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Restructuring and Reorganisation Policy 
& procedure
Implemented 1st February 2002
Updated Sept 2010 – clarification on the application of probation procedure (see paragraphs 2.2.18, 2.2.19 and 2.2.20)
Updated June 2011:clarity on Corporate Staff Committee decision for tier by tier approach (para: 2.1.6, 2.2.6)

Updated July 2011: clarity and templates for job matching added.
1.0
INTRODUCTION

1.1 This policy and procedure will apply to all Council employees, except school-based staff who have their own procedures.

1.2 Given the wide and varying nature of organisational reviews this policy is intended to provide a framework for good practice in reorganisations.  It is intended that these arrangements ensure that reorganisations are carried out as swiftly as possible so as to ensure the continuity and quality of service delivery.

1.3 The Council is committed to the principle of avoiding or minimising compulsory redundancies and ensuring that alternative methods such as natural wastage, the freezing of vacancies and redeployment are used to manage reductions during the course of reorganisations. Reskilling and retraining of staff  will also be considered in appropriate circumstances.

1.4 This policy provides guidance on major restructuring exercises which may cover a department, involve more than one department or cover a large division or section within a department. 

1.5 Managers leading a reorganisation must seek HR advice and guidance at the earliest stage and throughout the process.

1.6 Consultation with the trade unions should take place and agreement should be sought on all significant aspects of a reorganisation.

1.7 Increasingly, the Council will be re-organising in conjunction with partner organisations.  In such circumstances, it may be necessary for the processes in this policy to be adopted in order to achieve a common approach with the partner.  The extent of such a variation will be influenced by the size of the project, the extent to which it may be driven by Government requirements and the nature of the partner's organisation.  Where this occurs, any variation should be kept to a minimum and be the subject of full consultation with the trade unions (see Staff Consultation Framework).

2.0
PROCEDURE

2.1
Stage 1 - Proposals and Consultation

Managers must seek advice and guidance from HR consultancy prior to informing or consulting the trade unions; and throughout the process.
i)
Informal Consultation

2.1.1
Trade unions and employees must be informed as early as possible that a reorganisation is being considered and informal consultation initiated.

ii)
Formal Consultation - Initial Proposals

2.1.2
Formal proposals should be put to the trade unions and employees, usually through the departmental consultative framework or the Council wide framework as outlined in the Staff Consultation Framework, whichever is most appropriate, at the earliest possible opportunity, for consultation and discussion.

2.1.3
Arrangements should be made for consulting staff who are away from the workplace e.g. on maternity leave, long term sickness or secondments.

2.1.4
Consultation is a legal requirement and the Council's Staff Consultation policy and the Staffing Effects of Change agreement must be followed.
These proposals should clarify:

a)
the reasons for the reorganisation,

b)
the broad principles upon which the new structure or new work processes will be based,

c) the new functions and arrangements which will remain within the Council,

d) the new functions and processes which will be transferred to any partner organisations.

2.1.5
If it is envisaged that there will be a reduction in the number of posts as a result of the reorganisation the trade unions should also be consulted on: the reasons for the reduction; the ways of avoiding redundancies; mitigating the effects of any redundancies; and the criteria and weighting to be used to select staff for redundancy. 

2.1.6
In the case of a minor reorganisation the new structure may be dealt with as a whole; this will normally be with a tier by tier approach to ringfencing/assimilating/filling posts. In the case of a major or complex reorganisation it should be determined at this stage how the reorganisation will proceed (i.e. tier by tier within a division/unit basis). Some reorganisations may affect similar functions across a number of departments. Consideration will need to be given as to how the reorganisation will be phased, managed and implemented, whilst ensuring the appropriate input of all those concerned and a consistency of outcomes.
2.1.7
In the case of a major reorganisation if some parts of the structure remain unchanged this should be indicated at the earliest possible stage and this part of the structure excluded from the reorganisation. 

iii)
Detailed Consultation
2.1.8
The Staff Consultative Framework sets out the Council policy and expectations regarding consultation with trade unions and staff.  It is important that the provisions of this framework are followed in all cases of restructuring and re-organisation.

2.2
Stage 2 – Assimilation Process 


Managers must seek early advice and guidance from HR consultancy regarding this process.  To ensure equity and staff engagement, assimilation should be a robust and open process.
2.2.1
The arrangements to deal with assimilation to each reorganisation will be tailored to meet the circumstances and following HR involvement, will be proposed to and discussed with the trade unions.

