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This report advises Members on the progress of the Pay and Workforce Strategy project and proposed changes to the project structure.  
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The aim of this report is 

i) To provide an update to Members on the progress of the Job Evaluation Appeals process.
ii) To inform Members of the arrangements for delivering the final stages of the projects.  
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12th June 2008  

Report on the Pay & Workforce Strategy

1.
Introduction

The last report to this Committee, in April 2008, provided an update on progress in all of the work packages of the Pay and Workforce Strategy project.

This report provides a summary of the progress with Job Evaluation appeals and informs members of the proposals to change the structure of the project.

2.
Progress to date

2.1
Job Evaluation Appeals
The project is still aiming towards completion of the main tranche of appeals against job scores by the end of July 2008. The following table summarises progress to the end of May and a verbal update will be given at this committee meeting. 


Jobs Scored and scores issued
Appeals received
Appeals withdrawn
Appeals heard 
Scores increased

NJC

Hay
355

172
174

91
21

 2
18

20
17

12

The remaining Job Analyst left the Authority at the end of May. This post which was on a temporary contract, will not be filled. Proposed arrangements to support implementation and Job Evaluation of new and restructured posts are described in appendix A.

3. Proposed PWS Implementation Project Structure

3.1
Structure to Date
The Pay and Workforce Strategy has, until now, been run as a corporate project, managed by the Corporate Projects Manager. The Head of Environmental Services led the Single Status work package to deliver those elements that have been implemented and proposed to date. 

The Corporate Projects Manager has also led the Job Evaluation work package since early 2007.  

Personnel and Development have led Policy Review, Equal Pay and the Workforce Development Plan work packages.

3.2
Future Delivery Structure

The remainder of the Pay and Workforce Strategy will be managed and delivered entirely by Personnel and Development and the Service Head is confident that they can successfully achieve this.

It is unlikely that Personnel and Development could deliver this with their existing staff and have submitted proposals to Executive in May for resourcing the project (see appendix A).

The Corporate Projects Manager has a heavy workload that has been stretched further by the need to lead the JE work package. She has now started working on another programme of work.

The Project Board have therefore agreed that the Head of Personnel and Development will be the Project Manager for the Pay and Workforce Strategy from the end of May, with the exception of Job Evaluation appeals which will remain with the Corporate Projects Manager until the end of July.  

The Project Board will continue to meet to make decisions and monitor progress. 

4. Conclusion

Job Evaluation appeals are currently on target for completion by the end of July.

Additional resources are required for completion of the project. Approval by Council for release of funding for the posts identified is essential if the work is to be completed.

Members are requested to note progress and proposed changes to the project structure for the Implementation of the Pay and Workforce Strategy.
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Title:
Implementation of the Pay and Workforce Strategy project

Report of:
Deputy Chief Executive

Report reference:
PPP 54/08

Summary: This report requests that the Executive recommends to Council the release of £127,000 of the earmarked funds for implementation of the Pay and Workforce Strategy Project. The funds were earmarked for this purpose. This will provide temporary project resources for the delivery of ‘personnel’ aspects of implementation.
Recommendations: That the Executive recommends to Council release of £127,000 from the earmarked funds for implementation of the Pay & Workforce Strategy.

Contact Officer:
David Williams
Ext:
7082

1. BACKGROUND INFORMATION AND OPTIONS

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

· Job Evaluation

· Equal Pay Review

· Review of People Policies and Terms and Conditions 

· Single Status 

· Workforce Development Plan

· PWS Implementation.

1.2
The project is in accordance with Prince 2 methodology and as such is overseen by a Project Board chaired by the Deputy Chief Executive. Regular progress reports are presented to Members of the Corporate Resource Overview and Scrutiny Committee, with the last one being 3 April 2008.

1.3
Whilst there has been substantial progress across the project, with some elements now complete, it was originally anticipated that the whole project would have finished by the end of March 2008 and this has not proved possible. An overview of progress is given in Appendix 1.

