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Summary:-

The Pay and Workforce Strategy project is at its final stage. It was intended that it be implemented in April this year but following last minute difficulties with one of the unions we reached an impasse in February. With no prospect of a collective agreement, and after due consideration of the options available, it is being recommended by officers that the authority now impose upon staff the outcome of the project i.e. a new Pay Policy including a new pay structure and harmonised terms and conditions of employment. 

The Executive considered the financial implications at its meeting on 29 June. There now needs to be a decision by Council. The Employment Panel is being asked to make a recommendation to Council. This will be on two occasions. Firstly at its meeting on 9 July, when it is envisaged that a recommendation will be forthcoming from the Panel that Council should agree to consult with staff about the imposition of the project, and secondly in October, following 90 days consultation with staff, that Council be further asked to approve the implementation of the project. 

This will allow for the new Pay Policy to be implemented on 1 February 2010 following three months due notice for employees.

At this meeting it is anticipated that Council will be recommended by the Employment Panel to agree to begin a 90 day consultation with staff on imposition, although the outcome of the 9 July meeting of the Employment Panel is not known at the time of writing of this report. The Minutes of this meeting will be issued in due course.
Recommendation:-

That Council approves a formal period of consultation be entered into with its employees on the intended imposition of the outcome of the Pay and Workforce Strategy project.

	Contact Officer:
	David Williams
	Ext:
	7082


1. BACKGROUND INFORMATION 

1.1
The Pay & Workforce Strategy (PWS) project began in 2006 and has 6 work packages:
· Job Evaluation

· Equal Pay Review

· Review of People Policies and Terms and Conditions 

· Single Status 

· Workforce Development Plan

· PWS Implementation.
1.2 The project is now in its final stage (Implementation) which brings together the separate work packages into one cohesive Pay Policy, including a new Pay Structure for the authority. The final draft of this new policy is provided in Appendix 1. 
1.3 The project is in accordance with Prince 2 methodology and as such is overseen by a Project Board chaired by the Deputy Chief Executive. Regular progress reports have been presented to Members of the Corporate Resource Overview and Scrutiny Committee, with the last one being 9 June 2009.  
1.4 Agreement had been reached with the trade unions in December 2008 on all aspects of single status and all elements of a new pay policy. In early January 2009 we had also achieved a Final Negotiated Position on the key issues of a pay-line, back pay and protection.  
1.5 Two further steps remained before a formal agreement could be reached – a ballot of union members by the two main unions (GMB and Unison) and approval of the package by Members. 
1.6 As regards union approval, GMB conducted their ballot and the result was a resounding endorsement of the deal. Unfortunately Unison has since refused to go to a ballot and have withdrawn from the agreement we reached in principle with them. Without the support of both unions a collective agreement to proceed is impossible. 
1.7 Thus the project has stalled. It was intended that it be implemented in April this year but we came to an impasse in February. 
1.8 The status quo is not sustainable for several reasons, not least of which is because it leaves us vulnerable to legal challenge, so we are not in a position whereby we can tolerate this stalemate for much longer. 
1.9 Senior officers recommended to the Employment Panel at its meeting on 12 June that as a collective agreement was now a remote possibility the Panel should instead recommend to Council that they agree to unilaterally impose the outcome of PWS and to formally consult with our employees on this intention. Panel Members agreed to meet again on 9 July and asked that legal advice be sought meantime from Counsel. This advice is due on 7 July and will be presented to the Panel verbally at their meeting by the Head of Legal Services. It is anticipated that at this 9 July meeting the Employment Panel will agree to recommend to Council that we consult staff on imposition, but the outcome of their meeting is not known at the time of writing this report. The Minutes of this meeting will be issued in due course.
1.10 Despite the project now being several months behind schedule, even if imposition is decided upon now, the requirement to consult our workforce means that it will still be 6 months or more before we can implement PWS. As such Members have been recommended to follow the proposed time-scale provided in this report.
1.11
Officers consider that any further delay is unwise because:

· Staff are confused in this state of flux and morale is being adversely affected

· It seems inevitable that there can not now be any collective agreement

· Restructuring is coming early in 2010 and we need to clear PWS out of the way at the start of the year so that we can then concentrate on the next major change

· Unison are agitating regionally for staff to pursue equal pay claims 

· GMB have expressed their impatience and want to see implementation now

· We still need to comply with the National Agreement of 2004

· We face the potential of equal pay claims and/or grievances from those staff that were due a pay rise in April had we implemented as intended
· We need to introduce single status so as to remove historical unfairness and potentially discriminatory practices (e.g. bonus and attendance allowance). The single status components of the proposed new Pay Policy were all agreed with the unions but can not be implemented as the funds needed are dependent upon the remaining elements of this new policy also going through

· An equal pay audit by external experts Northgate Arinso has provided added confidence in our position. Indeed this audit has confirmed that there could be more of a litigation issue if we do not implement than there would be if we impose the new pay policy. 

2. DETAILS OF PWS PROJECT OUTCOME 

2.1
Financial implications
2.1.1
Implementation costs

There are one off costs for the Pay and Workforce Strategy project totalling £440,000. These costs have been accounted for in 2005/06 to 2007/08 and were approved as part of the budget processes for each year and were funded from the Projects Reserve. Therefore they do not count against the PWS Reserve (shown as ‘JE Reserve’ in the Financial Plan).

Other implementation costs approved to date include:

· Single Status  - £112,300 approved by Council on 17 July 2007

· Additional project costs - £127,000 approved by Council on 15 July 2008

These were both to be funded from the £1m set aside for PWS (see table 1 below).
2.1.2
PWS Reserve
In February 2007, full Council approved that the sum of £1m be taken out of reserves for 2007/08 to 2009/10 in respect of the potential impact of the Job Evaluation process, Single Status etc whilst work continued to firm up the figures on the recurring and non-recurring costs. After this period, savings were to be identified to offset future costs. This initial estimate was based upon 6% of the overall payroll costs, which was the level of increase experienced by some other district councils who had already gone through this exercise. 

