CARLISLE
AGENDA

www.carlisle.gov.uk

Employment Panel

Wednesday, 01 February 2017 AT 14:00
In the Slupsk Room, Civic Centre, Carlisle, CA3 8QG

Apologies for Absence

To receive apologies for absence.

Declarations of Interest
Members are invited to declare any disclosable pecuniary interests, other registrable
interests and any interests, relating to any item on the agenda at this stage.

Public and Press
To agree that the items of business within Part A of the agenda should be dealt with
in public and that the items of business within Part B of the agenda should be dealt

with in private.

Minutes of Previous meetings

To agree the minutes of the meetings held on 23 August 2016 and 16
October 2016.

[Copy Minutes in Minute Books 43(3) and 43(4)]
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PART A

To be considered when the Public and Press are present

A1 PAY POLICY STATEMENT 2017/18 3-14

The Chief Finance Officer to submit a report on the annual review
of the Pay Policy Statement for Senior Officers.

(Copy Report RD.52/16 herewith)

A.2 REVIEW OF PROBATION POLICY / ENGAGEMENT POLICY 15 - 32

The Chief Finance Officer to submit a report on the review of the
Probabtion Policy and a replacement draft Engagement Policy.

(Copy Report RD.53/16 herewith)

PART B

To be considered when the Public and Press are excluded from the meeting

- NIL -

Members of the Employment Panel

Conservative - Mallinson J, Mitchelson, Bloxham (sub), Mrs
Bowman (sub)

Labour - Burns, Glover, Stothard, Dr Tickner, Bell (sub), Mrs
Bradely (sub), Mrs Riddle (sub)

Enquiries, requests for reports, background papers,
etc to Democratic Services Officer:
Rachel Plant 817039 or rachel.plant@carlisle.gov.uk
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CARLISLE

CITYSOUNCIL | Report to Employment e
2 F- = R
www.carlisle.gov.uk Pan el Al

Meeting Date: 1% February 2017
Portfolio: Finance, Governance and Resources
Key Decision: No

Within Policy and
Budget Framework YES

Public / Private Public

Title: PAY POLICY STATEMENT 2017/18
Report of: Chief Finance Officer

Report Number: RD52/16

Purpose / Summary:

The Localism Act 2011 requires Authorities to produce and publish a pay policy statement
for Chief Officers and to review the policy on an annual basis. The Council’'s Pay Policy
for 2017/18 is attached to this report for Members approval.

Recommendations:
The Employment Panel approves the 2017/18 Policy Statement on Chief Officers’ Pay, for
recommendation to Council on 7" March 2017.

Tracking

Employment Panel: 1%' February 2017
Overview and Scrutiny: Not applicable
Council: 7™ March 2017
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1.2

1.3

1.4

2.2

BACKGROUND

The Localism Act 2011 (Sections 38 to 43) introduced a requirement on all English
and Welsh authorities to produce and review a pay policy statement for Chief
Executives and Chief Officers for 2012/13 and for each subsequent financial year.

The pay policy must set out the council’s policies in relation to:
e the remuneration of its chief officers;
e the remuneration of its lowest-paid employees, and
e the relationship between —
o the remuneration of its chief officers, and
o the remuneration of its employees who are not chief officers.

The definition of ‘lowest paid employees’ must be stated along with the reasoning
behind adopting that definition. Policies in respect of chief officers must also be
included relating to:

e the levels and elements of remuneration;

e remuneration on recruitment;

e increases and additions to remuneration;

e the use of performance related pay;

e the use of bonuses;

e the approach to any payments on their ceasing to hold office under or to be

employed by council.

It is approved annually by full Council as recommended by the Employment Panel.
Approval must be before the end of the 31 March immediately preceding the
financial year to which it relates but may be amended during the year if need be,
subject to Council approval.

PAY POLICY STATEMENT 2017/18

The definition of ‘chief officers’ includes the Chief Executive, Deputy Chief
Executive and Corporate Directors. The Statement attached to this report, detailing
the pay and associated benefits for Chief Officers, has been amended where
necessary for 2017/18 which is now subject to the approval of full Council, as
recommended by the Employment Panel.

The salary for all Chief Officers has been amended to reflect the review of service in
October 2016 and the Chief Officers Pay Agreement 2016/18 announced in March
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2016 equating to a 1% increase effective from 1% April 2016. Please note a further
1% increase will be due in April 2017.

3. CONSULTATION
3.1 None

4. CONCLUSION AND REASONS FOR RECOMMENDATIONS

4.1  The Employment Panel approves the 2017/18 Policy Statement on Chief Officers’
Pay for recommendation to Council on 7" March 2017.

The Statement meets the requirements of the Localism Act. Under the Council’s
Constitution, the Employment Panel is responsible for recommending to
Council matters relating to pay and employment conditions.

5. CONTRIBUTION TO THE CARLISLE PLAN PRIORITIES

5.1 The Policy Statement on Chief Officers Pay exists to provide Members and the
general public with a transparent framework in which Chief Officers are paid and
rewarded for their work and instil confidence in the public.

