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Background

Somerset Council will be established on 1st April 2023, with the four District
Councils being abolished and their functions transferring to Somerset County
Council, as the continuing authority. The programme to achieve this merger has
the following objectives:

o Create a new unitary Council for Somerset that delivers the approved
business case on 1 April 2023.

o Enable performance capability — to deliver the approved business case
vision on 1 April 2023.

o Develop the new council to optimise benefits and opportunities from 1 April
2023 to 31 March 2025.

The process to appoint a chief executive for the new council was completed in
July 2022, with the appointment of Duncan Sharkey to Somerset County
Council (as the continuing authority designated to become Somerset’s unitary
local authority). The processes to appoint to four new Executive Director posts
(‘Tier Two’) were completed in February and approved at a full meeting of
Council on 22" February 2023.

The programme is now preparing to appoint to the new Service Director posts
(‘tier three’) to the new Council.

On 18 March 2022 the Secretary of State made the Somerset (Structural
Changes) Order 2022 (SCO). The SCO formalises the decision to implement
local government reorganisation in Somerset and sets out the legal framework
for implementation. Staff at the four district councils employed immediately
before the transfer will become Somerset Council employees on 1 April 2023;
in the case of local government reorganisation, this is confirmed in Regulation
3 of the Local Government (Structural and Boundary Changes) (Staffing)
Regulations 2008.

A consultation on the new structure and pre-transfer collective redundancy
consultations took place from 10" November 2022 to 12t December 2022. This
consultation also covered:

o The proposed structure for the top 3 tiers of Somerset Council and the
process to recruit to the posts at tiers 2 and 3.

o Proposed redundancies that will be made post Vesting Day by Somerset
Council, as a result of Tiers 2 & 3 restructuring.
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Any changes proposed to the Senior Leadership Team and supporting officer
structures are subject to consultation with the Executive and informing Full
Council of the changes. Changes will be agreed via a formal decision taken by
the Chief Executive.

Purpose of the Restructure

The opportunities presented by local government reorganisation are huge, as
are the challenges that the new organisation will face. Bringing together 5
organisations will help the new Council to realise positive change, including:

o Putting the people of Somerset at the heart of the new Authority.

o Creating new local opportunities for residents to have a real say about
their own communities.

o Cutting red-tape.

o Freeing up money that can be spent on real local issues and challenges,
including:

o Caring for our most vulnerable residents

o Delivering life-chances for our children and young people
o Reducing rural isolation and loneliness

o Delivering the housing each community needs

o Investing in climate change

o Boosting economic growth, jobs and apprenticeships.

It is anticipated that the restructuring of senior teams will result in approx. £2
million of savings.

The existing structures within each of the 5 Councils vary significantly both in
terms of roles and levels. It is not sustainable or manageable for the existing
senior leadership structures to remain with the creation of a single Council. It
is vital to the delivery of the new Council that an effective and sustainable
leadership team is in place, in time for Vesting Day on 15t April 2023, to help
realise the opportunities that local government reorganisation presents, and to
deliver financial stability to the organisation.

The Chief Executive proposed a structure for Tiers 2 & 3 in Somerset Council,
with a list of functions by directorate. This proposal was agreed with the Leader
of Somerset Council and the Executive and presented to the meeting of
Council on 22" February 2023. The proposal has been consulted on with staff
and trade unions — see section 3.

After careful consideration of the responses from staff and trade unions to the
consultation, the Chief Executive decided that the posts that will exist at Tier 2
necessary for the Council to meet its objectives are those set out in his
proposal. The proposed job title for one of the roles was changed, following
feedback from staff as part of the consultation, from Executive Director of
Strategy, Performance & Localities to Executive Director of Strategy,
Workforce & Localities. The four posts at Tier 2 of Somerset Council, that have
subsequently been appointed to, are:

e Executive Director of Climate and Place
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e Executive Director of Community Services
e Executive Director of Strategy, Workforce and Localities

e Executive Director of Resources and Corporate Services (section 151
officer)

The feedback from staff also resulted in changes to where some functions
report to, in terms of Service Director responsibilities.

Following the appointments to the Executive Director posts, the processes to
appoint to Service Director (Tier 3) roles were started.