Therefore a recurring budget provision of £1m per annum was made effective from 2007/08 and, due to the delay in implementing the project, this has been transferred to set up the reserve.
The current level on the reserve is as follows:

	Table 1
	£

	Transfer to reserve re 2007/08
	1,000,000

	Single Status Implementation costs
	(112,300)

	Balance as at 31 March 2008
	887,700

	Transfer to reserve re 2008/09
	1,000,000

	Additional PWS team costs
	(127,000)

	Balance as at 31 March 2009
	1,760,700


If the scheme is not implemented until 1 January 2010, the balance on the reserve available to fund non-recurring costs in 2009/10 will be as follows:

	Table 2
	£

	Balance as at 31 March 2009
	1,760,700

	Transfer to reserve re 2009/10
	1,000,000

	Less estimated amount required to fund recurring costs (see Table 5)
	(100,000)

	Balance available to fund non-recurring costs
	2,660,700


2.1.3
Non-recurring costs
The work carried out to date indicates that there will be one-off costs consisting of back-pay and protection costs. The table below shows the impact on the reserve if the non-recurring costs were funded from the reserve assuming a 2.5% pay award for 2009/10 (depending upon the annual pay award):
	Table 3 - Non-recurring costs
	£

	Balance available (table 2)
	2,660,700

	Back-pay (32 months)
	1,980,472

	Protection (12 months)
	379,477

	Total non-recurring costs
	2,359,949

	Balance on PWS reserve
	300,751


There are other potential non-recurring costs as set out below:

	Table 4
	£
	£

	MFS/Phase 2
	5,000
	

	PWS project team costs
	55,000
	

	Link Licence
	3,000
	

	Equal Pay Audit
	10,000
	73,000


Further details for each of the contents of Table 4 are provided below and, if Members approve, these could be funded from the PWS reserve. The Executive decided on 29 June to recommend to Council that it approve the meeting of these costs out of the reserve: 




· There is unfinished work on Market Factor Supplements (MFS) and what remains of Phase 2 of Job Evaluation (including career grades). It will be a relatively insignificant figure in the order of no more than £5,000. This figure is an estimate but all the costs thus far of JE Phase 2 are already included in the calculations and JE will be completed during the summer, and any changes to MFS will impact on recurring costs and not the one-off costs
· There are extra PWS costs incurred by the delay to the project estimated to be £55,000. Funding is needed to pay for an extension to the contracts of the 3 staff brought in for the project: we had expected that their work would not be needed after July. 

· There is also an additional cost for a Link licence (c£3,000): we did not expect to need the pay modellor software again. Also we have to pay for the external consultants currently undertaking the equal pay audit (c£10,000).

The cost of 32 months back pay and the cost of 12 months protection include the cost of paying increments (c£100,000) on 1 April due to the delay (and so this issue is no longer pertinent) but we will have to insist that staff will not get further increments on 1 April 2010.

2.1.4
Recurring costs
The current Medium Term Financial Plan (MTFP) includes a recurring annual budget of £1m to cover the recurring costs of PWS pending the identification of ongoing savings. The recurring cost will increase over the years as post-holders progress through the new grades and reach the maximum point in year 3. These estimated costs are shown in the table below, assuming an implementation date of 1 January 2010, and include the implications of the Single Status considerations agreed to date (£137,000):  

	Table 5
	Estimated Cost
£
	Full Year Impact
£
	Potential reduced commitments
£

	2009/10
	100,000
	400,000
	900,000 *

	2010/11
	640,000
	-
	360,000 **

	2011/12
	853,000
	-
	147,000 **


*  Already assumed to be transferred to the PWS reserve to fund non-recurring costs

** Potential reduction in base budget.
The recurring costs at the maximum, are estimated at £853,000 per annum and assumes a 2.5% pay award for each of the years.

Thus there is the likelihood that the recurring costs will be less than £1m at the maximum, however it should be noted that these figures:

· do not include the ongoing impact of any market factor supplements and career graded posts as this work is still underway – see 6.2.4
· include the costs of both temporary and fixed term contracts such as the Carlisle Renaissance team which is a significant sum 

· assume that the annual increments will not apply until 1 April 2011
· take no account of staff turnover i.e. the savings that will accrue as a result.

It should be noted that savings will accrue of £30k for each months delay in implementing beyond April – 9 months, totalling £267k saved on the 09/10 salaries budget, but these savings have already been accounted for in Table 2. 
Please note that at the time these details were being prepared by Financial Services there had been an assumption made that the implementation date would be 1 January 2010 but this has since been put back one month.

2.2 Staffing implications
2.2.1 From the date that we implement the outcome (approximately six months after Council starts the 90 day consultation exercise) just over half of our 800 employees (408) are due an increase in pay either immediately (around 350) or after increments in due course (known as ‘headroom’ gain). 252 employees are due to lose pay although this will not happen until February 2011. The pay of the remaining staff will be unaffected.

2.2.2 If we assume an implementation date of 1 February 2010 there will be 12 months protection starting from this date for staff due to lose pay and 32 months back pay for staff due an increase will be paid as from this date.