Contact Officer: Julie Kemp Ext: 7081

Appendices Appendix — Pay Policy Statement 2017/18 for Chief Officers
attached to report:

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

CORPORATE IMPLICATIONS/RISKS:

Chief Executive’s — Not applicable

Economic Development — Not applicable

Governance — S38 of the Localism Act 2011 requires that we must publish each year a
pay policy statement setting out our policies relating to:

e The remuneration of Chief Officers
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e The remuneration of our lowest paid officers

e The relationship between the remuneration of the Chief Officers and employees that
are not Chief Officers.

The Policy must state our definition of ‘lowest paid employees’ together with our reasoning
and it has to explain:

CO levels on appointment/progression and increases and additions
Performance related pay

Bonuses

Payment on ceasing to hold office

The Policy must be published in a manner deemed by the Council to be appropriate and
this includes publication on the authority’s website.

Local Environment — Not applicable

Resources — Not applicable
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1.2

13

CARLISLE CITY COUNCIL
PAY POLICY STATEMENT FOR CHIEF OFFICERS

Introduction and Purpose

This pay policy statement sets out Carlisle City Council’'s approach to Chief
Officers pay in accordance with the requirements of section 38 to 43 of the
Localism Act 2011.

The purpose of this statement is to provide transparency with regard to the
Council’'s approach to setting the pay of its employees by identifying:

e the methods by which salaries of all employees are determined;

e the detail and level of remuneration of its most senior employees i.e. ‘chief officers’ as
determined by relevant legislation;

e the detail and level of remuneration of the lowest paid employees’
e the relationship between the remuneration for highest and lowest paid employees;
e the Panel responsible for ensuring that the provisions set out in this

statement are applied consistently throughout the Council and
recommending any amendments to full Council.

Once approved by the full Council, this policy will come into immediate effect for the 2017/18
financial year and will be subject to review again for 2018/19 in accordance with the relevant
legislation prevailing at the time. Where amendments are required during the year, these will
be subject to approval by full Council.

Aims and principles

Carlisle City Council’'s aim to offer a remuneration package which is fair and equitable,
complies with all the relevant legislation, enables it to attract and retain quality staff that will
achieve its strategic and operational objectives and is underpinned by the need to achieve
value for money having regard to its financial restraints.

Definitions

The Council's Senior Employees are those which fall under the definition of ‘chief officers’
as contained within section 43 of the Localism Act 2011. The posts within Carlisle City
Council that are classified as Chief Officers are the Chief Executive, Deputy Chief
Executive and Corporate Directors.

Please note that the Chief Finance Officer is the statutory Chief Officer appointed to
section 151 of the Local Government Act 1972 but not a ‘Chief Officer’ for the purpose of
the City Council’s internal staffing structure.

Lowest paid employees are those on grade A (£16,302) per year in April 2017 (subject to
any pay award agreed for 2017/18)). The Council uses this definition as it is the nearest
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equivalent to the old ‘manual’ grades which existed before job evaluation was used to
determine pay and before Single Status was implemented. Jobs at this level are relatively
straight forward, quick to learn and require limited pre-existing knowledge.

Employment Panel is a politically balanced (reflecting the balance of the different
parties that make up the Council) group of Councillors who are responsible for
recommending to Council pay and conditions for employees.

Multiplier is the ratio of pay between chief officers and other employees (at full time
equivalent rates) i.e. the pay for the chief officer divided by that for the lower paid
employees.

4 Pay Structure

4.1 The Pay Structure and pay related allowances for all employees below Chief Officer level
(except apprentices and any employee on a “permitted work” scheme) is detailed in the
document Pay Policy and Arrangements which was approved by Council initially in
November 2009, following extensive consultation with staff, updated in December 2013 to
implement the Living Wage increase with regular updates to reflect increases to the
foundation living wage and national pay awards. The most recent updates took place in
March and May 2016 to reflect the national pay awards of 1% per year to Chief Executives,
Chief Officers and staff to cover years 2016-2018. It is a local pay and grading structure
which uses some of the nationally negotiated pay spines configured into local pay grades.
Nationally negotiated cost of living awards are applied to those spine points that form part
of the local pay structure.

4.2 From time to time, it may be necessary to take account of the external pay levels in the
labour market in order to attract and retain employees with particular experience, skills and
capacity. The document Pay Policy and Arrangements details these.

5 Senior Management Remuneration
5.1 Terms of employment for chief officers in Carlisle City Council are derived from a
number of sources:
e pay rates determined by Carlisle City Council;
e cost of living awards as negotiated nationally between the Local Government
Employers Organisation and the recognised trade unions and applied to existing
pay grades;
e nationally negotiated terms and conditions of employment for Chief Officers and
Chief Executives as appropriate;
e policies determined and approved locally by Carlisle City Council.

6 Responsibility for determining pay and allowances
6.1 The Employment Panel is responsible for proposing the pay and grading structure to
Council.