2.2.2
Where reorganisations are taking place jointly with partners, for example the Health Authority, where posts in both organisations are affected and potentially displaced by the changes, the assimilation process will need to be negotiated with the partner.
2.2.3
Where there is a need for a reduction in the number of staff, the relevant Chief Officer should firstly consider whether the required reductions can be made without the need for compulsory redundancies i.e. through: voluntary redundancy, early retirement, natural wastage, recruitment freezes, reductions in overtime, agreed changes to part-time working and cessation of temporary workers.   In such circumstances, and before any agreements with individuals are reached, consideration must be given to all costs involved, including any on-going pension costs; and the skills base required for the new service.

2.2.4
In order to ensure a consistency of approach across the Council the arrangements that should be considered are outlined below and must be carried out in liaison with HR consultancy.

(i)
Defining the Ring Fence & Access to New Posts

2.2.5
As a first step it will be necessary to identify the relevant pool of staff who are affected by any reorganisation. Only staff within the ring-fenced group will be eligible to be assimilated to posts in the new structure, i.e. if the employee’s substantive post is being deleted as part of the reorganisation.

2.2.6
In most instances the reorganisation will be service or department specific. However, in some instances, structures or functions may be reorganised Council wide and/or in conjunction with a partner organisation and all the staff affected will need to be identified. At the same time relevant Trade Union consultations will need to continue, which may be at a departmental level or may need to be cross departmental. Once staff have been identified, the trade unions will be consulted on the ring fence, the assimilation process and the selection criteria.  This will normally be with a tier by tier approach.  

2.2.7
The staff concerned will also then need to be informed of the ring fencing, assimilation and selection process.

2.2.8
In determining the ring fence and for assimilation purposes, staff acting up or seconded will be treated on the basis of their substantive post.  Temporary employees or permanent staff covering posts temporarily will normally be excluded from the ring fence.

2.2.9
To decide which of the following processes apply, there will need to be a “matching” exercise between the role or functions of the current substantive post and those in the reorganised structure. The match will be based on the contents of the most up to date role profile, together with duties currently carried out by the post-holder. Managers should adhere to the job matching guidance; and should document the process and outcomes on the formal templates available. Matches to lower grades will be subject to the personal protection principles outlined in the Redeployment Policy and Procedure, in line with the employee based cost review 2011 (EBCR).

2.2.10
For ‘direct assimilation’ (i.e. a match of at least 80%) subject to sufficient numbers of posts being available, appointments may normally be assumed.  Where assimilation is assumed, a structural discussion may be undertaken with the individual to explore the areas of work and any new person specification requirements and how these may be addressed.  In all other cases, appointments cannot necessarily be assumed since there will be a full assessment against the person specification criteria for the new roles.

2.2.11
The Chief Officer (head of service or director) will be the final arbitrator where there is a dispute as to the match. Where more than one department is involved, a panel will be set up consisting of one head of service manager or director, and the relevant departmental personnel representatives. In the case of partnership working, the joint lead body will decide.  To assist resolution, the officer may offer to meet with the employee and/or their staff representative.

2.2.12
Except in cases of direct assimilation. (see para 2.2.10) all appointments to the new structure will be made in accordance with the principles of the Successful Staff Selection Policy and Procedure.  In an integrated setting, this may involve the partner organisation in the selection process.

2.2.13
Occupational tests, designed to take account of those skills or competencies identified in the new person specification, may be used to assess either current abilities or potential. All testing must be in accordance with the Council's Code of Practice on Occupational Testing.

(ii)
Match of 80% or more (“No fundamental change”)

2.2.14
Direct assimilation will be considered first and is applicable where there is “no fundamental change” in the job content or function from a post in the previous structure and where there are the same number or fewer employees for each post.

2.2.15
“No fundamental change” will be on the basis that there is a significant match i.e. ‘80% or more’ match.  In cases of direct assimilation staff may have access to jobs up to two grades higher.

2.2.16
Where direct assimilation is proposed to a role with changes to the person specification, there will be an interview and an assessment of the extent to which the employee matches the person specification with a view to identifying development needs.  Nevertheless, the employee is assimilated into the post as explained above.

2.2.17 Where there are more “80% matched” current post-holders than there are posts within the new organisation, there will be competitive ring fenced interviews, with staff applying for jobs, setting out how they meet the person specification. 