1.4
An agreed revised timetable is in place which shows it is intended that the Job Evaluation exercise (now in its final stage) will be completed by the end of July 2008 within resources currently allocated to the project. Work however has stalled on Single Status due to resource pressures within Personnel and Development Services (P&DS) notably dealing with Pensions and implementation of the Trent HR/payroll system. P&DS staff are also already heavily involved as it is in the PWS project e.g. Job Evaluation appeal panels. Additional resources will enable work to be completed this summer on Single Status, and for the outcomes of Job Evaluation to be implemented. We will then be in a position to undertake an Equal Pay Review. An overview of the remainder of the project is provided in Appendix 3.

1.5 This will show how the outcomes of these work packages ‘feed into’ the final work package, PWS Implementation. A key milestone here is that the financial implications of the whole project must become clear in time for this information to be presented to Members as part of the 2009/10 budget round, starting in August this year. Additional resources are also required in order to assist in this final work package.

1.6 Full detail of the required resources is given in Appendix 2. In brief this amounts to:

· The appointment of 4 temporary posts: Job Evaluator, Personnel Officer, Implementation Officer, Administrative Assistant. Various working permutations are possible but essentially these posts will be full time for between 9 and 12 months duration, at a cost of around £112,000 for salaries, on-costs and recruitment advertising

· further specialised training, licences and consultancy associated with the project e.g. Hay, Link Pay Modeller and Trent at a cost of around £10,000

· short term back-fill for payroll staff and for extended trade union involvement in the project at a cost of around £5,000

· a total cost of no more than £127,000.

1.7 It is proposed that this money be utilised from within the previously earmarked reserves approved by Council for the implementation of the Pay and Workforce Strategy project from 2007/08 to 2009/10. 

1.8 A report was presented to the Executive in December 2007 (CE/07) seeking approval from Members to recruit two of the posts mentioned in 1.6 above.  This request was for £46,000 as a one-off cost, spread over 12 months. It was proposed that it came from the £112,300 that had previously been released by Executive (out of the earmarked reserves approved by Council) as a contingency to cover possible costs arising from harmonisation of holiday, sickness entitlements and overtime rates. The Executive approved the use of these funds to appoint two temporary staff. However, the costs of implementing Single Status required the full amount of the contingency funding and so there was none left over to fund these posts.

1.9 The project is at risk without this resource. Whilst it is theoretically possible that existing staff within P&DS could undertake this work it would only be done at the expense of other pressing matters. For example, important support could not then be provided to progress Shared Services, Pensions changes, Trent implementation, Vacancy Management, Service Reviews and the Green Travel Plan etc. 

1.10 Without these resources crucial information to enable budget decision-making will not be available when Members require it. 

1.11 Trade union collaboration, which hitherto has proved invaluable in progressing this project, could be threatened by continued delay, and employee frustration and discontent in what is a high profile and sensitive issue would rise.

2. CONSULTATION

2.1 Consultation to Date. 

· Project Board for the Pay and Workforce Strategy project

· Trade Unions

· Senior Management Team

· Portfolio Holder.

2.2 Consultation proposed.

None

3. RECOMMENDATIONS

That the Executive recommends to Council release of £127,000 from the earmarked funds for implementation of the Pay & Workforce Strategy..

4. REASONS FOR RECOMMENDATIONS

Without additional resources the remaining work on the PWS project will be at significant risk, and the financial implications of this major project will not be known when planning is undertaken on the next budget.
5. IMPLICATIONS

· Staffing/Resources – as detailed in the report

· Financial – The sum of £1m per year for the three year period 2008/09 to 2010/11 is earmarked to fund the Pay and Workforce Strategy. On the 11 June 2007 the Council agreed to delegate authority to the Deputy Chief Executive to expend to a maximum of £112,300 on Single Status from this. As work progresses on the Strategy the sufficiency of the amount set aside will become clearer.  The aim of the Council is to manage the impact of the Strategy from within existing resources after the three year period

· Legal  - these resources would enable us to deliver the Pay & Workforce Strategy in accordance with National Pay Agreements.

· Corporate – the Pay & Workforce Strategy project was established in 2004 to meet the requirements of the 2004 National Joint Council (NJC) Pay Agreement and to help improve the performance of the Council

· Risk Management – implementation of these recommendations will reduce the risk of a legal challenge against the authority for failing to implement elements of the Pay & Workforce Strategy.

