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Report on the Pay & Workforce Strategy

1.
Introduction

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

· Job Evaluation

· Equal Pay Review

· People Policies and Terms and Conditions review

· Single Status review

· Workforce Development Plan

· PWS Implementation 

It was originally anticipated that the project would have been completed by the end of March 2008. This has not been achieved and this report provides a summary of where we are on each of the work packages. 

2.
Progress to date

2.1
Job Evaluation 

To mid-March,  526 job scores had been issued to staff and published on the Intranet and 262 appeals against these job scores received from 411 people.  240 appeals against job scores had been seen by at least 1 Steering Panel. Of those remaining, 14 were SO1/SO2 appeals against Hay scores (note that the pay for these posts will be determined by NJC scores).

Where it appears that evidence provided would be unlikely to result in an increased score, appellants are being advised in writing and given the opportunity to withdraw their appeals or pass it on to the Appeal panel for their consideration. In the majority of cases, appellants have elected for the latter. 

Requests have been sent out to appellants and/or managers for additional information or sign-off as necessary. Once the information has been received, it goes back to the Steering Panel for them to reach a recommendation. Although timescales were set for the return of information many managers have not responded on time and follow-up contacts have been required. One of the effects of this has been that the first of the scheduled Hay Appeal Panels have been cancelled. Managers are being reminded of the importance of meeting the deadlines. 

The project is aiming towards completion of the main tranche of appeal panels by the end of July 2008, though it is acknowledged that this is a challenging target.

To support its completion, the Job Analyst’s contract has been extended and backfill in Personnel for the PWS Administrator post will also be funded, both until the end of September.   

2.2
Sustainability of Job Evaluation

Further training will be arranged for managers and Union reps who are willing to sit on JE panels in the future, when the project ends and job evaluation becomes part of the day-to-day work of the Personnel team.

However, there are a number of significant new areas for the Authority, that impact on the sustainability of Job Evaluation. Although proposals have been developed that any posts should be scored prior to approval by the Staffing Forum, it is likely that the number of regrading applications will increase due to changes to job requirements arising from 

· Vacancy Management

· Business Process Architecture 

· Shared Services 

· Flexible Retirement

Consideration may also need to be given to the impact of amalgamating staff from Authorities who have carried out Job Evaluation, but where these have resulted in different scores/salaries for similar jobs. 

These will increase the number of posts to be evaluated, but also place additional resource demands on the Personnel department, who are key to carrying out future job scoring, and on other elements of the implementation of the Pay & Workforce Strategy. These issues, though having an impact on implementation, are beyond the scope of this project and will be picked up by the Head of Personnel & Development.

2.3 Equal Pay

Equal Pay considerations will be taken into account as part of Job Evaluation quality checks and the development of revised pay structures, reward mechanisms and policies during the next few months.

Equality impact assessment of people policies is scheduled (see next section).

2.4 People Policies and Terms & Conditions

Appendix 1 provides a summary of the current position on the People Policies reviews and shows when they are likely to be reviewed. Those policies which form part of the Pay & Rewards package that the Council provides for its employees need to be reviewed prior to the revised pay package proposals being developed. As indicated in the list of policies, some of them will be amended as part of the Single Status work package. 

It is likely that this work package can be closed shortly, as the rest of the policies can be reviewed within the normal cycle of policy reviews.

A schedule of work has been agreed with the Corporate Equality Group for Equality Impact Assessments to be carried out on all personnel policies.  

2.5
Single Status  

Single Status work is continuing with costed recommendations for harmonisation in the following areas to be completed by the end of April, for incorporation to the proposals for the future pay structures

· standby and callout arrangements and payments

· payment of professional fees

· car allowances

· premia payments (i.e. rates for working at night and at the weekend as part of the normal working week)

· phasing out timesheets

This work package can be closed once the recommended options are developed.

An update on the progress on Single Status is attached as appendix 2. The proposals contained in appendix 2 have not yet been agreed with Trades Unions. 

2.6 Workforce Development Plan

Workforce Development Plan work package can now be closed. Having developed the Plan, its implementation is ongoing and forms part of the normal Personnel and Development and corporate activity. 