2.2.3 In addition very many staff will start to benefit from this date from harmonised terms and conditions across the authority thereby removing historical inequalities. 
2.2.4 Among lower paid employees 60% will be better off under the new pay structure. Of the 246 employees within the lowest three grades, half of them (123) will gain pay immediately, 94 staff (38%) will have their pay reduced in 12 months time, and 28 (11%) will stay the same. And of this latter group most (24) will actually benefit in time when their annual increments start to be paid after one year (i.e. headroom gain). 
2.2.5 It is however the case that lower paid administrative staff that will be disproportionately negatively affected. Within the proposed new grades A B and C there are 121 administrative staff and of these 81 (67%) will be losing pay. Although this group also contains 32 (26%) admin staff that will gain salary immediately, with another 8 (7%) that will stay the same of which 4 will end up with a headroom gain.
2.2.6 It is also the case that there are more female administrative staff than male and so the impact of the new pay structure will be disproportionately felt upon female employees. However, this became inevitable when during the project we found that our existing pay structure is advantageous to women in the lowest six grades - where the pay gap is clearly shown to be in favour of women. We are obliged under both equality legislation and the 1997 and 2004 National Agreements to work towards removal of this pay gap. Both unions acknowledged this in principal at the outset of the project and indeed at the time (December 2008) when a Final Negotiated Position was agreed.
2.2.7 What will be implemented on 1 February 2010 through imposition will be no less than what was expected to be implemented on 1 April had a collective agreement been achieved. That is, imposition is simply being used as a means of last resort to enable the legitimate outcomes of the PWS project to be implemented.
2.3
Imposition 

2.3.1
Imposition will necessitate us moving away from collective bargaining. Several other authorities, some of whom have also found themselves faced with an intransigent union, have gone down this road. It effectively means dismissing all employees and offering to re-engage them on new terms and conditions of employment. 
2.3.2
The Council would write and ask all staff to sign a new contract of employment.  If they were not prepared to do so by a given date, they would be instructed not to come to work after a specified date as their employment would be terminated. 

2.3.3
If Council agrees to consult, then officers will write to all staff on 15 July giving details of the new pay policy we propose to implement, and the effect on them, and invite consultation. There will be a 90 day consultation period, as required by law, where we will hold face to face meetings with staff to explain the situation and our proposals, and amend our proposals if required at the end of this time.
2.3.4
The process will then involve the following steps:
· Formally implement (through a Council decision sometime in October 2010)
· Provide staff with a further 90 days as formal notice of a change of contract 

· Write to staff individually seeking their agreement 

· Write to Government, unions, etc

· Approximately half way through this second 90 day period actively communicate with all those yet to have signed their agreement

· Implement at the end of this period i.e. prepare and issue all staff with their new contract
· Dismiss any employees not having signed up by the end of this time. We expect there to be very few if any.
2.3.5
We await the advice of Legal Counsel on this process although this is not expected to produce any difficulties for the Council as many other authorities have taken or are taking the same route.
2.4
Risk management

2.4.1
There is a risk that in imposing PWS:
· We would cause conflict with the trades unions and ‘sour’ hitherto good employee relations

· The council could lose any litigation that may follow.  Employees that are going to lose pay may take their case to an Employment Tribunal, as indeed could those whose pay remains unchanged. These cases would be costly to defend in terms of administrative and preparation time, whether or not the Council wins. However, the numbers of these would likely be less than if we do nothing or accept the status quo

· The Council may lose some good staff whom we would prefer to keep.

2.4.2
Actions that have been taken to mitigate the risk include:
· Compliance with the law in relation to consultation: it will be extensive and meaningful and will follow recommended good practice
· The arrangement whereby no one will actually lose any pay until 2011
· The offer of support (e.g. both personal and/or financial counselling) and advice to employees affected by the project outcome. This was provided earlier this year when we expected an implementation date of 1 April but given the delay we shall repeat the offer later this year
· The engagement of external reward consultants in order to audit our data so as to provide us with robust evidence both to inform these proposals and, if ever necessary, to better resist a legal challenge. 
2.4.3
We recently engaged Northgate Arinso Reward Consultants whose research and analysis has served to validate our position and thus verifies the appropriateness of our recommendation to Members that the Council impose the outcome of PWS. Their audit finds that the potential risk from equal pay claims runs to around £1million were we to do nothing, or if we formally reaffirm the status quo, and that this will be addressed through the new pay and grading proposals. Key findings include the following quotes from their report:
· “analysis of the current gender pay gap clearly demonstrates that there is a significant gender pay gap in favour of female employees in the lower grades”
· “the proposed new structure does not include any overlapping grades or abutted grades and this has significantly reduced any equal pay issues”
· “within a 3 year period when all employees have been able to progress to the grade maximum and protection is no longer being paid the pay gaps will be at 0%.”
3. CONSULTATION

3.1
Consultation to Date

3.1.1
The Executive considered the financial implications at its meeting on 29 June and is due to meet again on 9 July to consider the outcomes of the Employment Panel meeting also being held on that date.

3.1.2
The Employment Panel met on the 12 June and is due to meet again on 9 July.

3.1.3
There have been discussions with the trade unions at the Corporate Joint Consultative Committee (CJC) with another meeting due to be held shortly after Council meets on 14 July. 
3.2 Consultation proposed

3.2.1
There now needs to be a decision by Council. The Employment Panel is being asked to make a recommendation to Council. This will be on two occasions. Firstly at its meeting on 9 July, when it is envisaged that a recommendation will be forthcoming from the Panel that Council should agree to consult with staff about the imposition of the project, and secondly in October, following 90 days consultation with staff, that Council be further asked to approve the implementation of the project. This will allow for the new Pay Policy to be implemented on 1 February 2010 following three months due notice for employees.

3.2.3
Throughout the above process there will be extensive staff communication and consultation. It is conceivable that the unions could return to negotiations during this time and indeed that a collective agreement could still replace imposition.
4
RECOMMENDATIONS

Subject to a recommendation from the Employment Panel at its meeting on 9 July, Council is asked to agree that our employees be consulted for a period of 90 days on the intention that the outcome of PWS will be imposed.
5
REASONS FOR RECOMMENDATIONS

The route being proposed will serve to find a way to bring the PWS project to a close and allow for its outcome to be implemented.

6 IMPLICATIONS

· Staffing/Resources – As detailed in the report.

