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Agenda item 4

Somerset County Council

Human Resources Committee

— 11 October 2022

Organisation Change Principles for Local Government
Reorganisation — Update on Position

Executive Member: ClIr Liz Leyshon, Deputy Leader and Lead Member on Finance

and Human Resources

Lead Officer: Chris Squire, Director of Customers, Digital & Workforce
Author: Chris Squire — Director of Customers, Digital & Workforce
Contact Details: chris.squire@somerset.gov.uk

Please complete sign off boxes below prior to submission to Community Governance

Report Sign off

Seen by: Name Date

Legal Tom Woodhams

Corporate Finance | Jason Vaughan

Human Resources Chris Squire

Executive Member | Liz Leyshon

Monitoring Officer | Scott Wooldridge

Summary:

This report sets out the current position on the principles that
are being agreed to govern organisational change for Local
Government Reorganisation in Somerset. These principles will be
used to inform restructures and recruitment processes.

This document has been consulted on with trade unions,
leadership teams, chief executives and HR teams from all five
organisations and has also received comment from legal
advisors. Whilst they are still in draft form, it is important that
they receive scrutiny at this stage so that elected members are
assured that processes are fair, legal and consistent.

Recommendations:

The members of the HR Policy Committee are asked to:

1. Review the Organisational Change Principles and
comment on any areas where additional clarity is
required

2. Note that the Principles are not ‘policy’, however they are
an overarching framework to inform organisational
change processes
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Reasons for
Recommendations:

A set of principles that has been agreed across the unitary
programme is an important step in assuring staff and elected
members that organisational change for is fair, legal, transparent
and consistent.

Links to Priorities
and Impact on
Service Plans:

Part of the People Workstream for Local Government
Reorganisation.

Financial, Legal and
HR Implications:

Financial — A set of agreed principles will help minimise legal
and, from there, financial risks to Somerset Council.

HR - The Organisational Change Principles will underpin
restructures and recruitment processes to the new Somerset
Council.

Legal — Principles that have been consulted on and agreed with
stakeholders from the five local authorities in Somerset will help
to minimise risks related to employment law.

Equalities
Implications:

The Council’s duty under Section 149 of the Equality Act 2010 is
to have "due regard” to the matters set out in relation to
equalities when considering and making decisions. A full
Equality Impact Assessment will be completed for each
restructure as part of the unitary programme.

Risk Assessment: N/A
Scrutiny comments
/ recommendation N/A

(if any):

1 Background

1.1  Local Government in Somerset is being reorganised with the formation of a
single unitary authority covering the work of the current County Council and
four District Councils (Mendip, Sedgemoor, Somerset West & Taunton, and
South Somerset) with effect from 1 April 2023 (Vesting Day). Somerset
County Council remains as the continuing authority.

1.2 The merger of five councils will necessitate restructures and recruitment
processes to Somerset Council.

1.3  The Organisational Design Principles do not constitute policy, as such,
however they will be used to underpin restructures and recruitment processes.
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The Principles have been through extensive consultation with chief executives,
leadership teams, trade union representatives and HR teams. They have also
received legal scrutiny and comment. They are currently in a ‘final draft’ form,
pending feedback from the new Chief Executive of Somerset County Council
who started on 3" October 2022.

Options Considered

Option 1 - Use Somerset County Council's approaches and processes for
Organisational Change. Whilst this would have been lawful, it would not have
demonstrated partnership and collaborative working with district councils.

Option 2 — Work in partnership with colleagues from district and county
councils, to produce a framework that is viewed as fair by all of our
organisations.

Option 2 was selected as the most appropriate form for the unitary
programme.

Consultations Undertaken

The Organisational Design Principles have been shared and discussed with
Trade Union representatives, chief executives, leadership teams and HR staff
from the five organisations. The document was originally drafted by the HR
lead from one of the district councils.

Implications

The recommendation to adopt option 2 above will help with restructures and
recruitment processes as we develop Somerset Council. They should also have
a positive impact on the culture of the new organisation, showing an intention
to work in a spirit of openness and partnership.

Background Papers

Appendix 1 — Somerset Council — Key Principles of Organisational Change

Appendix 2 — Summary of Comments & Responses
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Appendix One
Somerset Council

Key Principles of Organisational Change
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1.

Organisational Change Principles and Approach

Introduction

The principles described in this document have been developed to
underpin change and consultation processes, as we merge five councils
into one. They follow extensive consultation and conversations with trade
unions, chief executives, HR staff, politicians and leadership teams and will
apply to all posts impacted by the creation of Somerset Council.

These principles are presented in recognition that organisational change is
essential to the delivery of a successful Somerset Council and will be key to
improving services and reducing costs. It is recognised that they need to be
both legally compliant and handled appropriately to avoid damage to
morale and motivation among employees, with the resulting negative
consequences for service standards.