2.7
PWS Implementation

Discussions with the Trades Unions on issues relating to back pay and pay protection will take place over the coming months. Their starting position is to request 3 years pay protection and 6 years back pay for staff whose salaries will change. Without costed proposals for the revised pay structures negotiation on these points cannot be entered into. These proposals cannot be fully developed until job evaluation appeals are complete.

However, initial pay modelling can start in April using recommended scores from Steering Panels as this will provide a useful estimate of the likely impact. 

At the time of writing, the PWS Implementation Officer post was still within the Vacancy Management system for a decision as to whether or not it can be readvertised. This decision will have a significant effect on the pace and content of completion of the project and a verbal update on this will be provided at CROS. 

3. Conclusion

A number of work packages are at the point of completion.

Implementation has occurred on some elements of Single Status i.e. overtime, sick leave and holiday entitlements. Other recommendations have been produced and will be considered as part of the development of revised pay structures.

Workforce Development Plan has been developed and implementation is ongoing.

A number of People Policies have been amended and changes implemented, some are currently under review for completion in early 2008/9 and will feed into the pay proposals, others to form part of ‘normal’ Personnel & Development workload

Job Evaluation appeals are progressing slowly and a verbal update on anticipated completion dates for Appeals will be provided at the Committee meeting.

Sustainability of Job Evaluation is an issue that needs to be addressed outside of this project.

Members are requested to note progress on the project.

Appendix 1 


PWS Work Package: Review of Policies and Terms and Conditions

List of Policies, Procedures and Guidance (working document as at 12 March 2008)

Subject area
Date last amended
Statutory implications
Single Status implications
Comments
Proposed Review Date
Priority

1 Recruitment, Retention and Workforce Planning


1.1 Recruitment & appointment policy

   (Equal Opportunities Policy)
2007
Yes
No
Some changes since last amended which need to be incorporated. Plus other issues need to be considered e.g. diversity/impact assessment likely to require changes; similarly e recruitment and Workforce Development Plan (WDP). Big changes looming necessitated by Safeguarding Children. 
Current
High 

1.2 Job Descriptions & Person Specifications
As 1.1
No
No
Is part of recruitment & appointment procedures. Some aspects (generic working, core values) may need to be linked to WDP. Is an issue as to whether or not to utilise Job Evaluation JDs. 
current
Medium

1.3 Criminal Records
2005
No
No
Up to date (as verified by CRB Quality Assurance checks). However, big changes looming necessitated by Safeguarding Children
current
High

1.4 Recruitment and Retention Framework
2003
No
No
Some aspects need to be coherent with WDP therefore review needs to be done in conjunction with this work package; also links with outcome of JE/Single Status
2008/9
Medium

1.5 Guidance on advertising
2007 
Yes
No
Reviewed as part of Recruitment and Appointment  doc. Interlinks with JD/Person Spec guidance. E-recruitment may necessitate further change
2008/9
Medium  

1.6 Types of contract
No guidance
No
No
Guidance on employment of Casuals written 2000; nothing else available at present
2008/9
Medium

1.7 Changes to establishment (Staffing Forum)
May 2005. Since updated for vacancy management March 2008
No
No
Guidance on forms only. Needs links to (and possible incorporated into) section 8.3; Staffing Forum process recently reviewed to accommodate introduction of vacancy management system (‘recruitment freeze’)

Also needs to be amended once Job Evaluation exercise has ended and JE becomes ‘mainstreamed’. 
current
High

1.8  Removal allowance
Pre 1997
No
No for majority of employees (except EDs & TCCE)
Allowances updated in line with inflation;  currently a separate scheme for TCCE and E D’s;  certain elements insufficient and unattractive; needs to be considered as part of 1.4
2008/9
Medium

1.9  Redeployment
2004
Yes
No


Relatively recently reviewed


2009
Low

2 Attendance


2.1 Sickness Absence
April 2004
Yes
No
Due for review as indicated in policy – probably only minor changes.

Single Status harmonisation achieved on Sick Pay in 2007.
2008/9
Medium

2.2 Adoption Leave
1995 
Yes
No
Needs to be updated to include recent legislative changes
Current review
High

2.3 Carers’ Leave
2001
Yes
No
Needs review to ensure links with other ‘time off’ policies/arrangements are complementary
early 2008/9
High