· Financial – As can be seen from the report both the non-recurring costs, as verified by Personnel and Development, and the recurring costs, as verified by Financial Services, of this proposal can be accommodated from within the allocated budget for the PWS process. However recurring savings will need to be identified to fund the recurring costs in future years as part of the budget process e.g. the transformation programme. 
It should be noted that these are the costs at a particular point in time and they will change due to staff movements. For this reason and also because there is outstanding work on phase 2 and career grades etc, it is recommended that any remaining PWS balance remain earmarked for PWS until resolution of all the outstanding issues.

· Legal – The imposition of the PWS potentially has repercussions in both statute and common law. In statutory law the employee is able to refuse to accept the variation thus leaving the employer in a situation in which it dismisses the employee.  Alternatively, the employee could resign and argue constructive dismissal.  Either way, the result could be a claim for unfair dismissal. 

At common law (if dismissed) the employee is able to bring a claim for wrongful dismissal or, they could remain with the Council and seek injunctive relief and claim damages.  A wrongful repudiation of the contract claim could also be made.

The foregoing must be balanced against the litigation risk of not implementing the PWS as detailed in this Report.  Throughout the Council must act in a reasonable manner and ensure that any ‘dismissal’ is carried out in accordance with relevant statute and guidance.

Counsel is currently carrying out an assessment of the proposed methodology for the implementation of the PWS.
· Corporate – The PWS project has taken several years and has impacted significantly upon all employees. The route being proposed by SMT will serve to find a way to bring the project to a close and allow for its outcome to be implemented.

· Risk Management – As detailed in the report

· Equality Issues – As detailed in the report

· Environmental – None

· Crime and Disorder – None

· Impact on Customers – None directly.
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CARLISLE CITY COUNCIL

Pay Policy

INTRODUCTION

Remuneration is a fundamental part of the contract of employment.  In order for the Authority to attract, retain and motivate staff with the right skills and experience, employees must be rewarded fairly, equitably and competitively for the work they do.  

An effective pay policy must balance these factors with affordability and legal considerations.

Carlisle City Council employment & remuneration framework includes four clear components: pay, benefits, development and learning and the work environment.  The key content of each is set out below.

	Pay

· Basic pay

· Annual pay review
· Additional payments
	Benefits

· Annual leave

· Sickness provision

· Final salary pension

· Other benefits



	Development and Learning

· Appraisal and personal development planning 

· Training & development programmes

	Work Environment

· Work-life balance 
· Valuing diversity
· Health, safety & welfare
· People related policies



Part 1 of this document outlines Carlisle City Council’s pay policy.  Part 2 deals with arrangements to put this policy into practice. Part 3 deals with transitional arrangements to transfer employees from the current pre-Job Evaluation pay structure to the new Job Evaluation-derived pay structure. 

CARLISLE CITY COUNCIL

PART 1

PAY Policy

1. Purpose

The purpose of this pay policy is to outline the principles and key features that underpin employee pay at Carlisle City Council.

2. Aims and guiding principles

This policy aims to integrate pay provisions with corporate objectives and other people related policies and procedures.  Carlisle City Council’s pay policy:

· Is designed to enable us to attract and retain the quantity and quality of staff we require to achieve our strategic and operational objectives

· Is underpinned by the need to achieve value for money having regard to market forces and the Council’s financial constraints

· Recognises the responsibility and accountability borne by employees and encourages the delegation of decision making to the lowest level commensurate with effective service delivery

· Recognises employee contribution and performance in achieving their objectives, including the acquisition of relevant skills and competencies and displaying the knowledge, ability and attitude required. 

· Is transparent and fair ensuring that all employees receive equal pay for work of equal value having particular regard to gender, race and impairment

· Supports cost effective flexible working in meeting customer/client requirements and work/life balance for employees.

3. Scope and Application

The pay policy applies to all employees of Carlisle City Council irrespective of employment status. 

4 Policy
4.1 The pay rate for each job will be determined using the appropriate job evaluation scheme.

4.2 Additional temporary payments may be attached to specific jobs to enable the Council to be able to recruit suitably qualified staff if there is a clear demonstrable need.  Any such payments will be made in line with the processes outlined in Part 2, paragraph 9 and reviewed regularly.

4.3 Allowances will be paid in line with those agreed as part of the Single Status agreements as outlined in Part 2, paragraph 5.

4.4 Pay enhancements will be paid for working outside normal office hours as outlined in part 2, paragraph 7.

4.5 The basic pay rate for each job will be determined using the appropriate job evaluation scheme.  Bonus payments and attendance allowances will no longer be paid as they are effectively payment for carrying out the normal work. 

4.6 Where restructures and re-organisations of work that result in amended or changed jobs occur, the changed jobs must go through the job evaluation process so that the full costs are known before the final decision is made to restructure or re-organise.

4.7 The nationally negotiated pay award will be applied to pay rates, temporary and permanent enhancements and allowances.  Except where explicitly stated otherwise, this will be the pay award negotiated for Local Government Services employees (‘Green Book’).

4.8 There can be no payments made outside of this policy and arrangements.

5 Responsibilities
Head of Personnel and Development Services
· Monitoring application of this policy 

· Encouraging action to reduce, minimise and, where possible remove any identified inequalities 

· Implementing the national pay awards

Managers

· Applying this policy in their service areas

· Participating in job evaluation activities

· Taking practical steps to reduce, minimise and, where possible remove any identified inequalities 

6 Appeals against this policy.
Any employee who has a grievance against the application of this policy (except the grade for their job) should use the Council’s grievance procedure.

Employees who wish to appeal against the grade of their job must follow the procedure outlined in part 2, paragraph 4.

