal
Firemen, etc.) appeared to us to be somewhat
less problematical. Overlaps already occurred
on the pay scales, and, after all, an experienced
‘senior NCO’” was generally of more value than
a newly-joined young officer.
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Chapter 3 : Review of Pay Scales

G. Future Review Mechanism

3.16. We saw the merits of the measures
proposed in the Standing Commission’s Report
No. 36 (Chapter 5) to ensure that the new
benchmarks and starting salaries stayed in line
with private sector pay for similar qualifications
in future, i.e. -

(a) delinking the benchmarks and starting
salaries from the effect of the annual pay
trend survey and from the Master Pay
Scale; and

(b) establishing a new review mechanism to

synchronize the movement of the

benchmarks and starting salaries with
entry pay in the private sector for similar
qualifications.

3.17. We supported both (a) and (b) in
principle. Of course, this was a very complex
issuc and we hoped that an effective mechanism
could be devised in consultation with
management and staff. The mechanism should
ensure, in particular, that no serving officer
would be worse off than a new recruit in the
same rank if and when private sector pay
suddenly rebounded above the level on which
his own starting pay was based.

SalE The Standing Committee indicated
that we would wish to be consulted on the new
review mechanism when proposals had been
worked out.

H. Salary on Transfer

g We noted that the Administration
saw a need to rationalise the existing
arrangements for salary on transfer, while
preserving the incentive for serving staff to
advance through the civil service system. We
believed that officers then serving should not be
penalised by any future modifications to these
arrangements. Concern had been expressed to
us by a number of heads of department and staff
representatives and we understood that the

16
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Administration had given assurances on this
point.

I The Assistant Hawker Control Officer

3.20. The recommendations of the
Standing Commission’s Report No. 36 left the
starting salary of the Assistant Hawker Control
Officer (AHCO) unchanged. Though AHCOs
were civilians and there ought therefore to be no
direct comparisons with the rank and file of the
Disciplined Services, the whole issuc of the pay
of the Hawker Control Officer grade had, of
course, proved very controversial in the past.
Both the management and staff sides had homed
in on this aspect of the Standing Commission’s
findings and had lcft the Standing Committee in
no doubt that they would regard it as complctely
unacceptable if the pay of their rank and file
were to be reduced but that of the AHCOs was
not. While it was beyond our remit to do more
than highlight this potentially unfortunate
situation, we wrote separately to the Sccretary
for the Civil Service to underline the strength of
feeling on the matter.

J. Our Advice

3.21. We concluded that -

(a) in order to maintain a broad
comparability with the rest of the Civil
Service, some adjustment to the starting
salaries of new recruits entering the
Disciplined Services would be justified,
but

(b) 1t was essential that the pay advantage
which the Disciplined Services enjoyed
in recognition of 'special factors' and 'job
factors' should not be reduced and that
relativities between the seven services
should be maintained as far as possible.

We therefore recommended that starting
salaries should be adjusted as shown in the table
at Appendix K, with effect from whichever date
was selected for introducing new starting
salaries in the rest of the Civil Service.
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Chapter 3 : Review of Pay Scales

3.22. We advised the Chicl' Execcutive
along these lines in late Scptember 1999,

K.  The Administration's Response
3.23. Following the submission of our
advice to the Chief Exccutive, the
Administration conductcd their own
consultation cxercise with the staff councils and
departmental management. This exercise
finished in mid-November 1999 and elicited
generally positive views. The Administration
then formulated their thinking on the way
forward and, after some further discussion with
us, accepted our overall recommendations with
a few minor adjustments (see Appendix M).

3.24, The Administration's proposals,
revising downward the starting salaries for
recruits to the civilian and disciplined grades
appointed on or after | April 2000 and serving
staff on in-scrvice transfer from that datc, werc
endorsed by the Establishment Sub-Committee
on 26 January 2000 and approved by the
Finance Committee on I8 February 2000. The
new starting salaries took effect on
1 April 2000.