January 2017 Page 3
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6.2

6.3

6.4

6.5

7.2

7.3

7.4

7.5

In the case of senior officers’ pay, the Employment Panel seek advice from a
suitably experienced external organisation such as North West Employers
Organisation (NWEO) to inform their recommendations.

Pay rates (including car allowances) for the Town Clerk and Chief Executive are reviewed
each time the job is vacant, and may be reviewed between these periods on a decision by the
Chair of the Employment Panel following a request from the post holder. A review can result in
the pay remaining the same, an increase or a decrease. Market rates for District Councils
form the basis of any review. The pay rate is a single pay point, within a three point salary
band, and determined on appointment by the Employment Panel and is based on experience
of the successful candidate.

In the case of the other Chief Officer posts, these are reviewed when organisational
structural changes take place and use the Local Authority Senior Staff job evaluation
scheme to determine the rank order, and market rates for a District Council to set the
pay grade. The pay grades consist of three pay points. These pay points were reviewed
in October 2016 with increases made to reflect the market and changes to Senior
Management Structures.

Table 1, paragraph 10, gives current pay rates.

Elements of the remuneration package for senior officers
This is made up of
e actual pay as determined by the Council

e car allowance of 9.09% of salary or participation in the Chief Executive or Chief
Officer Car Lease Scheme to the same value

Pay for the Town Clerk and Chief Executive consists of three pay point within a salary band
plus car allowance as detailed above. This rate includes returning officer duties for elections
relating to Carlisle City Council. Fees for election duties for other elections (County Council,
national and European elections) are paid as an additional sum at the rate prescribed by
government as and when each election occurs. The pay point may be reviewed on a decision
by the Chair of the Employment Panel, following a request from the post holder.

Pay for the Deputy Chief Executive and Corporate Directors consists of three point scales
and, subject to satisfactory performance, the officer progresses through the grade on an
annual basis until the top of the grade is reached, in line with national conditions. A car
allowance, as detailed above is also paid.

No bonuses, profit related pay or other allowances are paid as part of the regular pay.
Honoraria for undertaking additional duties are only paid if the additional duties are
significant.

The designation of the Monitoring Officer currently sits with the Corporate Director of
Governance and Regulatory Services. The Monitoring Officer is paid on the normal salary for
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7.6

8.2

8.3

8.4

8.5

a Chief Officer.

The designation of the Section 151 Officer currently sits with the Chief Finance Officer. The
S151 Officer is paid on the normal salary for a grade M employee with an additional 12% in
recognition of additional duties incurred following the SMT review in October 2016 and their
particular statutory responsibilities.

Chief Executive and Chief Officers’ Recruitment

Details of the appointment process for Chief Officers and Chief Executive are set out in the
Council’s constitution. Recruitment is the responsibility of the Employment Panel to
recommend the successful candidate to full Council for approval.

In the case of the Chief Executive, the Employment Panel determines the salary
and takes into account the experience of the successful candidate.

In the case of the Deputy Chief Executive and Corporate Directors, starting salary is normally
the bottom point of their grade unless there are good reasons to pay at a higher point in the
scale to secure the best candidate. Such a decision is made by the Employment Panel.

Return of Chief Officers or Chief Executive to local government after redundancy or early
release. The same principle applies to all recruitment and any appointment is made on merit,
regardless of whether the candidate has been made redundant or given early release in
former employment. The provisions of the Redundancy Payments Modification Order would
be applied in that if return to local government occurred within a month of redundancy, the
redundancy payment would be forfeited. Cumbria County Council, as the administering body
for the pension scheme operated by Carlisle City Council, implements ‘abatement’ which
means that if pension plus earnings in the new job is greater than earnings prior to leaving the
pension is reduced accordingly.

The Government has concluded its consultation on the repayment of Public Sector exit
payments and further legislation regarding such payments is expected to be implemented in
2017. The Council will amend policies and processes as required to adhere to changes made.

Interim Support. Where the Council has need for interim support to cover work at Chief
Officer or Chief Executive level, and there is no-one suitable within the Council, it will make
use of agencies to recommend suitable candidates from which to select the most suitable.
Selection will be in line with the appointment process for senior officers unless support is
required too quickly to make this possible, when it will be reported to Council at the earliest
opportunity. The services of the successful interim will be engaged by either:

¢ On an agency basis where the person is employed by the agency or

¢ On a self employed basis where the person meets the HMRC definition of

‘self employed’ or
e Direct employment by the Council on a temporary contract.

Pay for temporary interim support will be at the required rate to secure a suitable candidate
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bearing in mind the temporary nature of the work, value for money, salaries within the Council
and budgetary considerations.

At the date of this policy Statement, the Council has no temporary or interim support at
Chief Officer level.