7
Links to Other Policies

· Qualification Study 
· Attendance Management: Sickness Absence 
· Occupational Maternity Scheme 
· Grievance Policy and Procedure
· Market Supplements procedures
8
Monitoring and Reviews

The Final draft of this policy was completed on 6 January 2009 . It will be monitored and reviewed in light of experience, national negotiations and changing legislation.
CARLISLE CITY COUNCIL 

PAY POLICY

PART 2 - ARRANGEMENTS

1
Pay structure

1.1
An employee’s pay will consist of:

· Rate for the job as measured by the appropriate job evaluation scheme

It may also include any of the following permanent or temporary elements, as appropriate:

· Any allowances as listed in paragraph 5 below

· Extra time/overtime payments in line with paragraph 6 below

· Payment for working non standard hours as in paragraph 7 below

· Payment for additional duties as in paragraph 8 below

· Any Recruitment and Retention Payments (paragraph 10 below).

· Occupational Maternity Pay and Maternity Support Pay, Occupational Sick Pay

· Any statutory payment due such as Statutory Sick Pay, Statutory Maternity Pay

· Travel expenses in line with Council policy

1.2 The pay structure will consist of 13 grades for those below Chief Officer level.   There will be an additional four grades for Directors and the Chief Executive. A copy of the pay structure and current salary levels (as at December 2008) is given in appendix 1.

2
New and amended jobs

2.1
Managers will initiate a review of the grade for a job when:

· They plan to amend a structure or working arrangements within their work team 


·  They feel it may be appropriate to re-grade a particular job because responsibilities have changed significantly


· They create a new position. 

2.2.1 The process to be followed is:

· The manager will have a brief discussion with a representative of Personnel and Development Services to determine whether or not the job is likely to fall under the Hay or the NJC Scheme.  If there is any doubt about which scheme should be used, the job will be scored using both schemes and if it scores above 530 points on the NJC scheme the Hay score will be used.  If it scores below 530 points, or below 175 points on the Hay scheme then the NJC scheme will be used. 

· If the job is a variation on a current post, the original Job Description Questionnaire (JDQ) will be made available to the manager, who will document, in writing, the dimensions where the new job differs from the original one, and amend the original JDQ.

· If the job is a totally ‘new job’, the manager will complete a NJC/Hay Job Description for the post(s) in question.

· A Job Evaluation (JE) Panel will be convened to score the job(s).  The panel will consist of one representative from management, the trades unions and Personnel and Development Services.  All must be conversant with the relevant Job Evaluation Scheme and the management representative must be from another Service area to the manager seeking the re-evaluation.  The Service Head, or as delegated, will attend as an ‘expert witness’. 

· The panel will arrive at a score for the job(s) and this will be converted to a grade within the Council’s pay structure.

· The findings of the JE panel will be included with the papers that are sent to the Staffing Forum (or SMT) to request the establishment change.

2.3 New jobs will have their JE score reviewed at the end of the probationary period of the first person to occupy the position.  The review will be carried out by a person competent in the relevant job evaluation scheme and familiar with the job and documented as such.  If a review of the grade appears to be warranted, a job evaluation panel will be convened to assess this.

3
Protection

An employee whose pay rate is reduced for no fault of their own (such as redeployment instead of redundancy, or for health reasons) will have their rate of pay protected for a period of twelve months, pro rata to the hours worked.  Allowances and any other payments are not protected and are only paid if they apply in the new job.  Any cost of living award is not payable unless it results in the new rate for the current job being lower than the protected rate. 

4 
Appeals by employee against their grade

Any employee may appeal against the grade for their job if they believe that it has changed significantly since it was last evaluated. 

Employees may not make more than one request in two years since this policy was implemented or since their job was last evaluated, whichever is the later.

Employees may only appeal against the grade of new positions after two years has elapsed since the grade of the job was reviewed at the end of the probationary period.

The individual employee will complete a form giving reason(s) why they believe their job should be re-evaluated.  If required, the original JDQ and any notes will be made available to the individual concerned.  They must indicate which factor(s) they believe has changed since their job was last evaluated.  

The form will then be passed to the Service Head/Team Manager to make comments on the information provided.

The completed form will be passed to Personnel and Development Services who will arrange for a Job Evaluation Panel to be convened.

The JE Panel will consist of a representative from management, a trades union  and Personnel & Development Services.  All must be trained in the relevant JE Scheme and the management representative must be from another service area than the appellant.  The Service Head, or as delegated, will also attend as an ‘expert witness’.

The Job Evaluation Panel will invite the employee and their representative to explain their case, and may ask questions of the Service Head and the employee, and seek any clarification they require.

The appellant, their representative and the ‘expert witness’ will leave and the panel will consider the case. The options available to the Panel are:

· The JE score should increase



· The JE score should decrease



· The JE score is correct.

The employee will be advised, in writing, of the decision of the JE Panel.

The employee has the right to appeal against the decision of the Panel within 2 weeks of being advised of the decision.  Any appeal must be in writing, giving reasons, on the standard pro forma.

The appeals process will be as follows:

· The employee will complete a pro forma indicating why they disagree with the original JE panel.

· An Appeal Panel will be convened consisting of a Corporate Director as Chair, a management representative and a trades union representative.  The members of the Panel must be conversant with the relevant JE scheme, be different from those who originally evaluated the jobs and the Chair and management representative must be from another service area to the appellant.

· The employee will be invited to attend the appeal hearing, and may be accompanied by a work colleague or trades union representative.  The employee will put their reasons why the JE Panel decision was wrong.  The employee and their representative will leave the appeal panel and the Panel will arrive at their decision.

· A representative of Personnel and Development Services will advise the employee of the outcome of the appeal hearing.

· That will be the end of the appeal process relating to the grade of the job.

Note:
Grievances relating to other aspects of employment (e.g. if it appears this policy has been applied wrongly because of discriminatory practice by management) will be dealt with under the Council’s normal grievance procedure.

5
Allowances payable

The following allowances are payable where relevant.

