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Summary:

The project is in its final stage (Implementation). Agreement has been reached with the trade unions on all aspects of single status and most elements of a new pay policy, indeed we have now achieved a Final Negotiated Position on the key issues. However, two significant further steps remain before a formal agreement can be reached – a ballot of union members and approval of the financial package by Members. As yet, unavoidably, our employees have been unaware of what will be the impact of the job evaluation exercise but we are at least now in a position to begin a communication exercise.

In relation to the project itself there is still a large amount of work needed in order to implement the outcome of an agreement.

Questions for / input required from Scrutiny:

Members to monitor progress.

Recommendations:

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


1. GENERAL PROGRESS 

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 are presented to Members of the Corporate Resource Overview and Scrutiny Committee, with the last one being 4 September 2008.

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. Job Evaluation, Single Status and Equal Pay are the key elements at this stage. Progress is reported at-a-glance in the right hand column of the action plan (see Appendix 1) with more detail provided in the body of this report. In compliance with a request from CROS, this plan has been slightly modified to show revised target dates where appropriate.

1.4 Agreement has been reached with the trade unions on all aspects of single status and almost all elements of a new pay policy, indeed we have now achieved a Final Negotiated Position on the key issues of a pay-line, back pay and protection. This was only arrived at, literally, at the time of writing this report (19 December) and so the details of ‘the settlement’ will need to be provided at your meeting on 8 January.

1.5 However, two significant further steps remain before a formal agreement can be reached – a ballot of union members by the two main unions (GMB and Unison) and approval of the financial package by Members. 

1.6 The former is out of the hands of the project, although the unions assure us that the ballot process need not be unduly lengthy nor complex and should hopefully be undertaken in January. Approximately half of our employees belong to a union. The outcome of the ballots can not be predicted and a rejection of any agreement will cause very real difficulties for the project. However, the whole project has been conducted as a partnership exercise, and this ethos has continued into negotiations, which will almost certainly mean that the unions will be recommending the deal to their membership and this increases the probability of a ‘yes’ vote. But this must be balanced by the fact that the authority’s budget constraints have necessitated a ‘tight’ outcome which will mean that a significant number of union members will be asked to accept a deal that will see them personally disadvantaged by the outcome.

1.7 As regards Member approval, a meeting of the Employment Panel will hopefully be held in January in order for this panel to make a recommendation to full Council. There is still time for all this to occur within the current budget round. Negotiations have been conducted in the full knowledge of the authority’s financial situation and both management and unions have sought to achieve an affordable outcome.  

1.8 As yet, unavoidably, our employees remain unaware of what will be the impact of the job evaluation exercise upon their posts and them personally. Negotiations with the unions have inevitably needed to be conducted in a closed confidential environment, and although meetings are being held virtually every week in order to close a deal as fast as possible, it is true to say that employees are becoming increasingly unsettled by the uncertainty. However, there is a communication plan in place (see 3 below) which we can now begin to enact.

1.9 In relation to the project itself there is still a large amount of work needed in order to implement the outcome of any agreement. This will fall mainly upon Personnel and Development Services and will coincide with other pressures upon the Service such as ‘Serco’, shared services, and downsizing driven by efficiencies and budget shortfalls. There are some extra project staff in place to assist in handling the work.

2. SPECIFIC PROGRESS

2.1 Job Evaluation (JE)

2.1.1 Phase 1 Job Evaluation ended three months ago. This phase produced all the necessary details to enable pay modelling to be undertaken and for negotiations to have begun with the trade unions.
2.1.2 Phase 2 of JE is underway. Although every post has a score from the first phase of JE, this phase will score all those posts that:
· changed during the project or were affected by re-structuring
· are career graded i.e. other steps along the career path will now be scored.
2.1.3 Phase 2 will not impact upon the negotiations currently under way, e.g. the budget predictions will not be significantly affected as estimated scores were put into the pay modellor for all these posts and the overall outcome is expected to be there or thereabouts what we have predicted.

2.1.4 More staff have been trained in the two JE schemes in order to carry out the scoring and/or the appeals. These are a mix of HR, union and manager representatives. The process will broadly follow that of phase 1 excepting that it has been agreed with the unions that there is no longer a need for the Steering Panel stage. 
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 Agreement with the unions has also been reached now in all of the remaining areas:

· Stand by/call out

· Professional fees

· Extent/pay for shift work/premium payments

· Additional duties/Acting up

· Bonus and other allowances – e.g. tool, attendance, first aid.

2.2.3 Any financial implications have been fed into pay modelling (see 2.5 below). 

2.2.4 Employees were fully consulted during the process. They will be encouraged to view the outcome in terms of a final ‘package’. Thus while they can be affected either beneficially or adversely by one or more of these areas (and most staff have benefited as we have inclined more towards harmonising up rather than down) employees will need to see what the overall impact of the project will be for them i.e. including the outcomes of JE. 

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 Each pay model under consideration includes an analysis of the equality impact of the proposed new pay structure. 

2.3.3 Equal pay remains a key driver for this work and the final model will be one that satisfies, to both the employer and the unions’ satisfaction, an equality check.