9 Other aspects of remuneration

9.1 Termination Payments — the Council’s policy on termination payments in the event of
redundancy or early release in the interests of the service (ERS) apply to all employees,
irrespective of level in the organisation. Full details are given in the document
Redundancy and Early Release Schemes Policy, Guidance Notes and Procedures

In summary, the discretionary redundancy payments are 2.5 times the statutory redundancy
payment but based on actual weeks pay, with the option to convert the sum above the
statutory redundancy payment to additional pension. Compensatory payments are not
normally paid in the cases of early retirement in the interests of efficiency unless there is a
strong business case for doing so in a particular situation. Where payments are made,
these are equivalent to 1.5 times the statutory redundancy payment that would have
applied had the officer been made redundant with the option to convert this to additional
pension.

Dismissal of the Chief Executive and Chief Officers (including redundancy and early release)
are made by Council on the recommendation of the Employment Panel. This will also
include that of the Chief Finance Officer due to the inclusion of the Section 151 role.

The Government has concluded its consultation on the financial caps to exit payments of
Public Sector employees and further legislation regarding such payments is expected to be
implemented in 2017. The Council will amend policies and processes as required to adhere
to changes made.

9.2 Flexible Retirement. The policy on flexible retirement applies to all employees alike and
details are covered in the document Flexible Retirement Policy Guidance Notes and
Procedures. In summary, flexible retirement (with pension) is agreed if it is supported by a
business case. Hours must be reduced by a minimum of 20% and/or move to an alternative
post of at least one grade reduction. Earnings plus pension after flexible retirement must not
be more than earnings before it.

9.3 Pension. Where employees exercise their statutory right to become members of the Local
Government Pension Scheme, the Council is required to make a contribution to the
scheme representing a percentage of the pensionable remuneration due to that
employee. The contribution rate is set by Actuaries advising Cumbria County Council
Pension fund and reviewed on a triennial basis in order to ensure that the scheme is
appropriately funded. The current rate is 13.6%, but the provisional results of the 2016
triennial revaluation of the pension fund indicates an increase in contribution rates to
15.6% effective from 1% April 2017. The employee contribution rates are defined by
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statute and relate to the salary level of that employee.

Carlisle City Council applies the discretions given to them as an employer under the Local
Government Pensions Regulations to all employees on the same basis.

10 Senior Officers pay and its relation to that of other employees
All aspects of other employees’ pay and related benefits are detailed in the

10.1

document Pay Policy and Arrangements.

10.2

Table one, below, shows details of senior officer’'s current pay and the relationship to other

staff's pay. The salary for the Chief Executive, Deputy Chief Executive and the other Chief
Officers has been amended to reflect the Chief Executive/Chief Officers’ Pay Agreement
announced in May 2016 which equated to a 1% increase effective from April 2016 and the
additional changes to reflect the market and structure changes made in October 2016.

TABLE 1: Senior Officers’ pay and its relationship with others

Position £ Pay per year Car £ Total pay | Ratio to Ratio to
Allowance + median pay | lowest paid
car (note 1) staff
allowance (note 2)
per year
Town Clerk | 3 points in the range: 9.09% of
& Chief - 99,555 salary -108,605 -5.0:1 -6.7:1
Executive - 101,550 -110,781 -5.1:1 -6.8:1
- 105,507 - 115,098 -5.3:1 -7.1:1
Deputy Chief | 3 points in the range: 9.09% of
Executive salary
- 76,797 - 83,778 -3.91 -5.1:1
- 80,637 - 87,967 -4.0:1 -5.4:1
- 84,477 - 92,156 -4.2:1 -5.7:1
Corporate 3 points in the range: 9.09% of
Directors salary
- 62,200 - 67,854 -3.1:1 -4.2:1
- 65,457 - 71,407 -3.31 -4.4:1
- 68,714 - 74,960 -3.4:1 -4.6:1

Note 1 - £21,745 per year for a full time employee

Note 2 - Grade A staff — £16,302 per year for a full time employee.

The ratio between the Chief Executive pay and other Corporate Directors (at the top of the
grade) is as follows:

Deputy Chief Executive
Corporate Directors
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10.3 Carlisle City Council aims to keep the multipliers for median pay and lowest paid staff
approximately the same in future years.
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Meeting Date:
Portfolio:

Key Decision:
Within Policy and
Budget Framework

Public / Private

Title:
Report of:
Report Number:

Purpose / Summary:

Agenda

Report to Employment
Panel

Item:

A.2

1% February 2017
Finance, Governance and Resources
No

YES
Public

REVIEW OF PROBATION POLICY/ENGAGEMENT POLICY
Chief Finance Officer
RD53 /16

HR policies are continually being reviewed in the light of minor legislative changes, best
practice, management roles and contacts within the Council.

The Probation Policy has been reviewed as part of this process and a replacement draft
Engagement Policy is appended to this report for consideration by the Panel.

Recommendations:

The Employment Panel is asked to approve the Engagement Policy, as set out in the
Appendix of the report, for consultation purposes.

Tracking

Executive:

Not applicable

Overview and Scrutiny:

Not applicable

Council:

Not applicable
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1.2

1.3

1.4

15

BACKGROUND

When appointing new employees, it has historically been custom and practice for
employers to make any such an appointment subject to a probationary period. The
purpose of this is to allow a period of time to make a proper assessment as to
whether the new employee does possess the necessary skills and attributes
required by the organisation, thus ensuring that the expectations of the organisation
are met.