5.1 First Aid Allowance
An allowance of £104 per year (and increased in line with the Local Government Services pay awards) will be paid to employees who:

a) Are an approved Council First Aider (approved by the Head of Personnel and Development services in conjunction with the Service Head) and

b) Have a current First Aid at Work certificate

c) Commit to responding to requests to administer first aid within the Council.

The allowance is paid monthly.  It is personal to the employee, not the position and is voluntary.  The employee may withdraw from being a first aider by advising the Head of Personnel and Development Services in writing.  Equally the Council may withdraw the ‘First Aider’ status from the employee; in the event of this, three months notice in writing will be given to the employee.

First aid allowances are not paid to those who are trained first aiders as part of their job role, nor is it paid to those who have an Appointed Persons certificate.  

5.2
Tool Allowance   

A tool allowance will be paid to those employed in craft positions in line with the national agreement for Local Authority Craft and Associated Employees (‘Red Book’) and the Carlisle City Council local agreement to pay Bricklayers the Joiners’ rate.

5.3
Stand By Allowance

A standby Allowance of £80 per week  (increased in line with the Local Government Services pay awards) will be paid to those employees who:

a) Are part of an approved Standby rota (approved by the Director or Service Head)

b) Are available out of hours during the period of their Standby duty, and are able to respond to any call made to them

If the event of the person on standby being called out, overtime at single time will also be paid for the hours spent on the callout, plus their travel expenses. Call out fees are not payable to those receiving a Standby payment.

Working Time Directive will be complied with.

5.4 Call out
A call out fee of £40 per period will be paid to employees who are called out during non working hours, irrespective of the numbers of time called out.  A ‘period’ is the time between leaving work and starting again the next day or a 24 hour period if at the weekend.  In addition travel expenses for all journeys and overtime at single time for all hours worked will be paid.

Working Time Directive will be complied with.

5.5 Emergency Planning
Staff with designated Emergency Planning duties will be paid call out rates, appropriate overtime and travel expenses when called out to deal with an Emergency Incident.  No other payment will be made.

5.6
Sleep In  
Employees who are required to ‘sleep in’ as part of their job will be paid as follows:

(a) 14% of the part of their salary that relates to hostel duties that are part of their normal rota.  This covers ‘sleep in’, shift allowance and ‘night work’. 

Note:
staff who are not required to carry out ‘sleep in’ duties, but work at night, will have their pay enhanced as detailed in paragraph 7 below.

(b) A payment of £31.74 (increased in line with the annual Local Government Services pay awards) for any additional ‘sleep in’ above the employee’s normal rota.  This payment covers ‘sleep in’, shift allowance and ‘night work’.

(c) ‘Sleep in’ payments cover the first 30 minutes of any occasion they are disturbed and work during the night.  If any occasion lasts over 30 minutes, extra time or overtime payments are applicable (paragraph 6 below).  

5.7
Re-organisation of work - Excess Travel Allowance
In the case of staff who are moved from one work location to another because of a re-organisation, the following excess travelling allowance will apply:

(a) If the move is between locations within urban Carlisle, no excess travelling allowance is payable

(b) If the move is between rural locations and urban Carlisle (or the opposite way)  or between Greater Carlisle and another Council area, excess travel allowance is payable as detailed below:

(i) Payment to be for a period of four years or as long as the need to travel exists, whichever is the shorter

(ii) Payment will only be made if the difference in cost to the employee of travelling to the new location is greater than £ 4.07 per week (increased each year in line with the Local Government Services pay award)

(iii) Where payable, payment will be based on the full rate of:

· Second- class train fare and/or bus fares incurred, or

· For employees who are Essential Car Users or where public transport is not available, mileage allowance (at Essential User Rate) for the difference in mileage between home to old and home to new locations.

6
Extra time and overtime payment
6.1 Payment for working extra hours and overtime will be paid in line with the national agreement for Local Government Services.  These are:

a) Employees on or below pay point P17 (previously scp 28) will be entitled to payment for extra hours worked

b) Employees must have worked 37 hours in the week in question (Sunday to Saturday) before enhanced rates are payable

c) Single time rates apply to hours worked on callout and standby – see 5 above

d) Special arrangements apply to those on ‘Sleep in’ – see 5.5 above.

e) Employees above pay point P17 who are required to work additional hours may:

· take time off (at plain time) in recompense or, 

· in exceptional circumstances, be paid either at plain time on their own rate or at the relevant overtime rate at the top of grade F which ever is the greater.  

· Any payment must be authorised by the Service Head and agreed in advance with the employee.

f) Where enhanced rates apply they are:

· Monday to Saturday:


Time and a half

· Sunday and Public Holidays:

Double time

All additional hours worked must be authorised in advance by the Service Head, or their nominee.

7
Working non standard hours (premium payment)

7.1
Payment to employees who are required to work outside ‘normal’ hours as part of their usual work rota will be made in line with the national agreement for Local Government Services.  These are:

(a)
Saturday:

Time and a half

(b)
Sunday:

Time and a half for those above grade B





Double time for those on grades A and B 
(c)
Night work

 20.00 - 06.00:
Time and a third 


(d)
Public Holidays:
Plain time for all hours worked within their normal hours for that day   In addition, at a later date, time off with pay as follows: 

· Time worked less than half the normal working day:
Half day

· Time worked more than half the normal day

Full day

This is in addition to the employee’s normal pay for the day.

7.2
Where it is more practical to do so, the total payment for working hours outside of non standard hours may be calculated and paid as an additional percentage to basic pay.

8
Additional duties/acting up               

8.1
On occasions, an employee may be asked to carry out additional duties above the level of their current grade and/or carry out the full duties of a post at a higher level that their own.

8.2
Where an employee carries out the full range of duties of a higher level post, they should be paid the full rate for the job (at the bottom of the grade).  Therefore the employee would be paid an Acting Up payment equivalent in value to difference between their current salary and the bottom of the grade for the post that they are covering for, or one additional increment whichever is the higher.  The employee must carry out the full duties for a minimum period of four weeks before any payment can be made.  However, once they have been carrying out the duties for four weeks, the payment can be backdated to the start of the period when the duties commenced.  The acting up payment must be agreed by the Director or Service Head.