As a result, the Appointments Panel confirmed the processes for Service
Director appointments, which include:
- Job Descriptions

- Salaries
- Appointments Committees

The Briefing Paper for the Appointments Panel can be seen in Appendix Two.
The Chief Executive and Executive Directors, having determined following
consultation the roles that will exist at Tier 3, agreed the job descriptions for
the roles detailed in section 1.5.

As a result of these considerations, the decision was taken to recruit to the
following posts:

- Service Director Climate, Environment & Sustainability

- Service Director Infrastructure & Transport

- Service Director Economy, Employment & Planning

- Service Director Housing

- Service Director Culture

- Service Director Customers

- Service Director Regulatory & Operational

- Service Director Finance & Procurement

- Service Director Strategic Asset Management

- Service Director Information Communication & Technology
- Service Director Partnerships & Localities

- Service Director Strategy & Performance

- Service Director Governance, Democratic & Legal Services
- Service Director Workforce

The Chief Executive also took a decision to exclude three posts from Tier 3
Appointments Processes (see below, section 2.2). These are as follows:

- Service Director of Public Health
- Service Director of Children and Families
- Service Director Commissioning & Performance
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- Service Director Inclusion

- Service Director Education, Partnerships & Skills
- Service Director of Adult Social Care Operations

- Service Director Adult Social Care Commissioning
- Service Director Adult Social Care Transformation

Options Considered

To advertise the fourteen Tier 3 posts externally. This was discounted, due to
employment law considerations, retention and development of current talent in
the five local authorities and the additional time that it would take to appoint to
the posts.

To include the service director posts within Adults Services, Children’s Services
and Public Health. This was rejected, as the posts are broadly the same after
Vesting Day and there are no comparable roles in Somerset’s district councils.

Consultations undertaken

A 30-day consultation process has been completed, which gave all staff and
recognised trade unions the opportunity to feedback on the structure. This
included the statutory 30-day pre-transfer collective consultation period to
consult with the elected representatives of staff in roles that are immediately
affected by proposals in respect of tiers 2 & 3. The Consultation Paper can be
seen in Appendix Three.

The consultation with staff was concluded on 12" December 2022. There were
135 responses to the consultation and each one has been answered individually,
with a collective response to the consultation also written. All questions and
answers (anonymised and depersonalised) have been shared with staff.

The Chief Executive read all the responses to the staff consultation and took the
view that the response to the consultation did not present any issues which
required material changes to the Tier 2 structure or the Tier 3 posts. However,
there was further work on the functions reporting into the Service Director posts,
as a consequence of the consultation.

The Leader of the Council and the Executive have been consulted on the
structure, in line with section 7.1 of the Constitution. Full Council was informed
of the final structure at its meeting on 22" February 2023.

A set of principles to govern Organisational Change has been agreed with trade
unions and chief executives. This can be seen in Appendix Four.

An Equalities Impact Assessment to support the 30-day pre-transfer redundancy
consultation and subsequently updated following consultation can be seen in
Appendix Five.
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Process
The selection processes for these roles include the following:

e Invitation to staff to submit a ‘matching’ request, if they believe that their
current role is broadly the same as the advertised post. Requests were
assessed by a panel comprising HR advisors, a job evaluation specialist,
and recommendations made to the relevant Appointments Committee.
There were matches to two roles:

o Service Director Strategic Asset Management
o Service Director Governance, Democratic and Legal Services

As a result of these matching decisions, staff were given a further
opportunity to submit a matching request for these roles, or for those in posts
that may be at risk of redundancy from 1st April, to be considered for the
roles as part of suitable alternative employment.

e Written application including supporting statement and CV.

¢ Interview with staff panel.

¢ Interview with stakeholder panel, to include partner organisations.
¢ Interview with the relevant Appointments Committee.

Members of the Appointments Committees met w/c 6" March 2023 to shortlist
candidates for interview.

Implications

As set out in the decision report.

Background papers

Appendix One — Tiers 2 & 3 Structure for Somerset Council
Appendix Two - Appointments Panel Briefing Paper

Appendix Three - Somerset Council Tiers 2 & 3 Restructure Proposal and Pre-
Transfer Redundancy Consultation
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Appendix Five — Equalities Impact Assessment