The City Council is no different and, in accordance with the National Joint Council
for Local Government Services Conditions of Service, it has historically operated a
probation period as a term and condition of employment. The earliest version of the
conditions (the Purple Book) reads:

9. Probation

The appointment of every new entrant to the service of an employing authority shall
be subject to a term of probation of not less than three or more than six months. At
the end of the probationary period and subject to a satisfactory report by the head of
the department the officer shall be transferred to the established staff. This rule of
probationary service shall not apply to an officer transferred from the service of
another authority or from any other service accepted by the employing authority as
appropriate to the post to be filled.

Revised Conditions of Service were introduced in 1997 (the Green Book) which, in
regard to the probationary period, said “deleted”. It is, however, important to note
that if it wished to do so, any particular Council could continue to refer back to the
Purple Book. This allowed authorities the flexibility to determine their own probation
arrangements from 1997 onwards. It is also important to note that it was always the
case that probationary periods did not apply to persons with ‘continuous service’,
i.e. those moving within the ‘family’ of Local Government. The idea behind this was
that such people would have already served a probationary period at their previous
authority and were deemed acceptable. It also encouraged the movement of staff
between Councils whilst maintaining their security of employment.

The background of Probation within the City Council is set out above. A thorough
review of the Probationary Policy has been undertaken by one of the Council’'s HR
Advisors as part of a study project for an Institute of Learning & Management
qualification. The review has shown that although some different probationary
processes were introduced in 2008, there is no record of the appropriate approval
from Members having been sought. Members may be reassured to note that no
employees have been adversely affected by these changed processes, which in
effect applied the probationary period to all employees.

Generally, employment practices have changed and more emphasis is put on the
recruitment process to ensure that the candidate selected will be right for the
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2.2.

2.3.

2.4,

organisation and more focus on providing initial support to ensure candidates have
the opportunity to meet expectations. Therefore the recommendation flowing from
the review is that is an appropriate time to ‘modernise’ and refresh our probationary
policy to make it more suitable for our needs in the modern business environment.

REVIEW AND PROPOSALS

In addition to individual research as part of the review, a staff survey was
undertaken and management across the Council took part in organised discussions
to provide feedback on existing working practices. Several, clear issues were
revealed as regards the current policy:

e The current paperwork is outdated and does not encourage engagement and
development;

e There is no option to reduce probation to 3 months and/or have a probation
of 9 months depending on the development required for the role;

e Week 3 of month 4 - although there is an option to discuss potential options
with their Manager and HR, if objectives are not being met, there is no further
guidance for the employee or management;

e There is a buddy system, with little guidance, in the current policy which is
not implemented consistently;

e Use of policy, completion of paperwork and essential training is not being
undertaken;

e Managers lack of understanding regarding the legal standing of probation
and the requirement to follow appropriate dismissal processes.

There is no legal reason why an employer cannot have probationary periods for
new staff; some would suggest that this is preferable. The purpose of a
probationary period is to allow a suitable amount of time in which the employer can
assess the new employee. The terms of the probationary period need to be set out
in a policy which will be referred to in the contract of employment. It therefore forms
part of the employees’ terms and conditions.

The ACAS Code of Practice states that the first few weeks are critical to whether an
employee becomes a valued member of staff, resulting in them being happy and
productive in their work. ACAS advocates fairness in dealing with issues and the
use of 3 stages when dealing with capability and/or disciplinary issues. Additionally,
good practice would be to develop an induction to suit each role and individual
needs.

The proposed, updated and revised policy is attached as Appendix 1 to this report.
It is recommended that the Probationary Policy evolves into an ‘Engagement’ policy
which covers how we properly induct new employees into the Council. The purpose
of the Policy is to ensure that new staff feel valued and appreciated as they come to
work with us but, importantly, it also ensures that the Council has at its disposal, an
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2.5.

2.6.

3.2.

appropriate policy which allows it to, fairly but quickly, cease the employment of
those employees, new to local government, that do not come up to the required
standard. Members should note that persons already employed in Local
Government (including both those being appointed from outside of the Council and
also internal transfers or promotions) will remain subject to the usual rules of
employment which apply to conduct, capability, etc. but not the quicker dismissal
route proposed by the Engagement Policy. Members and all consultees are
specifically requested to comment on these proposals with the options and a
series of questions set out on page 11 of the Policy.

The Engagement Policy will ensure consistency across the Council and it is hoped
that the inclusion of a workforce development plan will aid the setting of targets
leading to improved performance. The use of workplace buddies and mentors will
assist new employees to develop into their roles. The proposed Engagement Policy
has been developed in accordance with ACAS Codes of Practice and updates our
working practices to be in line with current procedures.

The introduction of a structured framework to be used when an employee is new to
Local Government and those changing roles or being promoted within the Council
will aid engagement and development of employees, allowing management to have
an understanding of actual issues to be addressed and giving them the support to
deal with these in a positive and timely manner. The changes represent a supported
introduction to the Council incorporating expectations of a Council employee with
proactive early intervention when those expectations are not met.