8.3
Where an employee carries out part of the duties of a higher graded post, the percentage of the higher grade work should be established by the manager and this percentage applied to the difference between the employee’s current pay rate and the higher graded post and an honorarium paid for that value.  Where this would be a derisory sum, the manager may use the second point of grade of the higher level post.

8.4
In circumstances where an employee carries out a one-off project where the work involved is of a higher level than the employee’s grade, the Director or Service Head may agree to pay the employee an honorarium.  The sum involved will depend on the work in question, and advice can be obtained from a member of Personnel and Development Services.  In these circumstances, payment of an honorarium should not be regarded as ‘the norm’ but only where exceptional circumstances apply.

9
Recruitment and Retention incentives   

9.1 Interview expenses will be paid, in line with Council rules, in respect of those jobs identified as attracting interview expenses.

9.2 Relocation expenses will be paid, in line with Council rules, to the successful applicant of those positions identified as attracting a relocation package. 

9.3 Where a Director or Service Head identifies that the job evaluated grade of a post is too low to attract or retain staff of suitable calibre, a market supplement or other recruitment incentive may be considered.  This must be capable of being objectively justified and subject to an equality impact assessment.

9.4 Any recruitment and retention incentive referred to in paragraph 9.3 above must be endorsed by SMT on every occasion it is proposed to apply it to a post. The process for setting a recruitment and retention incentive will be:

· The Director will gather evidence in support of the request, including the outcome of the impact assessment.  Such evidence must include relevant current market data, the impact on any other staff especially the line manager of this position, views from Financial Services and from Personnel.  It may also include other pertinent information such as turnover rates, average length of service in the particular position, and any feedback from unsuccessful recruitment exercises.

· SMT will consider the evidence and make a decision.

9.5 Where any market supplements are applied the arrangements must be reviewed every two years to ensure there is still an objective reason for the payment.  The outcome of the review must be endorsed by SMT.  Personnel will oversee these reviews

9.6 Where on-going payments are made and the review indicates that it is no longer necessary, the employee(s) concerned will be given three months notice in writing that the payment will cease. 
10
Progression through the grade (excluding career grades)

10.1 Employees will be appointed at the bottom of the grade unless there are objective reasons for appointing at any higher pay point.  Any decision to offer a job above the bottom of the pay grade must be approved by the Corporate Director.

10.2 Employees will receive an increment on 1st  April each year until they reach the top of their grade, subject to them being in the job for six months or longer, and satisfactory performance.

10.3 Employees appointed between 1st October and 31st March each year will receive their first increment after six months in their job, subject to satisfactory performance.

10.4 Employees who are appointed to a higher graded job, will receive the bottom pay point for the new job immediately and incremental progression rules in 10.2 and 10.3 will apply.

10.5 Employees whose job is regraded upwards to encompass their current pay rate will receive an increment of one pay point immediately.

10.6 Separate rules apply to career graded jobs – see paragraph 11 below.

10.7 Employees who have undertaken a secondment and return to their original job will move on to the pay point they would have reached had the secondment not occurred.

10.8 In exceptional circumstances, where an employee has demonstrated special merit or ability, the Director may approve that the employee receives an accelerated increment - provided that the maximum of the grade is not exceeded.  

11
Career grades

11.1
Definition
A job designated as a career grade is one where the Council commits itself to training and developing the employee to take on an increasingly more complex and specialist role until they are able to carry out the work of a fully qualified professional in their field.  Mostly, but not exclusively, the increased knowledge comes from studying for professional qualifications and the increased experience is derived from planned development within the service area.

11.2
Criteria
To be suitable for a career grade, the volume, diversity and complexity of the work must provide sufficient scope to allow an individual’s contribution to increase as they become more knowledgeable and experienced.

There must be clear, distinct levels of responsibility within the scope of the work and career grades should only be applied to areas where there is an established pattern of career progression.

Career grades should not apply to any post that is responsible for the management of staff in the same career grade.  In addition, they should not apply to those at service head or team manager level.

Career grades should normally be limited to those that take a minimum of three years to become fully proficient.  Equally, posts with a very long career grade should not be established unless they can be justified by the number of steps to becoming fully proficient in the work as measured by job evaluation.    Appropriate job titles should be identified for each stage in the career graded post.  For example, a person may be a trainee in early stages of training, an assistant officer, after part qualifications are obtained and an officer when training complete.

Apprenticeships will be designated career graded posts if they meet the necessary criteria outlined in this paragraph.

There must be an identified service need for the career grade.

11.3
Establishing a career grade post
Managers wishing to establish a career grade post must:

a) Identify each stage of the job; there should be a significant increase in level of work at each stage.

b) Identify the criteria that will lead to an employee passing to the next stage of the career grade.

c) Produce job descriptions/JDQs and person specifications for each stage of the job; if wished, separate job titles can be applied to different stages of the job.  This avoids, for example, people who are near the top of their career grade and therefore carrying out fairly complex work, being designated as ‘a trainee’, or ‘Assistant’.

d) Arrange to have each stage job evaluated

e) Follow the Council’s agreed practice for amending departmental structures (i.e. the Staffing Forum or its successor)

11.4
Appointing to a career graded post
a)
Appointment will normally be made at the bottom of the grade for the relevant work to be carried out.  Inexperienced staff would be appointed at the bottom of the grade.  

b)
When appointing to a career grade, managers must assess whether or not the individual has the potential to progress to the top of the grade.

c) Those appointed to a career graded post will be supported through the Council’s Qualification study policy to gain the appropriate qualifications.