2.2.18 Employees assimilated into a role on the basis of an 80% or higher match are not subject to the Council’s probation procedure in their new role.

(iii)
Matches of 50% up to 80%

2.2.19 Where direct assimilation is not possible because there is no match of 80% between existing and new roles, staff will be asked to submit an application, setting out how they meet the person specification criteria.  Employees may apply as part of a ring fence process for a job up to two grades higher than their existing job if there is a match of at least 50% between their current and new roles.  They will then be interviewed as to their suitability, based on the person specification for the new posts.  As employees will be required to meet the person specification criteria, appointment cannot be assumed.  

Employees successfully applying for positions following a 50-80% match are subject to the Council’s probation procedure in their new role.
(iv)
Matches of up to 50%

2.2.20 Where there is a match of less than 50% between current and new roles, employees affected by the proposed change may apply for advertised vacancies in accordance with normal procedures. 

2.3
Redundancy Situations

Managers must seek early advice and guidance from HR consultancy regarding this process to ensure equity and staff engagement, selection should be a robust and open process.

2.3.1
There may be situations where there is a need for a more straightforward reduction in employee numbers.  For example:

· A decision to reduce a particular service, resulting in some of the jobs in that service ceasing to exist.

· Improvements in efficiency that result in a reduced need for jobs of a particular type.

Job descriptions and person specifications should be reviewed to determine if there are any changes.

2.3.2
The following criteria will be used for selecting staff for redundancy. The assessment of an individual’s abilities must relate to the reviewed role profile and person specification for the post and will be carried out by a panel, which will include their current line manager(s), using the attached form at Appendix 1. 

2.3.3
This assessment should be done jointly by a panel of at least two managers with HR advice.  It is essential that any supporting evidence such as PDCS,, disciplinary or sickness records being taken into account should be available for all ring-fenced staff.

	Assessment Against Reviewed Person Specification for New Job/Operational Requirements

	· Essential Qualifications  *
	Whether or not the employee holds a qualification which is formally required of the new post.

	· Experience
	The extent to which the employee’s experience satisfies the experience criteria of the new person specification.

	· Knowledge
	The extent to which the employee has demonstrated the knowledge criterion of the new person specification.

	· Skills
	The extent to which the employee has demonstrated  each skill criterion of the new person specification.

	· Competencies
	If the selection criteria for the new job(s) include competencies, an assessment of the extent to which an employee has demonstrated the behaviour described in those competencies.

	· Operational/Service

Requirements
	The extent to which the employee can meet any operational or service specific requirements such as rotas/ shift working which can be objectively justified.


* To be used only if this is a formal requirement of the new post.
	Assessment of Performance in Current Job



	· Quality of Work in Current Job
	An assessment of the overall quality of the employee’s work. This may also include issues regarding capability if the concerns have been raised formally  with individuals.

	· Quantity of Work in Current Job
	A measure of the employee’s volume of work. This may also include issues regarding capability if the concerns have been raised formally with individuals.

	· Conduct
	An assessment of the employee’s disciplinary record, over the past two years, where concerns have been raised either formally or informally with individuals. This may also include timekeeping.  Advice should be sought from HR consultancy with regard to disciplinary records that extend further back. 

	· Attendance Record 
	An assessment of the employee’s sickness absence record over the past two years. ‘One off’ extended absences (for example for an operation) may be excluded. All pregnancy related absences or absences relating to gender reassignment must be excluded. Advice must be sought from HR consultancy if the employee has a disability or has an underlying medical condition which may have affected their attendance record. 


2.3.4
If the above framework is used for selecting staff for redundancy, the various criteria will need to be weighted. Prior to selection, the manager will need to decide which parts of the criteria are most important in meeting the needs of the service. This may lead, for example, to a good attendance record having a higher value than other criteria or performance outweighing all other criteria.

2.3.5
While the criteria used are Council wide, it is important that the application of these criteria are carefully matched to meet the specific needs of the posts in question and the service area.

(v)
Multi-Tiered Reorganisations

2.3.6
Where a whole department/service or function is being reorganised, a tier by tier approach may provides a more systematic/structured framework.  However, caution should be exercised to ensure that all staff with an equal degree of match to a post (see 2.2.9) are treated in the same way i.e. it is the degree of match and not the grade of the postholder that is the determining factor. Any staff displaced as a result of a tier being reorganised will have access on a ring fenced competitive basis to posts at tiers below which have not been filled by direct assimilation (or competitive assimilation in the case of more people with 80% matches than posts).