CONSULTATION

Informal consultation with Unions started in May 2016 as a representative from
Unison and GMB has been fully involved in the development of the Engagement
Policy and the deletion of Probation.

Formal consultation to take place with staff and union representatives during
February/March 2017.

CONCLUSION AND REASONS FOR RECOMMENDATIONS

The Employment Panel is asked to approve adoption of the proposed new policy in
order to ensure engagement and development of employees within current
legislation in the Council, for consultation purposes with both Union representatives
and employees.

CONTRIBUTION TO THE CARLISLE PLAN PRIORITIES

The Engagement Policy exists to provide managers and employees with a clear
framework in which to handle issues in a fair and consistent way. Secondly, instil
confidence in the public on the process for managing high expectations and
performance expected of Council employees
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Contact Officer: Gini McClure Ext: 7417

Appendices Appendix 1 — Engagement Policy
attached to report:

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:

CORPORATE IMPLICATIONS/RISKS:

Corporate Support and Resources — Not applicable

Community Services — Not applicable

Economic Development — Not applicable

Governance and Regulatory Services — It is important that the Council maintains up to

date employment policies. As this will be a change to staff terms and conditions it will
need to be subject to consultation as explained within the body of the report.
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Carlisle City Council - Engagement Policy / Guidance Notes / Procedure
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Carlisle City Council - Engagement Policy / Guidance Notes / Procedure

Introduction

Understanding the value of settling a new employee into their role in an organised
structured programme is a vital role as part of taking on an employee. Time and money
is spent on the recruitment so it is worth working hard to ensure the new recruit is
welcomed, ready to contribute and want to stay.

This policy is to assist all new recruits whether internally or externally appointed to
engage, support and develop employees within Carlisle City Councils vision and values.
Furthermore this will include casual, agency, employees changing roles or returning to
work.

The type of job involved and whether the employee is new to the Council will determine
how much investment is needed in the process. HR Advisory Team will be pleased to
advise on any points and will available to assist managers and employees regarding the
process and completion of relevant forms.
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Part 1 — Policy
1.1 Purpose

New employees come to the Council full of expectation and enthusiasm and an effective
programme of engagement will help to ensure that employees settle in well, and gain an
understanding of the Council and it policies, procedures and culture as early as
possible. It also gives them a full opportunity to become effective and motivated team
members.

The purpose of the policy is to help promote and guide the employee alignment to the
Council vision and core values by providing the tools, resources, and information
necessary to welcome, direct and train employees. It is designed to complement
existing induction processes while providing the framework necessary to help
employees become productive and confident as soon as possible, including job specific
needs.

1.2 Aim

The aim of the policy and procedure is to engage employees with the Council’s vision
and core values; ensuring that they have clear understanding of their role; and are
provided with necessary support and training within policies and procedures that have
legal standing.

To achieve this aim it is important that employees feel that:

» there will be job development opportunities to fulfil their potential within the Council,

» they can perform at their best - this requires a working environment with the
necessary resources, where colleagues pull together and managers are supportive;

« they are encouraged to suggest ideas; and

» their contribution is recognised and fairly rewarded.

The benefits to both the Council and the employee if this policy is completed
successfully are:

» Decreased turnover;

* Decreased anxiety;

» Decreased recruiting and training costs;

* Increased productivity;

* Increased employee morale; and

* Increased positive employee commitment.

Throughout this document it makes reference to suitable time for development and
training to be made for the postholder to fulfil their job role. The times in the document
are guidance and may be extended depending on the circumstances of the employee or
specific job role in question. If in doubt of what is a reasonable period of time please
contact the HR Advisor Services Team.
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1.3 Scope and Application

This policy applies to all temporary and permanent employees of the Council that are
newly recruited, transferring to new posts or returning to work.

Managers must ensure that anyone for whom they are responsible completes the
engagement policy process, as appropriate, to their particular circumstances and role.

For example, tailored induction would be necessary for casuals, agency staff,
contractors, volunteers, and work experience students. Further advice on the needs of
these groups can be obtained from HR Advisory Service Team.

1.4 Risks

The risk of not applying this policy would depend on the nature of the role and the
impact of the postholder’s unsuitability for that role but would include the additional cost
of recruitment and/or employees in roles suffering low morale whilst not understanding
their job roles.

1.5 Confidentiality

All documents created as part of this process will be stored confidentially in line with
normal Personnel procedures and stored on an employee’s personnel file.

1.6 Individual Responsibilities

Employee

e To attend, and participate in all meetings.

e To, collaboratively, confirm objectives and reach the desired performance standard.

e To complete all mandatory training and other development or training highlighted in
your Workplace Development Plan.

e To gain an understanding of the Council’s vision and core values and your role
within these.

e To aim to fulfil your full potential within the Council.