11.5
Progression through the career grade
a)
Progression through the pay points attached to that stage of the job will be by normal incremental progression.

b) Progression to the next level within the career grade will be dependent upon:

· meeting the required person specification for that stage

· satisfactory performance in current work

· demonstrating an ability to work to the higher level ability 

· a service need for the higher level work to be carried out

· sufficient funding.  

Note: if there is insufficient funding to allow the employee to progress to a higher level, they must not be asked to carry out any work at that higher level.

c) Assessment for progression should be made by the line manager and a recommendation made to the service head.  Any disagreement should be referred to the Director.

11.6
When a career grade becomes vacant
The post should be reviewed to assess whether or not it is still required or whether a different arrangement would suit the department (e.g. a post on a fixed grade).

11.7
Vacancies for fully proficient officers within the service area
If a vacancy arises for a fully proficient officer within the same service area and one or more of those on a career graded post are close to meeting the job requirements, the vacancy may be advertised internally without the need for external competition. 

12
Casuals

The rate for casual jobs will be determined using the appropriate Job Evaluation scheme.

Those service areas that use casual staff on a regular basis will have the casual work graded using job evaluation and these will, where possible form the benchmarks for other casual work. 

The casuals rates will be enhanced by  9.2% as holiday pay, and the hourly rate for the job and the amount of holiday pay per hour must be quoted separately.

The score for casual jobs will fall outside the appeal process as the individuals carrying them out would not be in the position sufficiently long to be able to judge the depth and complexity of the work involved.

CARLISLE CITY COUNCIL

PAY POLICY

PART 3 – TRANSITIONAL ARRANGEMENTS

To be used when transferring employees from pay structures before job evaluation to the pay structures after job evaluation

1
Assimilation to the new pay structure

The new pay structure will apply from 1st April 2009 and staff will be assimilated on to it from that date.  If the minimum of the new grade is higher than the employee’s current pay, they will be moved on to the bottom point for that grade.  If the employee’s current pay is higher than the maximum for your new grade, they will be assimilated to the top of the new grade, after the protection periods ends – see paragraph 3 below.  If the employee’s current pay is within their new grade they will be moved to the same new pay point.  If there is no equivalent pay point, they will be moved to the next one above.

Increments, where applicable, will be paid on 1st April each year until the top of the grade is reached.

2 Back pay

If, as a result of job evaluation, an employee’s pay moves into a higher grade, they will receive the difference between their (new) current rate and the amount they were earning at 31 March 2009 (based on December 2008 figures) backdated for 32 months (i.e. from 1 August 2006) or the time they were appointed if it is later than this date.

3
Protection arrangements

If an employee’s pay is due to decrease as a result of job evaluation, they will have their current pay protected for 12 months until 31 March 2010.  From April 2010, they will be paid at the top of their new grade.

4
Mistakes in transferring people to the new pay scale     

Any employee who believes that a mistake has been made in the process for transferring them to the new pay structure should raise this with a Personnel Officer, who will meet with the employee, listen to their concern, carry out any necessary further investigations and make a decision.  If the employee is dissatisfied with the answer, they can ask the Head of Personnel & Development Services to review the decision. 

5
Other issues        

Emergency planning increments will continue to be paid as an interim payment until that aspect is incorporated into the employee’s substantive role and the job re-evaluated.  Once a final score (and grade) have been established the employee will be moved on to the appropriate grade and the employee given three months notice that the payment will cease.  Normal protection arrangements will apply if appropriate.

Career graded jobs.  Employees in these jobs will be moved to the pay point their job was evaluated at until each stage in their career grade has been established with an appropriate grade.  Once this has taken place, a Personnel Officer or Job Evaluator will work with the line manager/service head to determine the appropriate level and any protection/backdating payments.

Casuals

Once the appropriate rate for the various casual roles has been determined, the rate will apply the next time the casual is called into work.  Managers must ensure that the casual is aware of the rate that will be paid before asking them to work.  The hourly rate for the job, the 9.2% holiday pay and the total amount must be provided separately.

Appendix 1:
The pay structure    (as from 1/4/09)

	GRADE
	JOB EVALUATION POINTS
	‘OLD’ SPINAL COLUMN POINT
	NEW PAY POINT
	£
as at December 2008

	A
	<250 (NJC)
	4
5
	P1
P2
	11,961
12,125

	B
	251 – 330 (NJC)
	8
10
12
	P3
P4
P5
	12,989
13,663
14,847

	C
	331 – 378 (NJC)
	14
15
16
	P6
P7
P8
	15,524
15,849
16,230

	D
	379 – 407 (NJC)
	18
19
20
	P9
P10
P11
	16,941
17,574
18,217

	E
	408 – 445 (NJC)

	22
23
24
	P12
P13
P14
	19,370
19,940
20,591

	F
	446 – 474 (NJC)
	26
27
28
	P15
P16
P17
	21,937
22,664
23,405

	G
	475 –499 (NJC)
	29
30
31
	P18
P19
P20
	24,331
25,146
25,940

	H
	500 and above (NJC)
	32
33
34
	P21
P22
P23
	26,706
27,492
28,270

	I
	<350 (Hay)
	35
36
37
	P24
P25
P26
	28,862
29,628
30,456

	J
	351 – 450 (Hay)
	38
39
40
	P27
P28
P29
	31,348
32,380
33,231

	K
	451 – 550 (Hay)
	41
43
44
	P30
P31
P32
	34,107
35,848
36,730

	L
	551 – 650 (Hay)
	45
47
49
	P33
P34
P35
	37,555
39,345
41,083

	M
	651 – 755 (Hay)
	54
58
	P36
P37
	45,668
49,958

	N
0
P
Q
	                                      Chief Officer 4           38                  69,177
Directors and                     n/a*                           39                  71,000
Chief Executive                  n/a*                           40                 77,659
                                           n/a*                           41                104,462

	
	*not applicable as the post has a spot salary
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