2.3.7
If there are any vacancies left after the ring-fenced groups of staff have been dealt with they will be restricted to other staff displaced by reorganisations within that service area.

2.3.8
If there are any vacancies left thereafter, they will be restricted to other staff who are eligible for redeployment and are therefore on the Corporate Redeployment Register.

2.3.9
Vacancies will only be advertised externally once all the stages described above have been completed.

2.3.10
Discussions will take place with the trade unions throughout the process to ensure affected staff are treated fairly and reasonably; including being on the redeployment register which provides access to vacancies prior to their being advertised internally or externally. 

2.4
Stage 3 – Unsuccessful Staff

2.4.1
Staff who have not been successful in being appointed to new posts in the reorganisation will need to be given notice and informed of their rights; this includes access to the council’s redeployment register.

2.4.2
Staff who unreasonably refuse to apply for suitable alternative posts within the reorganisation may be offered a post in the new structure as suitable alternative employment.  Those who unreasonably refuse a suitable alternative post within the new structure, will be deemed to have refused an offer of "suitable alternative employment".  They will have their employment terminated at the end of their notice period, without a redundancy payment, in line with legislation.

2.5
Stage 4 - Appointment 

2.5.1
Following assimilation or appointment to the new structure each individual will receive a written statement identifying the post they have been appointed to, its grade and job description, any changes in terms and conditions, details of any protection of pay and confirmation of arrangements for a trial period, where appropriate.  Where an individual is occupying a new post following re-organisation, he/she will receive a new contract of employment. 

2.5.2
Earning Protection arrangements for staff appointed to a lower grade point are as outlined in the Redeployment Policy and Procedure.

3.0
TIMESCALES

3.1
Reorganisations inevitably result in uncertainty and anxiety. Therefore, in the interest of good employee relations and the effective delivery of service, any changes should be implemented as speedily as practicable. It is essential that a timetable for the completion of each stage of the reorganisation is drawn up and consulted on with the trade unions.  All parties should adhere to the timetable unless there are good reasons for any delays. Any areas of disagreement that would prevent the implementation should be identified and either left for resolution at the end of the process or referred to the appropriate consultative mechanism for resolution as soon as possible.

4.0
MONITORING
4.1
It will be important to monitor staff likely to be affected by reorganisations in terms of gender, race, age, and disability.  This could be by divisions within departments or functions across the authority where these are cross departmental.

4.2
The purpose will be to see whether any particular groups are likely to be disproportionally affected by the reorganisation.

4.3
Monitoring post reorganisation will also be necessary to establish outcomes in terms of redeployment, regradings, protection arrangements and redundancy to see whether there has been a disproportionately adverse effect on particular groups, and also to gauge the impact of the process on the profile of the remaining workforce.

5.0
TEMPORARY COVER

5.1
While discussions and negotiations are taking place there will be occasions where it may not be appropriate to fill posts on a permanent basis but to use temporary arrangements that take account of the anticipated reorganisation. Consultation will take place with the trade unions on these arrangements.

5.2
The purpose of this is to ensure the continued delivery of service, whilst avoiding permanently filling posts that may be under review pending a reorganisation. However, such  arrangements should be kept to a minimum and must terminate upon the implementation of the reorganisation.

6.0
TRANSFER OF FUNCTIONS/PROCESSES

6.1
There will sometimes be a need to re-organise prior to a service or function transferring to an external provider.   In such cases, posts that will be transferring to the partner organisation ("front-office" posts) and posts that are remaining in the Council ("back-office" posts) will be clearly identified.  Staff in the ringfence will be given the opportunity to be considered for front-office posts, which will be appointed to using the principles of assimilation and matching as explained in section 2.2.   After completing this process, back-office posts will be appointed to from the pool of ring-fenced staff who were either unsuccessful in securing a front-office post or who did not wish to be considered for one. The same principles of assimilation and matching will apply.  Any staff who have not been appointed to posts will have the option to be considered for any remaining front-office posts and departmental and corporate redeployment opportunities.