2.4 Family Emergencies
1999
Yes
No
Still current – needs review after other ‘time off’ policies reviewed to ensure in line with any changes
2008/9
Medium

2.5 Maternity Leave
2005 
Yes
No
Information about entitlement etc recently updated;  needs review to develop into a policy/guidance document with links to related policies/procedures
early 2008/9
High

2.6 Maternity Support/Paternity Leave
1997
Yes
No
Slight update required to incorporate recent legislative changes – review required to consider level of leave provided
2008/9
Medium

2.7 Job Share
1997
Yes
No
Information still valid
2009
Low

2.8 Annual Leave
1981
Yes
Yes
Statutory minimum complied with; differing levels within different groups of staff. Single Status harmonisation occurred 2007.
2008/9
Low within this work package

2.9 Special Leave – interviews, School Governor, Reservist Forces, Special Constables
Various dates 1973 – c1997
Yes
No
No one document outlining entitlement;  would benefit from consolidation
2008/9
Medium

2.10 Compassionate Leave
1979/1984/1993
No
No
Written information needs to be updated to take account equality issues (have adopted most of these in practice); link to attendance issues
2008/9
Medium

2.11 Flexi leave
Pre 1997
No
Yes
Some work done recently which needs to be incorporated within mainstream policy development
2008/9
Medium

3  Diversity and Equal Opportunities


3.1  Gender, Race, etc
2007
Yes
No
Recent but needs to link with work being overseen by Corporate Equality Group e.g. Race Equality Scheme and 1.1
2008/9
Medium

3.2  Disability
2007
Yes
No
Recent but needs to link with work being overseen by Corporate Equality Group e.g. Disability Equality Scheme and 1.1
2008/9
Medium

3.3 Age discrimination
2007
Yes 
No
Recent but still needs to link with work being overseen by Corporate Equality Group and pensions (4.10) and 1.1
2008/9
Medium

4    Rewards & Benefits


4.1  Car Lease Schemes
pre 1997
No
Possibly
CE & CO Scheme different from PO; not available to other staff (or all POs); may form part of PWS Implementation package. Green Travel Plan likely to prompt changes
2008/9
Medium

4.2 Car Essential Users
pre 1997
No
Possibly
Green Travel Plan likely to prompt changes
2008/9
Medium

4.3  Long Service Awards
1996
No
No
Hardly changed but not priority – unless to become linked with a Rewards Strategy
2009
Low

4.4  Overtime
2007
No
Yes
Single Status harmonisation occurred 2007. More comprehensive guidance required. 
2009
Low

4.5  Progression in posts
Pre 1997
No
Possibly
Was confined to ‘professional’ type  posts but recent developments has resulted in  ad hoc adoption in other areas; most manual employees on ‘spot salaries’
2008/9 in developing revised pay structure
Low within this work package but high for implementation of JE

4.6  Grading appeals
2000
No
Yes
Will be incorporated within Job Evaluation Work Package
2008
Low (for Policies  work package) package but high for JE Implementation

4.7 Pay policy
Pre 1997


No
Possibly
Based around national conditions for most part; no written pay policy at present; some principles in other documents and/or ‘custom and practice’ (not comprehensive);  need to include ‘salary sacrifice’; suggest best done as part of Implementation work package
2008/9 in developing revised pay structure and
Low within this work package package but high for JE Implementation

4.8 Standby and call out
Pre 1997
No
Yes
Differing arrangements in different part of the organisation; some disquiet around the issue.   Work in progress
Current. Single Status review.
High

4.9 Car Parking
2003
No
No
Green Travel Plan likely to prompt changes


2009
Medium

4.10 Pensions : Early release, gratuity scheme for widows and dependent relatives, disputes procedures; Guidance on Pension Scheme obligations and discretions
1998;

Disputes procedures – 2005 
Part


No
Work in progress
Current
High

4.11 Redundancy selection
2007
Yes
No
Recently updated
2011
Low

4.12 Salary protection
1991
No
No
Policy documented within Redundancy Procedures – more appropriate if separate ‘policy’ document.
2008/9 as part of PWS Implementation
High

4.13 Sick Pay
207
No
Yes
Single Status harmonisation achieved in 2007.
2011
Low

4.14 Expenses
2000
No
No
Level increased annually in line with inflation. No issues
2010
Low

4.15  Working time issues
2000
Yes
Possibly
Premium rates (out of hours working) under review within Single Status work package.