Therefore, these principles aim to ensure that organisational change is
conducted through fair, non-discriminatory and consistent procedures that
put communication with employees, listening to employees concerns and
addressing those concerns at the heart of the process.

The principles will be established in consultation with our recognised Trade
Unions and other key stakeholders.

Underpinning the principles set out below, the resulting processes will be
implemented with a commitment to transparency, appropriate and timely
sharing of information and good employee relations / partnership working.

There is a desire to avoid the need for compulsory redundancies wherever
possible. Voluntary redundancies may be sought or requested prior to
Vesting Day and consideration will be given to requests for other
arrangements, such as early retirement.

The initial organisation design that will be consulted on will be tier 2 (direct
reports of the CEO) and tier 3 (direct reports to typically tier 2 posts) before
we move to the other staff groups.

Information regarding staffing numbers will be as accurate as can be
achieved across the five organisations, however will provide for flexibility
during the implementation period. This will allow us to adapt to reflect our
learning during the different implementation phases. Recognised Trade
Unions will be consulted at each phase of organisational design
development.

All new roles will be evaluated using the County Council’s existing job
evaluation process. Existing roles that continue unchanged after Vesting
Day will not routinely be re-evaluated as part of this organisational change.

Page 7



2. Types of Change

2.1.The broad types of change that the Organisational Change Procedure will
cover are:

Creation of a single organisation under the SCO (Structural Changes
Order)

2.2.Recruitment to Tiers 2 & 3 of the Senior Leadership Team

Internal restructuring and realignment of services post 1st April 2023

2.3.The key features of organisational change, under these headings, are those
that may alter some or all of the following dimensions:

Organisational structure

Reporting lines

Pay or other terms and conditions of service
Contractual entitlements

Work patterns

Work location

Numbers of posts

Nature of roles and main responsibilities / duties

3. Restructuring

3.1.General principles

3.1.1. Aninitial briefing will be held with trade union representatives.

3.1.2. Where individuals may be at risk of redundancy (i.e., where it is

proposed to remove their existing role) individual briefings will be held
with each individual ahead of any meeting with all affected employees
and trade union representatives

3.1.3. A meeting with all affected employees and their trade union

representatives will be held at an early stage to enable all to input to
the proposals.

3.1.4. The following information will be provided to affected employees and

trade union representatives:

- Rationale for change including a business case and Equality
Impact Assessment.

- Current and proposed people structure.

- Essential skills and competencies required for the new structure
and any likely training requirements.

- People/person specifications and job descriptions for roles in the
new structure.

- Proposed method by which employees will be selected for posts.

- The anticipated timeframe for consultation.
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3.1.9.

- Feedback methods through the consultation process.
- Process to be followed once the consultation period concludes.

. The consultation period will allow employees and their representatives

sufficient time to consider the proposals fully.

. Meetings will be held with employees and their representatives to

provide feedback on concerns throughout the change process and
facilitate dialogue on solutions to areas of concern. Employees will be
given an opportunity to meet with their representatives prior and/or after
the meetings.

. Formal meetings with individual employees over the proposals will

allow for the right to be accompanied by a colleague or Trade Union
representative throughout the process.

. For any area subject to restructuring a set of job descriptions for new

posts will be available.

Posts shall be filled utilising slotting in and ring-fencing (where
appropriate) during a first round of selection

3.1.10. Eligibility for slotting in and ring-fencing will be based on an

individual’s substantive post.

3.1.11. Slotting-in without the need to go through an application or

selection process will apply where there has been no significant change
in the duties and responsibilities of a post following restructuring and
where the number of posts available is equal to or more than the
number of existing post holders in the workplace unit. No significant
change is defined as 75% the same job content before and after
restructuring. For slotting-in, it needs to be clear that there are no other
employees impacted by the restructure that could have a comparable
claim on the post, including those who have been displaced from other
roles where the post might be deemed to be suitable alternative
employment.

3.1.12. Ring-fencing of applications for posts in a new structure will

apply where the former unit/units contained posts that carried
substantially the same duties and responsibilities, but the number of
employees exceeds the number of posts available in the new unit. Also,
consideration needs to be given as to whether there are other
employees impacted by the restructure that could have a claim on the
posts.

- The criteria utilised to decide on the application of slotting and ring-
fencing procedures for each role will be the subject of consultation
with the relevant Trade Unions. The purpose will be to establish
fair, objective, consistently applied job related criteria, backed by
evidence. The criteria will be non-discriminatory against all
characteristics protected under the Equalities Act 2010 and
supported by an Equality Impact Assessment.

- Where ring-fencing is used to fill a post, candidates may need to
produce a CV as part of the process.
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3.1.13.

