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CITY OF CARLISLE

To: Corporate Resources Overview and Scrutiny
Date: 6th September 2007

Report on the Pay & Workforce Strategy

1. Introduction
The Pay & Workforce Strategy project was established in 2004 to meet the
requirements of the 2004 National Joint Council (NJC) Pay Agreement and to help
improve the performance of the Council.

The project is being delivered, in partnership with the Trades Unions, through 6 work
packages, i.e.

• Equal Pay Review

• Job Evaluation

• People Policies and Terms and Conditions review

• Single Status review

• Workforce Development Plan

• PWS Implementation

2. Progress to date
2.1 Equal Pay Audit

Equal Pay considerations have been taken into account as part of Job Evaluation
quality checks and will be a cormerstone of the revised pay structures that are to be
developed over, the next few months.

All ‘people policies’ that are developed or reviewed for the Authority are equality
checked.

2.2 Job Evaluation

All jobs within the Authority, with the exception of Chief Officers, new or revised
posts, temporary posts that are contracted to end before 1st April 2008 or those with
outstanding queries, have now been scored.

Posts up to and including SO2 have been scored using the National Joint Council
(NJC) Job Evaluation Scheme and jobs from SO1 and above have been scored
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using the Hay Job Evaluation Scheme. The reason for the use of both schemes for
an overlap of grades has been to establish that there is consistency in scoring
patterns between the two schemes. In the future, new posts up to SO2 will be
evaluated using NJC and posts at PO1 and above will be scored using Hay.

At the time of writing this report the job scores had not been released to staff so a
verbal update on the reaction to scores will be provided at CROS.

Job scores have been issued to staff at the end of August 2007, and then published
on the Intranet a few days later. Staff have been give a deadline of 20 working days,
after the date of the letter informing them of their scores, to lodge an Appeal against
their scores if they wish to do so. Possible grounds for staff to appeal are:

• something significant was not included in the job evaluation questionnaire, that
may have increased the score

• something significant was not taken into account when working out the score for
the job

• job requirements have changed substantially since the initial evaluation

Appeals will be dealt with in 2 stages. Firstly a Steering Panel will look at the Appeal
and supporting evidence, advising employees if they have not provided enough
evidence to support an Appeal, gather comments from Managers or Service Heads
and make recommendations to the Appeal panel. The Appeal panel will consider the
evidence and decide whether scores should go up, down or remain unchanged.

Job points will be used to inform the development of proposals for a revised pay
structure, as part of the PWS Implementation work package over the next few
months.

2.3 People Policies and Terms & Conditions

A number of policies have been developed and/or reviewed during the lifespan of this
project and will continue, as policy review is an ongoing requirement of the People,
Policy and Performance directorate, in response to revised or new legislation, most
recently Age Discrimination and Anti-Smoking legislation. Plans are being developed
to carry out some joint working, with other Districts in the county via the Cumbria HR
Group, on the development and review of common personnel policies.
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2.4 Single Status

In July, Council approved the release of £112,322  from the £1million which has been
earmarked for implementation of PWS. This money is as a contingency to cover
possible costs, that cannot be covered from current salary budgets, that are incurred as
part of the harmonisation of terms and conditions for all Council employees in relation
to

• holiday entitlements
• sick pay entitlements
• overtime rates

Approximately 200 staff, mainly based at Bousteads Grassing, will benefit from these
changes.

Back pay due to staff, that relates to Sick Pay entitlements, was included in August
pay, but the holiday pay and overtime calculations require changes to our HR & Payroll
software so will not be paid until September.

2.5 Workforce Development Plan

The Workforce Development Plan has been finalised and implementation of the plan
is now ongoing.

2.6 PWS Implementation

As indicated in this and previous reports to CROS, implementation of various
elements of the Pay and Workforce Strategy has now started.

Single Status harmonisation of holiday, sick leave and overtime rates has been
delivered, and is where the financial impact has been most apparent so far. More
harmonisation work is being undertaken e.g. premium rates, where there are likely to
be additional costs but these have not yet progressed to the point where realistic
costings can be produced.

Release of job scores from the Job Evaluation exercise has brought us to a position
where we can now start to carry out pay modelling with a view to developing revised
pay structures. Scores show that there is some disparity between relative values of
jobs and their existing pay grades within the Authority. Age discrimination legislation
contributes to the need to review pay structures, in particular the duration where
posts may benefit from incremental progression before reaching the top of a scale.
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3 Financial Implications
It is envisaged that early draft, costed proposals will be available in Autumn 2007
with a target date of implementation of revised pay structures from April 2008.

Discussions have started with Unions concerning issues such as back pay and pay
protection. Clearly any proposals which are agreed between Unions and employers
have to be affordable for the Authority. Money earmarked in the Council reserves,
and shown in the medium term financial plan, can only provide a short term ‘cushion’
whilst further recurring savings are identified to enable us to absorb any increased
costs in a managed and sustainable way.

4. Conclusion
We are now into the final stages of the Pay and Workforce strategy.

A verbal update on job evaluation, following the release of job scores to staff will be
provided at the meeting.

Likely costs and proposals for implementing revised pay structures will be produced
in the Autumn and reported to CROS at future meetings.

Members are requested to note progress on the project.