Others to be considered when developing pay proposals.
Current. 
Low within the Policies work package but high for Single Status

5  Health, Safety and Welfare


5.1 Health and Safety Policy
2004
Yes
No
Approved by full Council. Still valid although it could benefit from updating for Corporate Manslaughter legislation
2009
Low

5.2 Confidential Counselling
Pre 1997
No
No
Still appropriate


2009
Medium

5.3 Abuse of Drugs and Alcohol
1990
No
No
Still appropriate
2010
Low

5.4 Violence to Staff
1999
No
No
Still appropriate
2010
Low

5.5  VDU Users – eye test, personal use
Pre 1997
Yes
No
Would benefit from incorporating the system into ‘Occupational health provision’ routines & guidance to staff; information still valid
2009
Medium

5.6 First Aid
1980
Yes
No
Payment of allowances would benefit from review; best  dealt with as part of Implementation work package
2008/9 part of revised pay structure proposals
Medium

5.7 Occupational Health
2007
No
No
New enhanced arrangement jointly procured with other Cumbrian councils
2010
Low

5.8  Smoke free environment
2007
Yes
No
Still valid, in line with 2007 legislation and good practice
2011
Low

5.9 Wellbeing strategy
No strategy
No
No
Aspirational - to better integrate other policies and to introduce planned supported health promotion. However, we have no resources for it
2008/9
Medium

6  Officer Skills and Development


6.1  Appraisal
2007
No
No
Will be reviewed as part of Equality Impact Assessment process
early 2008
Medium



6.2 Workforce Development Plan
2007
No
No
Still valid. New Corporate Training Programme is to be launched May 2008 (City First)
2010
Low

6.3 Secondment
2006
No
No
Needs some updating (to include internal secondments)
2010
Low

6.4 Qualification Study
2004
No
No
Will be reviewed as part of Equality Impact Assessment process
early 2008
Medium

6.5  Induction
2004
No
No
Takes 2 forms: local induction and corporate induction both under review at present. Needs guidance for on-job Induction and policy/guidance on links to probation and City First. E-learning is being introduced to deliver much of the current mandatory training provided now as part of induction process
Current
High

6.6 Team Improvement Reviews
1999
No
No
Working ok at present tho could benefit from an update
2010
Low

6.7 Probation
Pre 1997
No

No
A new policy is now approved and piloted. It will  be fully implemented when City First is launched
Current
High

6.8 Skills for Life Strategy
2007
No
No
Still valid
2010
Low

6.9  Training Policy
2006
No
N o
Still valid though would benefit from the addition of both a corporate strategy and by Plans at Directorate level. Will be reviewed as part of Equality Impact Assessment process
Early 2008
Medium

7   Employee Relations and Communications


7.1  Consultation and Communications framework
2003
Yes
No
Framework re Trades Unions Consultation;  practices established partially because of above and ‘custom and practice’. Needs comprehensive guidance
2008
High

7.2  Trades Unions Facilities Agreement
2007 
Yes
No
Still valid
2011
Low

7.3  Disciplinary Procedures
2007
Yes
Yes
Still valid
2011
Low

7.4  Grievance Procedures
2002
Yes
Yes
Procedures meet statutory requirements but need for more comprehensive guidance to include additional circumstances when grievances may be raised
2008
High

7.5  Capability Procedure
No procedure
Yes 
No
No separate procedure – currently dealt with under discipline or attendance: sickness absence management procedures. Itis good practice to have a separate procedure (which can ‘mirror’ these procedures)
Current
High

7.5 Code of Conduct for Officers
Pre 1992
Yes
No
Unnecessarily wordy – needs simplifying; a national code due shortly apparently. Include in disciplinary procedures
2008/9
High