Manager

e To understand the process and arrange all meetings, development and training
required in a timely fashion.

e To allocate a buddy or mentor appropriately.

e To tailor the Workplace Development Plan to ensure employee and job specific.

e To be clear for the reasons of development and training needs as required.

e To have specific instances/ examples where performance has or has not been at the
desired standard.

e To, collaboratively, confirm objectives to engage the employee’s to gain and
understanding of the Council’s vision and core values and their role within these.

e To maintain regular support and contact.

e To monitor progress and performance regularly explaining the implications if the
expected standards are not met.

e To consult HR Advisory Service at appropriate points and certainly prior to any
formal disciplinary or investigation action being taken.
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HR Advisory Service

e Provide appropriate advice and guidance to managers and employees ensuring a
consistent application of the Council’'s Engagement Policy and linked policies and
procedures.

e Attend Workplace Development Plan meetings to support managers and employees,
when deemed necessary, and prior to moving onto either a capability or disciplinary
linked policy.

e Ensure that legal requirements and City Council guidelines are adhered to.

e To monitor and update the policy and procedures.

A representative from the HR Team may be in attendance at any stage of the process.
1.7 Links to other Policies

Induction

New Starter Line Manager Guidance
Redeployment

Appraisals

Performance Enhancement

Absence Management

Disciplinary

Capability

Officer Code of Conduct

Family Friendly Policies, Guidance and Procedures
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Part 2 — Guidance and Procedure

2.1 Pre-Arrival Preparation

2.1.1 Prepare awelcome letter

A welcome letter helps new employee’s feel valued and welcomed. This letter is
prepared for the manager’s signature informing the new employee of his or her start
date and tips to prepare for the first day at the Council.

A buddy or mentor would be appointed depending on level or role being appointed to.
All employees are to be designated a buddy unless they are responsible for line
management in which case a mentor will be appointed.

An example welcome letter can be found at Appendix A.

When choosing a buddy consider that the aim of the buddy at work can make a huge
difference to the speed at which new recruits manage to settle into the role, the
department and the organisation. Just knowing there is someone there to listen who is
genuinely interested in helping them can make new staff members feel supported.

Further guidance on selection of a buddy and their role can be found on the intranet
<click here>.

When choosing a mentor consider someone who demonstrates themselves as an
experienced and trusted adviser. The mentor will have the opportunity to use their
experience and knowledge in a facilitative manner to support the development of the
mentee. However, the responsibility for making things happen and putting plans into
action remains with the mentee - not with the mentor.

Further guidance on selection of a mentor and their role can be found on the intranet
<click here>. To obtain more information about Mentors for Service Managers please
contact organisationaldevelopment@carlisle.gov.uk.

2.1.2 Prepare an email announcement for team

An email to the team and other relevant employees or teams will ensure that all are
aware of the new face and be able to introduce themselves using the person’s name.
The team will also be able to store the correct spelling of their name for future
reference!

An example email announcement can be found at Appendix B.
2.1.2 Prior to arrival Checklist

A checklist has been provided at Appendix C to assist the manager with arrangements
prior to arrival.
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2.2 Workplace Development Plan

All essential training and policies are highlighted on Appendix D Workplace
Development Plan checklist for development <click here> and <click here> for Health &
Safety New Employees First Day Checklist and here for the Induction Policy and
Process Sign off sheet <click here>.

A template is supplied for discussion meetings (1:1/6 weekly intervals) <click here> and
Workforce Development Plan <click here>. These are to be placed on the employees
personnel file and therefore a copy should be emailed to
personnel&payroll@carlisle.gov.uk.

This will assist and ensure the line manager and employee fully understands the
performance standards, roles, responsibilities and expectations. When continued
throughout the year with regular communication and feedback between line manager
and employee this will encourage a higher level of performance.

As these are of benefit to both the line manager and employee you may wish to
continue them to be part of your 1:1’'s and/or appraisals. Continuation of documentation
will not need to be placed on the personnel file. However, the line manager is
responsible for these being securely locked away and kept in line with the Data
Protection Act 1998 (further details and guidance can be found on the intranet <click
here>).

Line managers should be aware that having an open-door policy and encouraging
employees to share any ideas that they have for improving operations, strategy or
culture will assist in ensuring employee success.

Minimal workplace development plan meetings that are considered a requirement under
the Engagement Policy are detailed below. It may be appropriate for many roles within
the Council to be signed off from 3 months, 6 months or 9 months depending on the
amount of training and development that is required for that specific role. Managers
should discuss the appropriate timescale with their HR advisor.

Day 1 The minimum required regarding health & safety and payroll requirements

Week 1 A meeting should have taken place with the employee to develop and start
the work plan attached to this policy.

Month 1 Sign off Induction Sign Off Sheet. Complete a 1:1 discussion form and
progress and further develop the individuals personal workforce
development Plan

Month 3 Complete a 1:1 discussion form and progress and further develop the
individual's personal development Plan. Touch base with your designated
HR Advisor prior to sign off.

Month 6 Complete a 1:1 discussion form and progress and further develop the
individual's workplace development Plan. Touch base with your
designated HR Advisor prior to sign off.

