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Summary:

The project is in its final stage (Implementation). An Action Plan has been agreed for this stage, work is underway and is broadly on schedule.

Questions for / input required from Scrutiny:

Members to monitor progress.

At the request of Members, and with the approval of the Chairman, a briefing on this project will be provided immediately following this meeting. It will be aimed specifically at more recent members of this committee who were not involved at the time the project was conceived. Other members of this committee are welcome to attend for a ‘refresh’.

Recommendations:

Members to note progress and comment as appropriate.
Contact Officer:
David Williams
Ext:
7082

1. BACKGROUND INFORMATION AND OPTIONS

1.1
The Pay & Workforce Strategy (PWS) project is being delivered, in partnership with the Trades Unions, through 6 work packages, i.e.

· 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 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 4 September 2008. At this meeting members asked that progress be reported at each of its subsequent meetings.

1.3 The project is in its final stage (Implementation) for which an Action Plan has been agreed. This plan also embraces the remaining actions that will complete the other work packages. Progress is reported at-a-glance in the right hand column of this plan (see Appendix 3) with more detail provided in the body of this report.

1.4 Whilst there is slippage on some target dates, a lot of work is underway currently and overall the project is broadly on schedule with no problems to report at this moment.

2. PROGRESS

2.1 Job Evaluation 

2.1.1 All final scores were disseminated to staff on 29 August. There were a few clerical errors with these lists that were put right and an amended list, accompanied by further guidance, has been distributed. 

2.1.2 Surgeries were held in the following week for any staff that wanted further understanding of the process.

2.1.3 Managers were extensively briefed in September and understand that their role is now to assist with the smooth implementation of the changes emanating from this project (and elsewhere). A training module within the new corporate development programme (City First) is under design and will be implemented shortly in order to support managers carry out this role. See Appendix 1.

2.1.4 Also within City First a mandatory module (Future Focus) has been launched that is being delivered by senior managers to all employees over the next 7 months. This is designed to help our employees to better understand change and its impact but also to offer their suggestions as to how we can maintain quality services during such change. See Appendix 2.

2.1.5 Further work has been done to examine the NJC/Hay interface (those staff on scale SO1 – SO 2 undertook evaluation under both Job Evaluation schemes, as explained in my last report). Both management and unions are now satisfied that both this arrangement and the outcome are robust and fair.

2.1.6 Whilst the two schemes used – NJC and Hay – covered staff up to Principal Officer level only, Chief Officers have engaged concurrently in a parallel exercise. The five Chief Officer posts were evaluated by North West Employers (NWEO) using an agreed scheme designed for this purpose. This process involved a briefing session with a NWEO officer, the completion by each post-holder of an eight-page job evaluation questionnaire, an individual interview to clarify duties, roles and responsibilities, and finally, verification by the Chief Executive. 

2.1.7 Phase 1 of Job Evaluation is now over. All employees can be entered into the pay modelling process in order, ultimately, to determine their pay. Phase 2 of Job Evaluation will begin in October and is expected to take until next April to complete. Detailed planning for this phase is underway.

2.1.8 Some jobs have changed or been newly created during the lifetime of the project.  In addition, we have still to do some more work on career-graded jobs (see 2.1.8) and score some temporary jobs that we anticipated would have ended but are still in existence, and a few casuals.  Therefore, all these jobs need to be scored during Phase 2.  A ‘changed job’ is one that has been agreed through one of the formal processes for approving changes to structure i.e. Staffing Forum, Vacancy Management or the Executive.  It will also include any job that the Job Evaluation process (mainly during Appeals) formally identified as needing to be looked at again in Phase 2, and as such we know which are these jobs. 

2.1.9 ‘Career-graded jobs’ are those that have been specifically designated as such, and have a number of stages through which the person carrying it out goes through as they gain experience and qualifications.  Each stage brings an increase in salary (i.e. progression through the grade). Under Job Evaluation each career-graded post will be measured as a serious of jobs, one for each stage in the progression.  As the post holder reaches that stage, they will be put on to the salary appropriate for that stage, until they reach the final, fully qualified and experienced stage, which is the top of the grade.  Up until now all staff in career-grades have been measured at the point they were on when they completed their Job Evaluation Questionnaire (usually around October 2006). The remaining stages will be measured as part of Phase 2.
2.1.10 There will be financial implications arising from Phase 2 and these will not be fully known until this phase ends in April 2009. Assumptions can be made however (e.g. we will know how many jobs will need to be reviewed and what they are) that can be fed into the pay modellor for planning purposes.
2.2 Single Status

2.2.1 As you will know, agreement was reached and implemented in April 2007 in three areas: holidays, sickness and overtime. 

2.2.2 Work is currently underway in a further 6 areas:

· Additional duties/Acting up 

· Professional fees

· Car allowances/leases 

· Extent/pay for shift work/premia payments

· Stand by/call out

· Other allowances – tool, bonus, first aid, other representative roles etc.