2.4 Pay Policy

2.4.1 We are very close to agreeing a pay policy for the authority e.g. we have agreed the principles, assimilated all the single status areas and endorsed job evaluation as the basis for determining pay in future. Anachronistic and potential discriminatory practices, such as bonus and attendance allowance, have been removed.  

2.4.2 Pay modelling produced a number of alternative structures with two having been used as the basis for serious negotiation with the unions. Transitional arrangements such as back-pay and protection were considered at the same time as a new pay structure so that the eventual Agreement is one that takes into account all the financial dimensions and implications of PWS (including single status outcomes).

2.4.3 As was expected, the negotiations are being held in a constructive and mutually respectful manner.

3.
COMMUNICATIONS

3.1
Now that we have reached a Final Negotiated Position the employer can begin a formal communication of the outcome to employees. There will be three key stages:

· a general announcement before Christmas. The wording for this will be agreed with the unions

· a guidance document will be issued mid January. This will show the overall outcome of the project and should enable staff to estimate the likely impact upon them

· a letter addressed to individual employees containing full details of the impact on each will be sent out late January. The ‘delay’ is because all information and data will need to be double-checked before changes to personal terms and conditions can be sent out. 

3.2
A corporate programme of support and ‘underpinning’ communication will accompany the above including roadshows, briefings, surgeries and the offer of counselling.

4.
RECOMMENDATIONS

4.1
Members to note progress and comment as appropriate. 

Appendix 1

PWS Implementation Action Plan May 2008 – March 2009: Progress as at 19 December 2008

	
	Main work package
	Tasks
	Duration
	Target date
	Revised target date
	Progress

at 19/12/08

	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)
	1 month
	End of July  2008
	January 2009
	Consultation has ended and negotiation with the unions is at an advanced stage. 95% of a new pay policy is agreed   

	1.2
	
	Devise a pay structure:
· JE scores (see 4.1)

· Research markets for pay rates 

· Pay modelling

· Costs 

· Consult (SMT, Members, unions, staff)
	1 month
	End of August 2008
	January 2009
	Pay modelling produced a number of alternative structures with 2 used as the basis for negotiation with the unions. A Final Negotiated Position was established on 19 December. This agreement on 1.2 will also now enable there to be closure on 1.1

	1.3
	
	Member approval (Executive, CROS, Employment Panel, Council?)
	1 month
	End of September 2008
	February 2009
	Portfolio Holder is kept informed. CROS has received regular updates. An Employment Panel will be called for January 

	1.4
	
	Assimilate staff to new pay structure
	1 month
	End of October 2008
	March 2009
	Awaits outcome of 1.3

	1.5
	
	Issue revised Statement of Provision to staff
	1 month


	End of October 2008
	March 2009
	Awaits outcome of 1.3

	1.6
	
	Amend Trent so as to insert new staffing structure
	3 months
	End of December  2008
	March 2009
	Awaits outcome of 1.3

	1.7
	
	Implement outcomes of Phase 2 Job Evaluation (see 4.2) as in 1.3 –  1.6 above
	5 months
	End of March 2009
	n/a
	Phase 2 JE is now underway but its outcomes can not be implemented until 1.3 is concluded



	1.8
	
	Consolidate implementation – documentation, correct job titles, clear reporting lines, updated job descriptions
	2 months
	End of May 2009
	End of May 2009
	n/a

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

· Professional fees

· Extent/pay for shift work/premium 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 working

· Time sheet removal


	2 months
	Proposals consulted on by end of August 2008
	n/a
	Concluded



	2.2
	
	Cost and draft proposals
	1 month
	End of July 2008
	n/a
	Concluded

	2.3
	
	Consult on proposals
	1 month
	End of August 2008
	n/a
	Concluded

	2.4
	
	Draw up final proposals & link to implementation
	1 month
	End of August 2008
	n/a
	Concluded - reached agreement with the unions on all areas

	3.1
	Equal Pay 
	Assess current picture
	2 weeks
	End of July 2008
	n/a
	Concluded

	3.2
	
	Carry out Equality Impact Assessments  on proposed new pay structure(s)
	3 weeks 
	End of September 2008
	January 2009
	Underway

	3.3
	
	Identify and explore validity of any outstanding Equality concerns 
	1 month


	By December 2008
	January 2009
	Awaits outcome of 1.2 and 1.3

	3.4
	
	Create a draft action plan to address issues – including consultation as appropriate
	1 month
	End of December 2008
	March 2009
	Awaits outcome of 3.3

	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)
	underway
	End of August 2008
	n/a
	Concluded

	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
	5 months
	End of March 2009
	n/a
	All the jobs to be scored in this phase have been identified. 

Such job holders are now completing their documentation in conjunction with their line manager.

Panels have been arranged and will start 18 December. 

More staff have been trained in JE to sit on these panels.



	4.3
	
	Complete documentation to enable it to be easily retrieved when required
	As in 4.2
	End of March 2009
	n/a
	n/a

	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
	1 month
	To operate from 1 April 2009
	n/a
	n/a

	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
	underway
	End of March 2009
	n/a
	A project update is presented each month to Management Briefing. A PWS newsletter was issued in October and a recent update given in Staff News. Publication of the final pay structure is scheduled for mid January (see 1.2). Support arrangements for staff are being planned to coincide


	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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