6.2
Where it is agreed that transfer of staff is under the Transfer of Undertakings (Protection of Employment) Regulations 1981 (TUPE), once staff have been appointed to new posts in the structure which are transferring to a partner organisation, staff will be subject to transfer on all current staff terms and conditions.  Those staff not wishing to transfer, who choose to exercise their right to object to a TUPE transfer will be deemed to have resigned. This means that those individuals will have no entitlement to redeployment under the Council’s redeployment policy or to redundancy pay.
7.0
MATERNITY LEAVE

7.1
Employment law offers protection to women on maternity leave, particularly in terms of return to the substantive post.  Where this is not possible because of redundancy, there should be consultation with the employee at the earliest opportunity.  A woman returning from maternity leave will have preference to other employees being made redundant in terms of suitable alternative employment.  This is a complex area of employment law and advice must be sought at an early stage from the HR consultancy.

8.0
REVIEW

8.1
Following the implementation of a reorganisation a review period will be determined. This will normally be 6-12 months after implementation. The purpose of the review is to address any staffing issues that need to be considered after the implementation of the new structures or ways of working.

9.0
APPEALS
9.1
Staff who feel they have been treated unfairly at any stage of a reorganisation process should raise it formally at the earliest opportunity with the manager leading on that particular reorganisation.

9.2 If staff continue to feel dissatisfied, there will be a right of appeal.

9.3 Appeals must be submitted in writing within 14 calendar days of receiving the written confirmation of dismissal and clearly state the grounds for appeal. 
9.4 Appeals against dismissal on the grounds of redundancy should be addressed to the HR&OD director; other appeals should be addressed to the employee's executive director.  

9.5 Appeals against dismissal on the grounds of redundancy will be heard by the employee’s executive director or director and the HR director (or their delegated senior HR officer).

9.6 Appeals against action short of dismissal will be heard by one or more impartial senior managers who have not had prior involvement.  HR advice must be sought on receipt of the appeal, prior to the appeal being scheduled..
9.7 An appeal is a review of the original decision focusing on evidence pertinent to the stated grounds of appeal.  An appeal panel may confirm or overturn the original findings either in full or in part. 
9.8 The decision of the appeal panel and reason for it will be confirmed in writing, normally within 14 calendar days of the appeal hearing.  The appeal decision is final.
9.9 The original decisions made within a reorganisation are not stayed pending the outcome of an appeal.
End

REDUNDANCY SELECTION FORM - Panel Assessment

Employee’s Name:







Line Manager’s Name:

Current Post:








Current Grade:

Post Considered For:







Grade of Post Considered For:

1. Assessment Against Reviewed Person Specification for Job/Operational Requirements
Level 1:
More than meets the criterion/requirement
Level 3:
Partly meets the criterion/requirement
Level 2:
Meets the criterion/requirement

Level 4:
Fails the criterion/unable to meet requirement
a) Experience Criteria

	Criteria
	To what extent does the employee’s experience meet the experience criteria of the new job? (specify level)
	What evidence supports this assessment? Please give specific examples of work that satisfies the experience criteria of the new job.

	
	
	


b)
Knowledge:

	Criteria
	To what extent does the employee use the knowledge required in the new job in their current job?
	If the knowledge requirements of the new job are not a regular requirement in the current job, has the employee been involved in any specific projects/ secondments/etc. that would demonstrate that they have the required knowledge?
	What evidence supports this assessment? Please give specific examples of occasions when the employee has either demonstrated that they have, or do not have, the required knowledge.

	
	
	
	


c)
Skills:

	Criteria
	To what extent does the employee use the skills required in the new job in their current job?
	If the skill requirements of the new job are not a regular requirement in the current job, has the employee been involved in any specific projects/ secondments/etc. that would demonstrate that they have the required skill?
	Please give specific examples of occasions when the employee has either demonstrated that they have, or do not have, the required skill.

	
	
	
	


d)
Competencies:

	Criteria
	If the selection criteria include competencies, to what extent does the employee consistently demonstrate the required competence in their current job?
	Please give specific examples of instances when the employee has demonstrated how they meet, or fail to meet, the required competence.

	
	
	


e)
Qualifications

	Requirement
	Does the employee hold a qualification formally required for this post?
	What evidence supports this assessment?

	
	
	


f)
Operational/Service Requirements
	Requirement
	To what extent can the employee meet operational/service requirements?
	What evidence supports this assessment? Please give specific examples of how the employee meets the requirements

	
	
	


2. Assessment of Performance in Current Job 

a) Quality of Work:

Level 1: Work of a high standard consistently above that required for the job.
Level 2:
Produces good quality work which always meets and sometimes exceeds the requirements of the job.