2.2.3 Proposals have been drawn up and are currently with senior managers for consideration. The first three (of the bullets in 2.2.2) reports have received formal endorsement by the Senior Management Team (SMT) and have now gone out for formal consultation with the trade unions (who have already been involved throughout the research into each of these areas) and employees. Further reports are being presented weekly to SMT that will then go out to unions and employees in turn for more consultation. The intention is that agreement can be reached with trade unions at the Corporate Joint Consultative Committee (CJC) scheduled for 15 October on all or at least most of the six areas. 

2.2.4 The financial implications (if any) arising from all six areas will be fed into pay modelling (see 2.4 below).

2.3 Equal Pay

2.3.1 An analysis of our current pay structure from an equality perspective has been undertaken. No pressing issues have been identified.

2.3.2 The real worth of this work however will be when we undertake further analysis of the impact on our current state of the proposed new pay structure once it has been determined.

2.4 Implementation

2.4.1 Data from Job Evaluation has been inputted into the Pay Modellor and systems checking completed. This was a resource-intensive exercise that has taken longer than anticipated but nonetheless is an essential pre-requisite of a meaningful outcome.

2.4.2 Pay modelling commenced in earnest in mid-September and SMT has considered the early outcomes of this work. Various options are still being explored. The intention is that the unions will be asked to consider the outcome for the first time at the CJC meeting on 15 October. The timing of the writing of this report means that the outcome can not be included here. A verbal update will be presented instead, with the opportunity to consider this in more detail as part of the briefing provided after the meeting.

2.5 Pay Policy

2.5.1 The Senior Management Team (SMT) are hoped to have determined a draft new pay policy for the authority in time to be presented to the trade unions at CJC on 15 October in order to start consultation. 

2.5.2 A sub-group of three Directors have been meeting weekly to consider this pay policy (as well as each of the six Single Status reports in turn). This is an interative process with the sub-group requiring further work from Personnel officers on aspects of the policy in between meetings, and with ideas being tested on the Pay Modellor.

2.5.3 At your last meeting Members considered the issues involved at arriving at such a policy, and viewed a policy template. The timing of the writing of this report means that the actual draft policy can not be included here. A verbal update will be presented instead with more chance for discussion in the briefing provided after the meeting.

3.
RECOMMENDATIONS

3.1
Members to note progress and comment as appropriate. 

Appendix 1

Management training module within City First
Dealing with the impact of change (working title)
This one-day workshop is intended to equip managers with practical tools and guiding frameworks for working with the impact of change in a climate of uncertainty and a context of constraints (e.g. job evaluation, vacancy management, service reviews). 

The workshop will focus on the practical realities, challenges and management tasks re: 

· Team morale

· Individual motivation

· Team culture

· Approaches to stress

· Maintaining/enhancing performance. 

Learning outcomes

Through participating in this programme managers can expect to gain:

· Insight into the psychological impact of change 

· Increased knowledge of how people can be supported most effectively at each stage

· A shared understanding of what constitutes a healthy team culture 

· Ideas about the role of the manager in terms of influencing team culture and morale

· Tools and techniques for managing the stress associated with change

· Understanding of the relationship between motivation and performance and what this means in terms of the role of the manager.

Appendix 2

City First module for all staff 

Future Focus

Future Focus is a new and innovative core module that is being led by senior managers and which is considered to be a mandatory element of the City First programme.  It is envisaged that every member of staff will have attended this workshop by the end of March 2009.

Its theme will be change. The challenges facing the Council will be explained as will the implications for the delivery of services. There will be consideration of the Council’s values and whether/how these can be sustained during the period of change ahead.

Whilst much of City First is organised into separate activities for managers, for professionals, and for staff, Future Focus will try to mix people up to some extent. It will last for half a day and be delivered by senior managers rather than external trainers.

Aims of this workshop

· To figure out how we can best work together through a period of change

· Share information and get ideas that relate to the council’s priorities

· To go forward with a shared view of what will put us on the best footing for the future

· To decide what we all can do as individuals, as teams and with colleagues to make things better for ourselves and the people we serve.

Appendix 3

PWS Implementation Action Plan May 2008 – March 2009: Progress as at 7 October 2008

(officer working document based on an action plan approved by Members)


Main work package
Tasks
Who leads
Duration
Target date
Progress

@ 7/10/08

1.1
Implement PWS
Draw up a pay policy;

· Principles

· Research market

· Consult (SMT, Members, unions, staff)

· Tie in with Single Status (see 2.1)
Project Manager assisted by Implementation Officer
1 month
End of July  2008 
CROS have considered issues and principles.

A draft policy is now being discussed with SMT. 