· Equality and Disability Issues –equality issues are fundamental to the development and implementation of an effective Pay & Workforce Strategy and reflect the Councils’ commitment to treat all employees equally

· Environmental –  none

· Crime and Disorder – none

· Impact on Customers – none directly

Appendix 1

Overview of progress with PWS project

Job Evaluation

Job Evaluation Appeals Panels have started to meet and it is anticipated that all current appeals will have been considered by the end of July and final scores published in August. Once finalised, these scores will be fed into the Pay Modeller software to contribute to the development of costed proposals for revised pay structures.

Scoring of new jobs, career grades, or those which have been affected by restructuring cannot start until a Job Evaluator is in post. The current Job Analyst is leaving the Council towards the end of May.

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 underway within a three-year timetable agreed by the Corporate Equality Group.

People Policies and Terms & Conditions

There are 68 of these in total and 17 of them were reviewed in 2007. Those that help inform the Pay & Rewards package that the Council provides for its employees have been prioritised. Some of them have been/will be amended as part of the Single Status work package, and all have been/will be Equality Impact Assessed at the same time. As such this work package has been closed as the work within it has either been ‘mainstreamed’ or incorporated into other work packages.

Single Status  

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. Work is continuing in the following areas with agreement and costed recommendations for harmonisation needed for incorporation in the proposals for a future pay structure:

· 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 of timesheets.

It may be necessary to use a small portion of the earmarked funds for PWS implementation to mange the impact of Single Status changes in future years.

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.

Workforce Development Plan

This work package has now been closed. Having developed the Plan, its implementation is ongoing and forms part of the normal Personnel and Development and corporate activity. 

Appendix 2

Resources requested

Administrative Assistant

To carry out administrative and clerical work required, notably in support of the Appeal Panels which are now meeting virtually every day until the end of July.

Scale 3, full time, for up to one year, and to start as soon as possible. To be part of the Personnel & Development Services Operational Support Team but dedicated to PWS administration.

Job Evaluator

To replace the current Job Analyst who leaves at the end of May 2008. Will take over some of the project administration work and to deal with the aspects of Job Evaluation that were deferred from the current exercise, i.e.:

· new and amended jobs after ‘cut off’ date

· casual jobs

· stages in career grades.

Full time for up to a year.  Scale 6, full time, reporting to Personnel Manager with day to day work direction by Job Evaluation Work Package Leader (the same arrangement as with the current Job Analyst).

It is likely that we will need to engage some interim help (for example from an Agency) while recruitment takes place.

Personnel Officer

To mainly do two aspects of work: initially to assist completion of outstanding work on Single Status and Equal Pay. Then to provide backfill for current professional Personnel staff carrying out specific implementation tasks that only they have the skills to do (most notably in the area of configuring Trent HR/Payroll database to accommodate required changes).  Can also assist with Job Evaluation Implementation guidance (e.g. conducting surgeries) and ramifications.

Required for up to a year, starting as soon as possible, grade scale 6/SO1, full time and reporting to the Personnel Manager.  

Due to the time-scale involved and the fact that there are two distinct phases to the work, it is proposed that an agency worker is engaged for three months in order to carry out the outstanding Single Status and Equal Pay work, while we recruit a Personnel Officer for the backfill aspects of the work to start around July 2008.

PWS Implementation Officer

To carry out the ‘project management’ aspects of PWS implementation and to assist the Work Package Leader with detailed aspects of implementation work (research into pay and related issues, consultation with unions and staff, documenting agreements, writing reports, briefing notes etc).  

Full time for up to a year, graded scale 6/SO1 and reporting to the Head of Personnel and Development Services.  Recruitment to start immediately with a view to employing by July 2008.  

Meanwhile, some additional temporary assistance is needed to support this aspect of the project and thus help move the work forward. This could be achieved by asking an existing employee (currently employed in relevant work) to work additional hours.

Backfill

Payroll data in Trent will need to be amended for every employee as part of implementing the pay structure agreed and some additional resource will be required over a short period of time.  The cost is estimated to be around £4,000.