Level 3: Produces work of an acceptable nature but with little improvement on the basic standard necessary to carry out the duties.

Level 4: Poor standard of work below the standard of the job requirements.

	Level
	Please summarise the evidence that supports your assessment.

	
	


b) Quantity of Work:

Level 1: Produces a very high output and can be relied upon to undertake extra tasks.

Level 2: Regularly produces a high output of work.

Level 3: Produces a satisfactory output of work which meets the basic requirements of the job.

Level 4: Output less then required.

	Level
	Please summarise the evidence that supports your assessment.

	
	


c)  Conduct:  (An assessment of the employee’s disciplinary record, over the past two years, where concerns have been raised either formally or informally with individuals. This may also include timekeeping.  Advice should be sought from DPMs with regard to disciplinary records that extend further back.)

Level 1:
No disciplinary concerns.

Level 2:
Minor disciplinary concerns.

Level 3:
Some more serious disciplinary concerns.

Level 4:
Major disciplinary concerns.

	Level
	Please summarise the evidence that supports your assessment.

	
	


c) Attendance:  This assesses the sickness absence record over the past two years.  Exceptional ‘one off’ extended absences (eg. for an operation) will be excluded.  All pregnancy related absences or absences relating to gender reassignment must be excluded.  Advice should be sought from the HR consultancy if the employee has a disability or an underlying medical condition which may have affected their attendance record.

Level 1:
Employee’s absence over the previous 2 years is below the average for the work group.

Level 2:
Employee’s absence over the previous 2 years is about the average for the work group. (defined as the range within +/- 20% of the average)

Level 3:
Employee’s absence over the previous 2 years is above the average for the work groups (but less than double that average).

Level 4:
Employee’s absence over the previous 2 years is more than double the average for the work group.

	Level
	Please give details (length of absence and reason) of any periods of sickness absence of more than 10 days.  Is the employee currently subject to formal action under the Sickness Management Procedure?

	
	


REDUNDANCY SELECTION FORM

Panel Assessment

Panel Members:

We affirm that the above assessment is a joint one, and is a fair reflection of …………………………………….. (employee’s name), taking into account all the criteria as agreed by the Council corporately, and agreed with staff and their trade union representatives departmentally.

	Name of Panel Member
	Signature
	Date

	
	
	

	
	
	

	
	
	


	REDUNDANCY SELECTION FORM

Panel Assessment

	Employee Name:


	Current Grade:

	Post:



	1.
Assessment Against Person Specification for New Job/Departmental 
Requirement

	
	Weighting
	Level
	Points (Weighting x Level)

	a)
Experience Criteria


	
	
	

	b)
Knowledge Criteria


	
	
	

	c)
Skills Criteria


	
	
	

	d)
Competencies


	
	
	

	e)         Qualifications
	
	
	

	f)
Operational/Service

              Requirements


	
	
	


2.
Assessment of Performance in Current Job

	
	Weighting
	Level
	Points (Weighting x Level)

	a)
Quality of Work


	
	
	

	b)
Quantity of Work


	
	
	

	c)
Conduct


	
	
	

	d)
Attendance


	
	
	

	
Total Points


	100%
	
	


Overview Of The Reorganisation and Restructuring Process

· Main Principle is Job Matching

Step 1

Agree reorganisation and restructuring will occur

(Line Manager & HR consultancy)


Step 2

Identify affected staff and posts (i.e. define ring fence)


Step 3

Develop new structure

Step 4

Assess personal impact for staff affected


Step 5

Undertake matching: Seek HR advice for this stage








Job matching guidance for managers

Job matching should be a robust and open process.  

Managers are required to liaise with their restructure lead HRBP or HR consultant before and throughout this process and to discuss the matching outcome with them prior to informing individual staff.

Before carrying out a job matching process it is essential to have the latest current role profile to ensure that the current duties and responsibilities are reflected.  

Managers should identify any significant changes that have occurred during recent months/years.  This should include adding any significant duties that have been incorporated into to the role and/or deleting any significant duties that have not been carried out for a reasonable period of time. 

Note: a new role profile document need not be created; any deleted responsibilities/tasks can be crossed out and any additional responsibilities/tasks may be simply listed at the end of the role profile.

