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1.

Summary

1.1

This report seeks agreement to implement the People Plan with effect from 1 April 2016.
Implementation will be based on the detailed proposals negotiated and agreed in principle with
Employee Side. As a result of the negotiations there have been some changes to the initial
proposals contained in the People Plan, as agreed by Strategy & Resources Committee on 9
February 2015, and these are reflected in this report and captured in Appendix 1.

2.

Recommendations
It is recommended that Strategy & Resources Committee:

2.1

Acknowledge the progress made by both sides in arriving at an agreement in principle.

2.2. Agree that the elements of the People Plan, as now agreed in principle with Employee Side, be
implemented, subject to a positive union ballot and confirmation of a collective agreement.
2.3

Agree that implementation should be with effect from 1 April 2016 for those employees in scope
working directly for the Council. Implementation for those in scope working in maintained
schools and colleges will be September 2016, subject to local governance ratification.

2.4

Agree that, if the union ballot is not positive, management is mandated to take action to
implement the People Plan as early as possible through alternative contractual variation
mechanisms. The content of which would be at the discretion of the Council.

3.

Background

3.1

Negotiations with Employee Side have been on-going since February 2015, aiming to achieve a
collective agreement that could then enable changes to be implemented through automatic
incorporation into contracts of employment. These negotiations were based on the detailed
proposals agreed by Strategy & Resources Committee on 9 February 2015 and within the
extended timescale agreed by the Committee in June 2015. Whilst the initial positions of the
parties were some way apart, discussions have been constructive and both sides have
negotiated changes in order to reach an agreement. The agreement in principle captures the
key elements of the original People Plan proposals and Employee Side considers it to be the
best position achievable through negotiation.

3.2

Strategy & Resources Committee agreed a range of proposals (The “February Proposal”) that
re-engineered the employment proposition for the Council including: introduction of
performance-related pay, a new pay and reward scheme, job families, modernised HR policies
and procedures and a suite of new flexible employee benefits. This was agreed in order to
future proof the Council and enable organisational change expected over the coming years
including competing more effectively in a changing labour market. Appendix 1 shows the final
position vis a vis each of the key elements and the following section explains each element in
more detail.

4.

Agreement

4.1

Grading: The “February Proposal” sought to move from multiple job descriptions (1,500+) to a
job family structure that defined all jobs within three broad job families (delivery, partnership &
commissioning and policy & advisory roles) via 40 role profiles and replacing a 20-grade
structure with 14 grade levels. Each level was established by Hay Group using their evaluation
methodology to ensure consistency and effective pay benchmarking with the external jobs
market. Appendix 2 shows the grade framework proposed as part of the “February Proposal”.
All elements of this framework have been agreed (subject to union ballot) including the
evaluation methodology and assimilation of current jobs into the new grade structure.

4.2

Pay: The changes with regard to the Council’s pay structure included in the “February Proposal”
were designed to create a structure that retained the link with national pay bargaining but:





reflected the new grade framework (above);
linked pay progression to performance;
benchmarked pay more closely to market data; and
reduced pay overlaps between grades.

All key elements of these proposals have been agreed (subject to ballot) although as a
result of negotiations some grade overlaps remain. Appendix 3 shows the new pay structure.
Appendix 4 shows the new pay progression model based on performance outcomes each year.
It is important to note it has been agreed overall performance outcomes will reflect the overall
individual ratings based on evidence and will not be ‘forced’ into a predetermined distribution
curve. The Council’s performance management process will be reviewed prior to the full
implementation of performance-related pay, i.e. during 2016/17.

4.3

Non-standard pay: As part of the overall redesign of the Council’s pay structure the “February
Proposal” also included recommendations to reduce the number of payments for non- standard
working arrangements (e.g. shift work). These proposals have not been agreed and no such
changes will be included in the collective agreement for implementation in April 2016. This does
not preclude the Council from addressing issues with regard to specific payments in the future,
subject to normal processes of consultation and negotiation.

4.4

Policies: The “February Proposal” included a review of the current suite of employment policies
and, in particular, a redesign to follow statutory minima and ACAS guidance in general and to
provide greater clarity with regard to what is policy, procedure and guidance. Additionally key
policies and procedures have been defined as contractual and non-contractual, as appropriate
to the Council’s business need. The new policy architecture has been agreed and, in
addition, six key policies have also been agreed in detail – discipline, grievance, capability,
reorganisation, redundancy and sickness absence management. All other HR policies and
procedures will be reviewed to a separate timetable after Strategy & Resources Committee in
September 2015 with an aim to complete by 31 March 2016.