7.6  Dignity and Respect
2007
No
No
Still valid
2010
Low



7.7  Confidential Reporting
2004
Yes
No
Known as ‘whistleblowing’. Needs some updating. Safeguarding Children code suggests it is updated annually tho exisitng policy still valid
2008/9
Medium

7.8  Internet and E Mail
2000
No
No
Initially produced by IT department – due to potential link with disciplinary procedure and code of conduct needs now needs to be mainstreamed within people policies
2009
Medium

8    Flexibility





8.1  Cross functional  working
No guidance or written policy
No
No
Possibly a ‘framework’ more appropriate?
2009
Medium

8.2  Partnership working
No guidance or written policy
No
No
Possibly a ‘framework’ more appropriate?
2009
Medium

8.3  Changes to Establishment
See 1.7
No
No
Authority to amend establishment is obtained through Staffing Forum. Aspect of recruiting and appointing dealt with through ‘Assimilation Protocols’ – currently produced for each set of circumstances based on protocol used in 2002 Council wide reorganisation.  Needs link to 7.1
Current
High

9    Member Learning and Development

Not part of this project or work package but included for completeness.  Does link with WDP

Key to how  ‘Priorities’ have been assessed

High:

policies/procedures (or lack of them) do not comply with statutory requirements and/or causing difficulties for the Council

Medium:
desirable to review quickly, but Council not at risk by a delay and/or need to await further developments to carry out an effective review 

e.g. they require input from other work packages or another function within the Council

Low:

policy/procedures reviewed recently and/or no significant difficulties perceived

Jean Cross PPP

Appendix 2:




PWS Work Package: Single Status  – Progress Report

1 General

1.1 Terms and conditions for sickness payment, annual leave and overtime were harmonised as part of the Single Status Agreement and were effective from 1 April 2007.

1.2 The remaining aspects are:

· Premia payments

· Standby and call out arrangements

· Removal of timesheets for recording attendance and pay related matters

· Bonus payments

· A number of additional allowances e.g. tool allowances, shift allowances, ‘sleep in’ payment, ‘return to work’ payments, emergency planning increments 

· Attendance payments

1.3 It was agreed that these would form part of the Pay and Workforce implementation work package as they relate primarily to employees’ pay for their job and need to be considered in tandem with the outcome of job evaluation.

2 Work done to date

2.1 Work has been carried out on premia payments, standby/call out arrangements and removal of timesheets.  However these are in their early stages in that they have not been costed or discussed with the trades unions.

2.2 Premia Payments 

These relate to work carried out during times most people consider antisocial hours, such as at night, at weekends, on bank holidays.  There are several different practices operating at present:

· Some employees receive payment based on a variation on those nationally agreed conditions that existed prior to the Single Status agreement in 1997

· Some employees are paid an all inclusive rate

· Some employees receive a shift allowance and ‘sleep in’ payments.

It is proposed that the Council operate two practices in future (both based on National Conditions):

· For those services where employees work a predictable rota, a shift allowance is paid, based on the ‘normal’ unsocial hours the work rota involves.  For example, if the rota gives the employee 10% of their hours on a Saturday and 6% on a Sunday, this converted to a percentage shift allowance, payable in twelve equal instalments.  This arrangement would rely on ‘give and take’ when booking leave, changing shift etc. but provides a predictable income, is administratively less time consuming and makes budgeting easier.

· Where is not possible to predict likely hours to be worked during anti-social times, a rate for actual hours worked as follows:

· 1.5 times hourly rate for all hours worked on Saturdays

· double time for all  hours worked on Sunday for those who earn below spinal column point 11 (or equivalent if we change the pay structure) and 1.5 times hourly rate for those who earn above this sum

· 1.33 times hourly rate for weekday hours worked between 20.00 and 6.00

· for working on Public holidays, employees would receive normal pay plus plain time for hours worked plus time off with pay of half a day if the shift is less than half the normal one and a full day if the shift is half or more than a normal shift.  On occasions where Christmas Day, Boxing Day or New Years’ Day fall on a Saturday or Sunday and is therefore not a designated Public Holiday, the Council may agree to pay Public Holiday rates on actual day rather than the ‘designated’ day.  The decision to be taken by the Head of Personnel and Development Services.