It is possible that a post cannot be filled via a Slotting or Ring-

Fencing process, perhaps because there is doubt as to whether any
relevant population for ring fencing can be identified fairly. In such cases,
the role will be advertised internally across the five councils (the new
council from 1st April 2023). Potential candidates will be asked to provide a
CV plus a statement setting out how they fit the selection criteria outlined in
the person specification.

3.1.14. Posts that cannot be filled through internal application will be
advertised externally as soon as possible. This may happen whilst a post is
being advertised, priority will always be given to staff who are at-risk of
redundancy.

3.2.Senior Leadership Team Officers tiers 2 and 3 in the hierarchy *

3.2.1.

3.2.2.

3.2.3.

3.2.4.

3.2.5.

3.2.6.

3.2.7.

For appointments to Senior Leadership Team Officers, the following
approach will be adopted.

Appointments to posts that fall within this category will follow the
process as specified in Somerset County Council’s Constitution and
therefore must involve Elected Members and an Appointments Panel &
Appointments Committee.

The process used for appointments will be decided by the
Appointments Panel, which will appoint the Appointments Committee to
undertake the appointments process.

The ring-fenced population for posts will be decided in consultation with
the trade unions and in accordance with these key principles.
Establishing the population for ring fencing will include the essential
criteria of the role, the individual’s skill set match, current role, span of
control and position in the existing hierarchy. There may be examples
of similar roles sitting in different tiers, in respective organisations, and
this process will take account of those.

Where an appointment is made prior to any new terms and conditions
for Somerset Council coming into force, Somerset County Council
terms will be used.

‘Slot-ins’ will receive their current terms & conditions, although salaries
may be reviewed by the chief executive/manager in accordance with
existing processes. If the salary for the role is increased following this
review (outside of annual cost of living increases), then the postholder
will move to Somerset Council terms & conditions in return for
accepting the new salary.

Appointments for tiers 2 and 3 will take effect from 1st April 2023
unless agreed between the Chief Executive, designate appointment
and the current employing organisation.

Those employees who are unsuccessful at their current hierarchical
level, will be given the opportunity to apply for vacancies that come
available at the next tier below, subject to arrangements reflecting slot-
ins or ring-fencing.
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3.2.8. Chief executives in Somerset local authorities may apply for posts tiers
2 & 3 in the new structure, subject to arrangements reflecting slot-ins or
ring-fencing.

3.2.9. Should these employees remain unsuccessful at Vesting Day, they will
be subject to a redundancy process which will follow processes
specified in Somerset Council’s Constitution. Typically, this will apply
to senior leadership roles and/or redundancy costs that exceed £100k.
Redundancy payments will be in line with their transferring terms &
conditions of employment, subject to any agreed changes.

3.2.10. Employees who are issued with notice of redundancy will have
the right to appeal against the decision to make them compulsorily
redundant.

3.2.11. Appointments processes to tiers 2 & 3 will be supported by a
voluntary redundancy programme (the precise details, including the
timing and entitlement rules, of which are to be determined), in line with
contractual redundancy multipliers.

* N.B. The process detailed above is subject to further discussions
with the Leader of the Council and Chief Executive and may
therefore be subject to change.

3.3.All other posts

For all other posts, the selection process and criteria will be the subject of
consultation with the recognised Trade Unions. Skill set, essential role criteria,
current salary position, current role scope and hierarchical level will be factors
in determining the ring-fenced population.

3.3.1. Those employees who are unsuccessful at their current hierarchical
level, will be given the opportunity to apply for any vacancies that are
available at other tiers, subject to the requirements of processes for
slotting-in and ring-fencing and relevant HR policies.

3.3.2. For posts that remain unfilled, priority will be given to applications from
employees who are either “at risk” of redundancy or been issued notice
of redundancy and who meet the essential criteria of the role or would
be able to do so within a reasonable timeframe with suitable training

3.3.3. If a post remains vacant, the post will be advertised internally across
the Council. If the post remains vacant after an internal advert, it is
possible at this stage to go to external advertisement.

3.3.4. Employees who have been issued with notice of redundancy will have
the right to appeal against the decision to make them compulsorily
redundant.
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4.2.

4.3.

4.4.

4.5.

Redeployment

.“At risk” employees will be entitled to consideration for redeployment to

suitable alternative employment where they meet all the essential criteria for
the post or would be able to do so within a reasonable timeframe with suitable
training. If there is more than one “at risk” employee for such a post, then a
decision will be made as to who is most suitable as against the criteria for the
role.

“At risk” employees will be kept aware of posts which could be considered as
suitable alternative employment for an initial period of four weeks, following
which progress should be reviewed with the employee and the designated
manager.

Where an application is successful, the redeployee will be entitled to a trial
period of four weeks following which the redeployment will either be identified
as successful, or the redeployee will return to the redundancy process.

During the 4 weeks of the trial period, the redeployee will continue to have
their salary and other benefits paid by the “outgoing” service area.