4.5

Policy Terms: Two specific policy changes were proposed as part of the “February Proposal”.
These were to:



Reduce minimum consultation on redundancy from 90 days to 45 days (for redundancies
in excess of 99 people affected). This has been agreed.
Reduce pay protection to one year (from three years). A phased reduction has been
agreed to two years from 2016 to 2018 and 18 months, with effect from 1st April
2018.

4.6

Employee benefits: The “February Proposal” contained a number of proposed changes to
employee benefits. In particular it was proposed that:

The minimum annual leave entitlement is increased to 25 days (from 23 days). This has
been agreed

The annual leave entitlement for senior staff is reduced from 32 days to 30 days. This has
been agreed on the basis of a 31 day leave entitlement for senior staff (grades SM1 and
above)

The flexi-time arrangements were to be replaced by time off in lieu only. It has been
agreed that the current flexi time leave arrangement will continue although the
maximum leave allowed will be capped at 18 days in a 12-month period

The proposed flexible benefit package has been agreed, to include selling and buying
annual leave to a maximum of five days either way

Employee discounts from national retailers to be made available to employees as part of
the recruitment and retention package.

5.

Options Considered

5.1

It is in the nature of such negotiations that multiple options have been considered, modelled and
costed in order to explore possible solutions that met the Council’s overall strategic objectives
and also satisfied Employee Side that their members’ interests were being sufficiently protected.

To this end, the final proposals, as agreed in principle, represent the best position achieved by
negotiation.
6.

6.1

Impacts and Implications
Financial
The People Plan has always sought to be cost neutral over time and the initial investment
required on implementation is seen as both reasonable and affordable. In particular it is
expected that in the medium term there will be various upward cost pressures that the Council’s
overall budget for employee costs that it would have to deal with and therefore this deals with
many of these issues in a positive and proactive way. This arises from the fact that:







6.2

6.3

most of the investment is focused at levels where the Council currently struggles to recruit
and cost is incurred in terms of agency staff and/or market supplements. The Council’s
expenditure on agency staff in 2014/15 was over £12M. This cost will be reduced by a
more competitive employment proposition, as contained in the People Plan;
this position is likely to become more significant as general wage inflation in the market
(currently circa 3%) drives market rates higher (e.g. through increases in London Living
Wage and demand for scarce skills). The People Plan provides a structure that enables a
more flexible response to this pressure over the next few years, targeting expenditure
where it is needed now and future-proofing against the likely market position over time;
the new relationship between performance and reward provides greater incentives to
improve productivity and output at an individual and Council-wide level; and,
more streamlined processes relating to organisational change and HR practice will create
efficiencies, provide the opportunity for cost savings and support further savings
associated with budget reductions, the Smarter Council programme, and more effective
people management.

The “February Proposal” was approved by Strategy & Resources Committee on the basis that
the additional employee costs, when compared to payroll rather than budget (excluding schools)
would be circa £500k – a mix of £210k of on-going cost and £270k of pay protection cost in
each year of application, based on the current workforce. This equates to 0.7% of the employee
budget or 4% of current expenditure on agency staff. Current modelling shows the like-for-like
cost of the agreed proposals to be as projected in the ‘February Proposal’ (modelling shows the
average additional costs for schools to be circa £7k per school). £130k of this cost relates to
new ‘unconsolidated pay’ that is subject to good (or above) performance, rather than ‘protected
pay’. This takes into account incremental progression that would have occurred in April 2016
anyway and savings based on a reasonable assumption with regard to the procurement and
take up of the new flexible benefit package. The additional payroll costs of the implementation of
the People Plan will need to be built into the financial planning process and included in the
medium term financial strategy and budget to be presented to Strategy & Resources Committee
in February 2016.
Legal
Given that negotiations have been successful in reaching an agreement in principle between
Management and Employee Side, each of the recognised trades unions will consult with and
ballot their members on the proposals – acknowledging to their members that they have agreed

these terms as being the best achievable. Subject to a positive ballot, the Council will have a
collective agreement that gives a legal mandate to make the changes automatically to all (NJC)
contracts with effect from 1st April 2016. Contractual notice will therefore be given at the end of
the calendar year to enable a 1st April 2016 implementation. Should any individual ballot
outcome be negative the Council will have to take a view as to whether a collective agreement
has been reached and seek to implement the People Plan accordingly.
7.
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