1. Current post holder role profiles

1. Gather current role profiles of post holders who are within the specific ring-fenced group of staff.

2. Check that the role profiles reflect the current duties carried out by staff.

3. Assess any contributions from post-holders (note: managers make the final decision as to whether the suggested amendments are made to the current role profiles).

4. Assess any contributions from post-holders (note: managers make the final decision as to whether the suggested amendments are made to the current role profiles). 

5. Less significant tasks can be grouped together.

6. Seasonal and annual tasks should be taken into account.

7. Responsibilities/duties being carried out temporarily (including as part of an acting up role) should not be included.

8. At this stage it is not appropriate to formally job evaluate the current role profiles.

Once the final current duties/responsibilities have been finalised, managers should seek advice from their restructure lead HRBP or HR consultant regarding how to proceed with the job matching exercise.

2. Job matching

New role profile

2.1  Decide the main role purpose, dimensions and responsibilities from the new role profile: for example:

a) Financial management: manage the XXX fund, allocating expenditure in line with service plan and authorising payments.

b) Procurement: lead the procurement of stock for the service including producing the specification and have full understanding and involvement throughout the process.

c) Management & statistical information: key user of management system to produce, analyse and evaluate the stock data; maintaining efficient allocation of stock and stock control.

d) Training: train direct reports and service managers in relation to stock selection, acquisition and requests.

e) Stock management: manage via the council’s contracted suppliers, monitoring their performance.

The generic departmental & corporate aspects may be excluded for matching purposes unless assessed by the manager as pertinent to this specific role.  Line management may also be included/excluded at managers’ discretion.

2.2 Assess each aspect to allocate a weighting; for example

	A Financial management
	40%

	B Procurement
	20%

	C Management & statistical   information
	15%

	D Training
	10%

	E Stock management
	15%

	
	100%


· When deciding the weighting, managers should take into account the impact the different aspects of the role have, for example:

· does the role have a high profile within the department or in the external community?  does the role impact on others?  

· are key decisions recommended or made that will affect a range of services?  

There will be other aspects to take into account depending on the role.

Different jobs will have different aspects to take into account when deciding the weighting, for example: some tasks may be carried out only during a limited number of months but they could be as or more important as those carried throughout the year, eg end of year accounts; organising an annual major high profile event; or leading the ‘party patrol’ noise team in the summer months.

The less significant aspects of a role should be rolled into one sentence, for example a long list of individual tasks such as ‘book rooms, invite attendees, issue agenda, take minutes, record attendees, take motes, issue minutes and provide general admin support for managers of XX team and XYZ team’ could be replaced by ‘provide full administrative support to XX and XYZ service managers’.

2.3
Desk-top exercise

Managers should compare the current and new role profiles and identify whether or not the current responsibilities and duties are reflected in the new role profile; and identify which new key role dimensions they match.
The job matching comparison template available from the department’s HRBP or HR consultant will assist this process.

2.4
Calculate the percentage match

Once completed as a paper exercise managers can populate job matching excel database template available from the department’s HRBP or HR consultant to record the job scores and to calculate the percentage match.

Please note:

Managers carrying out this job matching process are advised contact their restructure lead HRBP or HR consultant regarding any queries; and before confirming the outcome to post holders.

Step one job matching template; for comparison of current role profile to new role profile
	Managers’ job matching template to assist job matching for assimilation:

Please read guidance & seek advice from your lead HRBP or HR consultant before completing

	New post job title:

Department:

Division:

Team:



	Current job title:

Post holder/s name/s:



	Manager completing form:

Manager’s post title:



	New role 


	
	Current role
	Comments

	Grade: 

Ensure grades are within assimilation grading criteria. 

If not: seek HR advice/ remove from ring fencing for this post. 
	
	Grade:
	

	First considerations

List essential/statutory work considerations such as driving/ qualifications, shift work, evening work; taking any disability related reasonable adjustments into account.

Insert paragraph/s from new role profile person specification. 
	
	insert aspects from current role profile
	

	Key Accountabilities

Compare overall role definitions/paragraphs.

Include key points for each section.

Suggest a maximum of five key points per section.