Note: Any issues that arise and continue should be clearly identified by Month 3
and HR will advise on the necessary policy to follow with regard to capability or
conduct.

Engagement Policy / February 2017/ v1.0 Page 27 of 32 8
K:\Personnel Documents\Policies, Procedures & Guidance




Carlisle City Council - Engagement Policy / Guidance Notes / Procedure

2.2.1 Setting standards and objectives

Generally speaking, all individual objectives should derive from overarching
organisational objectives or goals. However, there may be some specific personal
development objectives for each person. In most cases, these will still link into the
directorate’s strategy. It may be helpful to remember that, in handling performance most
objectives come from reflection and analysis around:

e problems;

* processes;

» practices; and

* people.

With standards and objectives:

* employees understand clearly what performance is required of them (what they are
being paid to do or achieve);

» short-term development activities can be precisely targeted,;

» feedback on performance and behaviour can be more precise; and

» performance is likely to improve.

Without standards and objectives, or with poorly defined ones, none of these benefits
are realised:

» confusion sets in;

« performance is diluted over too wide a range of activities due to lack of focus; and
» relationships suffer.

Below is an example that clearly distinguishes between standards and objectives.

Let's say areceptionist currently answers the telephone within 10 rings, and you
agree that three rings would be better for customer care. You might agree that he
or she will reprioritise the work to answer the phone within three rings over a
certain timescale. Once that objective is achieved, you might agree three rings as
a standard to be maintained.

In summary, an objective is a target that requires a degree of effort to achieve. It can be
likened to the destination of a journey.

A standard is a level or norm below which staff should not fall. It can apply to
performance (for example, management accounts are distributed within 'n' days of each
month end) or to behaviour (for example, customers will be greeted with an agreed
phrase).

To ensure goals are achievable, understood and within timescales use the SMART
goals acronym:
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S pecific and stretching | Well defined/Clear to anyone that has a basic relevant
knowledge

M easurable Know if the goal is obtainable and how far away
completion is/find out when you have achieved your goal

A chievable agreement what the goals should be

R elevant within availability of resources, knowledge and time

T imed enough time to achieve the goal/not too much time, which
can affect performance.

Where standards and objectives are not satisfactorily met a discussion should take
place to discuss reasons and agree actions to be completed. Discussion Meetings 1:1
and Workplace Development Plan.

Failure to improve following appropriate levels of support may result in formal action,
please refer to the designated HR advisor for guidance and support.

2.2.2 What support resources are required

When discussing support and resources required assisting in the development of an
employee it is best tailored to each employee and service area.

There is a very broad scope of training and support to assist.
Training

group sessions with a trainer;

learning on the job;

attending conferences/specific courses;
networking and shared learning with peers;
reading publications and textbooks;

online activities; and

NVQ, college and/or university courses.

Individuals have differing learning styles, therefore be open-minded when planning and
agreeing training. Please contact organisationaldevelopment@carlisle.gov.uk for
further support and guidance.

Support

coaching;

mentoring;

project supervision to promote professional and personal development;
team meetings;

1:1 meetings with line manager;

informal or formal peer support.

Details of coaching <click here> and guidance on mentoring <click here> can be found
on the intranet.
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Further support and guidance please contact your designated HR Advisor.
3. Consultation on application of settling in policy to staff

All employees will be subject to the new engagement policy as this is the preferred way
to integrate them into the Council. Previously, the Probationary Policy only applied to
those new to Local Government. Those with ‘continuous service’ were deemed to have
served their probationary period at their previous employer. Those with continuous
service were subject to usual processes and procedures prior to dismissal. Those new
to Local Government, subject to the need for proper management and performance
plans) were able to be dismissed more quickly at the end of their first six months (or
such other stipulated period)

In considering the revised Engagement Policy, the Council is interested to receive views
on the most suitable way to proceed:

a. Should the engagement policy apply equally to all persons whether they are new to
Local Government or not? This would mean that all employees, both with
continuous service and those new to Local Government would be subject to the full
capability/conduct regime before dismissal.

OR

b. Should the engagement policy apply to all staff for the purposes of assimilating them
into the organisation but retain the discretion of the Council to apply the abridged
dismissal power for those new to local government? In other words, those moving
from another Council will immediately have ‘full’ protection as per every other
member of staff. Those entering local government for the first time will be subject to
an initial six month period of assessment before they gain such ‘full’ protection.

Whichever method was used, a defined process would be used by virtue of which, with
HR assistance, the relevant manager would be required to engage with the staff
member, discuss performance and clearly outline the standards required. It would only
be with the underpinning management regime that any decision to dismiss could be
taken.

Finally, the probation policy contained provision for the council to extend the probation
period in appropriate circumstances. The Council therefore invites views on:

c. Should the Council retain the right to extend the settling in (previously regarded as
probationary period) if the Manager, after properly managing the new staff member
during the initial period, feels this would be of benefit?

Consultation responses will be considered and taken into account when finalising the
wording of the policy.
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