This would cover existing staff working overtime or the employment of casual  support.

There will also be a need to extend the existing arrangements of back-filling for trade union officials involved in the project.

Risk Management
There are three key pieces of work that have to be completed before the end of July if we are to keep to the time scales agreed for implementation. These are:

· complete the outstanding Job Evaluation appeals and arrive at final scores for the jobs scored to date

· draw and agree principles for a pay policy ready to apply final Job Evaluation scores to arrive at a pay structure

· complete the remaining work on Single Status.

Recruiting to the four additional posts above will take a minimum of 8 weeks.  It is proposed that interim assistance is obtained as soon as possible by use of agency staff to enable the work to progress effectively.  The pay policy principles and single status work for example, are finite tasks and could easily be carried out by agency staff.  The costs of employing agency staff will be met out of the salary budgets shown in the table above.

Appendix 3

Remaining work to complete the PWS project


Main work package
Tasks
Who
Duration
When

1.1
Implement PWS
Draw up a pay policy;

· Principles

· Research market

· Consult (SMT, Members, TUs, staff)

· Tie in with Single Status
DW assisted by A. N. Other (?Agency)
1 month?
June 2008 

1.2

Devise a pay structure:
· JE scores

· Pay modelling

· Costs

· Consult (SMT, Members, TUs, Staff)

· Research markets for pay rates
DW assisted by (new) Implementation Officer (and possibly ER)
1 month?
August 2008 

1.3

Member approval (Executive, Employment Panel, Council?)
Jason Gooding

August?

1.4

Assimilate staff to new pay structure
Implementation Officer assisted by CH and TU
2 weeks
September 2008

1.5

Issue revised Statement of Provision to staff
(New) Admin Assistant/OST– overseen by Implementation Officer or EP
2 weeks


September 2008

1.6

Amend Trent
CH/KB and NM/ER
3 months?
September – November 2008

1.7

2nd phase JE scores – as in 1.3 –1.6 above
CH/KB and NM/ER and implementation Officer

By March 2009?

1.8

Consolidate implementation – documentation, correct job titles and Reporting lines
Implementation Officer and KB

By March 2008

2.1
Single Status
Complete research and assessment of;

· Professional fees

· Extent/pay for shift work/premia payments

· Car allowances/leases

· Additional duties/Acting up

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

· Flexi/flexible working1
· Time sheet removal1

JC assisted by:

· Sarah

· Implementation officer or (New) Personnel Officer – input also from P&D colleagues, some Service Heads and TUs


2½ months
Proposals consulted on by 30 July 2008

2.2

Cost and draft proposals
Personnel Officer

By 30 June 2008

2.3

Consult on proposals
Personnel Officer

By 20 July 2008

2.4

Draw up final proposals & link to implementation
Personnel Officer

By 31 July 2008

3.1
Equal Pay 
Assess current picture
Sarah or T Davis? plus some input from JC/MK
2 weeks
By 30 June 2008

3.2

Carry out EIA on proposed new pay structure(s)
(new) Personnel Officer or Sarah/T Davis plus some input from JC/MK
2 weeks – plus a few days for each set of proposals assessed
By 31 July 2008

3.3

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


By December 2008

3.4

Create a draft action plan to address issues – including consultation as appropriate
Personnel Officer/EP
1 month
By December 2008

4.1
Job Evaluation


Complete JE 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
Job Evaluator & Admin Assistants 

By 31 July 2008

4.2

Phase 2 Job Evaluation:

· Obtain information to allow outstanding jobs to be scored –

· new/amended jobs since Autumn 2007

· Temp jobs anticipated 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
Job Evaluator and Admin Assistant

By 31 March 2009

4.3

Complete documentation to enable it to be easily retrieved when required
Job Evaluator and Admin assist.

By 31 March 2009

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

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

· CJC at intervals

· CROS at intervals

· Participate in communication exercises – e.g. surgeries, road shows, presentation etc
Implementation Officer

Implementation  Officer or Personnel Officer – depending on subject matter/work area

Overseen by DW/JC depending on work area

On-going during project





















































































1 Timing not essential for PWS Implementation








13 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 


13