	
	Current role
	Comments

	Line management responsibility

insert paragraph/s  from new role profile 

plus key points:

5.


	
	insert corresponding aspects from current role profile
	

	Role purpose & dimensions

insert paragraph  from new role profile 

plus key points:

5.


	
	insert corresponding aspects from current role profile
	

	Key accountabilities and result areas 

insert paragrap  from new role profile 

plus key points:

5.


	
	insert corresponding aspects from current role profile
	

	Key internal & external contacts

insert paragraph  from new role profile

plus key points:

5.
	
	insert corresponding aspects from current role profile
	

	Financial dimensions

insert paragraph  from new role profile 

plus key points:

5.
	
	insert corresponding aspects from current role profile
	

	Key areas for decision making

insert paragraph  from new role profile 

plus key points:

5.
	
	insert corresponding aspects from current role profile
	

	add other key areas you feel appropriate

insert paragraph  from new role profile and key points:

5.
	
	insert corresponding aspects from current role profile
	



Step two example job matching: example database for recording scores
	Areas of responsibility taken from the new role profile
	A
	B
	C
	D
	E
	F

	Full responsibility for managing the xxx fund and ensuring all aspects comply with corporate procedures
	1
	 
	 
	 
	 
	 

	Allocate the xxx fund expenditure in line with service procedures, informing senior management of any concerns or issues
	1
	 
	 
	 
	 
	 

	Check and authorise payments from the xxx fund, ensuring compliance with all procedures
	1
	 
	 
	 
	 
	 

	Produce a balanced xxx fund  budget in a timely manner to comply with corporate time lines; liaising with the department finance team as appropriate
	1
	 
	 
	 
	 
	 

	Ensure a full understanding and compliance of corporate and departmental procurement procedures
	 
	1
	 
	 
	 
	 

	Keep abreast of the council's procurement processes and provide timely advice to the head of service
	 
	1
	 
	 
	 
	 

	Keep up to date with changes affecting similar services across England 
	 
	1
	 
	 
	 
	 

	Lead all procurement exercises for the service, advising colleagues and alerting head of service to any risks
	 
	1
	 
	 
	 
	 

	Attend external YYY area meetings and update SMT monthly
	 
	1
	 
	 
	 
	 

	Key user and trainer of service electronic stock control  management system
	 
	 
	1
	1
	 
	 

	Produce statistics to inform SMT 
	 
	 
	1
	 
	 
	 

	Maintain the system to ensure efficient stock and budgetry control
	1
	 
	1
	 
	 
	 

	Train on-site staff to ensure all have capability to use to the best of their ability
	 
	 
	 
	1
	 
	 

	Train staff at other sites as and when required
	 
	 
	 
	1
	 
	 

	Responsible for the purchase of all service stock
	 
	 
	 
	 
	1
	 

	Manage the stock contracts ensuring efficiency and savings
	1
	 
	 
	 
	1
	 

	 
	6
	5
	3
	3
	2
	0

	Areas of responsibility
	A
	B
	C
	D
	E
	F


Step three example job matching: outcome database for determining the percentage match
	Role Dimensions
	Description
	New role profile: number of areas of responsibility
	Weighting
	Current role profile:  Number matched to new role profile 
	Result

	A
	Financial management: manage the XXX fund, allocating expenditure in line with service plan and authorising payments.
	6
	40%
	5
	33%

	B
	Procurement: lead the procurement of stock for the service including producing the specification and have full understanding and involvement throughout the process.
	5
	20%
	3
	12%

	C
	Management & statistical information: key user of management system to produce, analyse and evaluate the stock data; maintaining efficient allocation of stock and stock control.
	3
	15%
	3
	15%

	D
	Training: train direct reports and service managers in relation to stock selection, acquisition and requests.
	3
	10%
	2
	7%

	E
	Stock management: manage via the council’s contracted suppliers, monitoring their performance.
	2
	15%
	2
	15%

	Totals
	 
	19
	100%
	 
	82%

	Employee Name
	 


Appendix 1








Undertake Consultation with staff and Trade Unions








Redundancy





Use defined criteria.


by a panel of at least 2 managers.





Matches of up to 50%





Application to a post.


up to one grade higher than existing grade.





Matches of 50% - 80%





Application.


Interview.


up to 2 grades higher than the existing grade.








Match of 80% or more (No fundamental change)





undertake selection process if more posts than people.


access to jobs up to 2 grades higher.











al change”)

















Successful 


- written confirmation





Unsuccessful 


(Consideration for suitable alternative employment)





Dismissal





Redundancy





Redeployment
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