Will open formal consultation with the unions at CJC on 15 October  

1.2

Devise a pay structure:
· JE scores (see 4.1)

· Research markets for pay rates 

· Pay modelling

· Costs 

· Consult (SMT, Members, unions, staff)
Project Manager  assisted by  Implementation Officer, plus Payroll plus Finance
1 month
End of August 2008 
Final JE scores have been fed into the pay modellor and the system successfully tested. SMT are now exploring early model options 

1.3

Member approval (Executive, CROS, Employment Panel, Council?)
Deputy Chief Executive
1 month
End of September 2008
Awaiting the outcome of 1.2 although it is expected that a report on the budget implications will be going to Executive on 17 November. Further scrutiny from CROS should follow on 11 December and back to Executive on 15 December/19 January before budget goes before full Council on 3 February 2009

1.4

Assimilate staff to new pay structure
Implementation Officer assisted by Personnel Officer and unions
1 month
End of October 2008
Will need to await further progress with 1.3

1.5

Issue revised Statement of Provision to staff
Implementation Officer assisted by P&D staff
1 month


End of October 2008


1.6

Amend Trent so as to insert new staffing structure
P&D staff
3 months
End of December  2008


1.7

Implement outcomes of Phase 2 Job Evaluation (see 4.2) as in 1.3 –  1.6 above
Personnel Manager assisted by Job Evaluator
5 months
End of March 2009


1.8

Consolidate implementation – documentation, correct job titles, clear reporting lines, updated job descriptions
Implementation Officer and Admin Asst


2 months
End of May 2009


2.1
Single Status
Complete research and assessment of areas yet to be harmonised:

· Professional fees

· Extent/pay for shift work/premia payments

· Car allowances/leases

· Additional duties/Acting up

· Other allowances – tool, bonus, first aid, E planning, other representative roles etc

· Stand by/call out 

· Flexi/flexible working1
· Time sheet removal1

Personnel Manager assisted by

Implementation Officer and Personnel Officer – input also from P&D staff, some Service Heads and unions


2 months
Proposals consulted on by end of August 2008
SMT are discussing proposals in all 6 key areas. 3 reports have now been approved by SMT with 2 of these also having gone out for  consultation.



2.2

Cost and draft proposals
Personnel Officer
1 month
End of July 2008
Work underway concomitant with 2.1

2.3

Consult on proposals
Personnel Officer
1 month
End of August 2008
Underway

2.4

Draw up final proposals & link to implementation
Personnel Officer
1 month
End of August 2008
Will be presented formally to unions on 15 October









3.1
Equal Pay 
Assess current picture
Implementation Officer
2 weeks
End of July 2008
Analysis completed

3.2

Carry out Equality Impact Assessments  on proposed new pay structure(s)
Personnel Officer 
3 weeks 
End of September 2008
Work on NJC/Hay interface has been completed. 

Further work awaits 1.2

3.3

Identify and explore validity of any outstanding Equality concerns 
Personnel Officer 
1 month


By December 2008


3.4

Create a draft action plan to address issues – including consultation as appropriate
Personnel Officer
1 month
End of December 2008


4.1
Job Evaluation


Complete Phase 1 (existing scored jobs):

· Complete all appeals

· Notify staff of outcome

· Publish scores

· Pass information to Pay Modeller in a form it can be used (see 1.2)
Workpackage Leader and Project Manager assisted by P&D staff 
underway
End of August 2008
Phase 1 completed

4.2

Phase 2 Job Evaluation:

· Obtain information to allow outstanding jobs to be scored –

· new/amended jobs since Autumn 2007

· Temp jobs anticipated to have gone but have not

· Casuals

· Career grades

· Arrange panels & type up/distribute the information

· Support and participate in Steering Panels 

· Obtain any additional information required

· Support and participate in Appeal Panels

· Notify and publish scores

· Complete documentation

· See also 1.7 above
Personnel Manager assisted by Job Evaluator and Admin Assistant
5 months
End of March 2009
Due to start later this month. Detailed planning underway

4.3

Complete documentation to enable it to be easily retrieved when required
Job Evaluator and Admin assist.
As in 4.2
End of March 2009


4.4

Set up an ongoing (‘mainstreamed’) Job Evaluation arrangement so as to score all new and changed jobs occurring after the end of the PWS project. Agree this with unions and Employment Panel
Personnel Manager
1 month
To operate from 1 April 2009


5
General – all packages
· Document and monitor project and highlight any issues and potential slippage 

· Draft and produce reports, briefing notes, consultation documents, PWS Board reports, minutes

· CJC at intervals

· Inform Portfolio Holder throughout

· CROS at intervals

· Communication e.g. surgeries, road shows, presentation, newsletters etc
Project Manager assisted by Implementation Officer


underway
End of March 2009
A detailed Briefing was supplied to line managers on 3 September.

Surgeries were held to help staff understand the final scores after they were published on 29 August. 

Further guidance has been issued. 

Change being addressed within new corporate training programme City First.

1 Timing not essential for PWS Implementation








1 IF  = 1 "Note: in compliance with section 100d of the Local Government (Access to Information) Act 1985 the report has been prepared in part from the following papers: None" \* MERGEFORMAT 
Note: in compliance with section 100d of the Local Government (Access to Information) Act 1985 the report has been prepared in part from the following papers: None
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