3 Standby and callout

3.1 A variety of existing arrangements at present and these have been identified in an Audit report in January 2006.

3.2 It is proposed to replace them with the following:

· Level 1 standby and call out.  These will be employees who are required to be on standby, available and skilled enough to respond to calls at any time during the period of ‘standby duty’.  Callout is generally frequent (4 or more times a week).  For staff above scale 6 (or equivalent if the pay scale is changed) the stand by allowance paid covers all hours spent on the call out whether it is dealt with from home or the employee is required to make a visit to deal with the issue. For those paid below scale 6, the standby allowance covers all calls that can be dealt with from home and the first X number of calls out (or Y hours spent on the task).  No additional travel costs payable.

Employees on Level 1 callout will be expected to deal with a range of issues including those outside their own area of work. Included in this arrangement would be Environmental Services.  As many types of incidents as possible should be transferred to be dealt with by those on this arrangement.  

· Level 2  – those employees who are required to be available, fit and skilled to deal with issues relating to their specialist work and where this cannot be carried out by those on Level 1 call out. Call out is less frequent than level 1 (less than 4 times per week); sometimes advice can be provided from home, sometimes a visit is required.  A lower level of payment will be made to employees on this rota. ).  For staff above scale 6 (or equivalent if the pay scale is changed) the stand by allowance paid covers all hours spent on the call out whether it is dealt with from home or the employee is required to make a visit to deal with the issue. For those paid below scale 6, the standby allowance covers all calls that can be dealt with from home and the first X number of calls out (or Y hours spent on the task). No additional travel costs payable.

· Level 3 Call out – payable where there are number of people who may be called out to deal with a relatively infrequent incident and apply to employees who are not obliged to remain ‘on call, fit and able to respond’.  An example of this level of callout is where key holders are called to deal with an alarm which has been activated, or IT employees are called regarding a computer failure.  Payment for this will be the time taken to deal with the callout, with a minimum payment of 2 hours (to include travel if required) at the overtime rate applicable to the employee time off in lieu at plain time.  No travel costs payable.

· Level 4– senior people who can expect to be contacted or called out as part of their job role, and as such, no payment will be made.  If any significant amount of time is spent on the task, the employee will be entitled to time off (at plain time) or, in exceptional cases, overtime at the employee’s appropriate rate. (The latter is likely to apply to those on the Emergency Planning rota). Mileage costs reimbursed at employee’s normal rate.

4 Removal of timesheets

4.1 Some initial exploratory work has been carried out and a number of practical difficulties identified.  These fall into three areas:

· capturing necessary employee pay related data such as recording sickness, leave and other authorised absence

· job costing 

· recording attendance

The first is likely to be more easily resolved than the other two.

5 Other payments and allowances.
5.1 It is proposed to deal with the remaining issues as follows:

· Bonus – discontinue as such and incorporate into the job rate as measured by job evaluation;  the Council has no bonus schemes which could be defended in the event of an equal pay claim

· Attendance allowance – discontinue as such and incorporate into the job rate as measured by job evaluation.  The current allowance is paid to male dominated work areas and are indefensible in the event of an equal pay claim

· ‘Return to work payments’.  These are paid to Parking Patrol Officers who work a normal shift, go home for a few hours, then return to enforce parking regulations at Kingstown Industrial estate.  The proposal for these is to amend the shift patterns to give a continuous shift and pay premia payments for those hours after 20.00

· ‘Sleep in’ payments – continue to pay these

· Tool allowances – to consider whether or not these should continue.  The decision should hinge around whether or not the employees are required to provide their own tool, or whether the Council provides them

· Emergency planning increments – it is proposed that these should be discontinued as they are currently paid to four employees whose role encompasses the work they do (as in call out level 4 above).  At present, special overtime arrangements apply for staff called out in response to an emergency in that all officer receive time and a half irrespective of the hours worked and their grade.  It is proposed to bring the payment into line with the overtime rates agreed as part of Single Status i.e. those paid above scale 6 should receive single time and those below scale 6 time and a half or double time dependent on the time the work is carried out.  This also means that part time employees work 37 hours before any enhanced rates are paid.  





















































































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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