4.4.1. Where redeployment is mutually deemed successful by both parties,
this will be confirmed in writing to the redeployee. The employee will then
adopt the terms & conditions of their new post, which will include any
applicable arrangements for pay protection.

In accordance with the statutory duty, employees on maternity, adoption or
shared parental leave will be offered suitable alternative employment, if it is
available, without competition. They will be given relevant support where
required e.g., training.

Avoiding Redundancies

Where redundancies are proposed, compulsory redundancy will always
represent a last resort in the process of organisational change.

All options for avoiding compulsory redundancy will be explored, including:
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5.1.Limiting the refilling of posts on a permanent basis when employees leave the
organisation.

5.2.Restrictions on recruitment.

5.3. Opportunities for secondments across the organisation.
5.4.Seeking volunteers for job-share or part-time work.
5.5.Retraining existing employees to cover any skills gaps.

5.6.Agency resource to cover fluctuations in requirements and to ensure
redeployment opportunities are available for permanent staff.

5.7.Redeployment of employees, within their contract of employment, to suitable
alternative employment.

5.8.If appropriate, seeking volunteers for voluntary redundancy or early
retirement. This would not be appropriate for example where it is likely others
would not be able to be redeployed.

5.9.Other cost saving measures that preclude the need for redundancy.

5.10. However, where it first becomes apparent that the proposal for
restructuring potentially entails compulsory redundancies, consultation shall
take place with employees and their representatives that allows genuine and
meaningful consideration of ways to avoid redundancy.

5.11. By law, where the number of proposed redundancies exceeds 99
employees over a period of 90 days or less, formal consultation will begin at
least 45 days before the first dismissal takes effect. Where less than 100 but
more than 20 redundancies are proposed, formal consultation will begin at
least 30 days before the first dismissal takes effect.

5.12. If the number of proposed redundancies meets the thresholds set out
in 5.1.11 above, employee representatives will be provided with the following
written information in the form of a business case and Equality Impact
Assessment at the earliest opportunity:

- The reasons for the proposed dismissals.

- The numbers and descriptions of employees whom it is proposed
to dismiss as redundant.

- The total number of employees of any such description employed
by the employer at the location/s in question.

- The proposed method of selecting employees who may be
dismissed.

- The proposed method of carrying out the dismissals, with due
regard to any agreed procedure, including the period over which
the dismissals are to take effect.

- The proposed method of calculating the amount of any redundancy
payments to be made (to employees who may be dismissed).

- The number of agency workers working temporarily for and under
the supervision and direction of the employer.
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- The parts of the employer’s organisation in which agency workers

are working.
5.13. The type of work agency workers carry-out.
5.14. Consultation will take place with trade unions, as required, over the

criteria by which employees will be selected for redundancy.

5.15. The criteria will be fair, objective, consistently applied job related
criteria, backed by evidence where possible They will be non-discriminatory
on the grounds of sex, sexual orientation, race, disability, religion or belief,
gender reassignment, marriage and civil partnership, maternity and pregnancy
or age. They will also not discriminate on the grounds of trade union
membership, or part-time status or fixed-term contract status.

Redundancy payments

6.1.Employees with at least two years continuous service will as a minimum be
entitled to a statutory redundancy payment in line with Government
guidelines.

6.2.Depending on the circumstances, the organisation may waive its right to insist
on employees working their notice and instead give a payment in lieu of
notice.

6.3. A contractual redundancy payment will be as per the policy of the individual’s
employer pre-April 2023, unless at the time of the redundancy an individual
has accepted a post and moved to Somerset Council’s terms & conditions.
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Appendix Two

Organisational Change Principles — Summary of Comments and Responses
w/c 26t September

1) Somerset West & Taunton

Which is where we then tease out the issue, having been unsuccessful at
their Tier the individual is then ‘at risk’, but our approach prevents an ‘at risk’
individual from being considered at the Tier below against a slot or ringfenced
role

o Those who are at-risk and eligible for SAE can be included in ring-
fenced processes if their experience and skills match, this is standard.
They will of course be considered for roles that become available more
widely. Very difficult to define this precisely, given that SAE is very
subjective and what might be suitable to an organisation might not be
deemed to be so by the individual

Can we talk about the New Council, rather than referring to the Business
Case

o Yes, we will make that change

Is it worth adding in early job share / flexible retirement ‘where appropriate
and based on service need’

o Yes, we can add this (it is also mentioned at 5.1.8)

For avoidance of doubt — do we add in Statutory Officers MO & s151. | know
they will likely be @ Tier 2 or 3 but adds clarity just in case. The MO could be
the head of legal and that could be Tier 4?

o Idon’t think we need to be that specific. Those roles (and other
statutory posts) will be referred to in consultation documentation for
tiers 2 & 3

Sorry! If we go for a 75% figure for ringfenced / slotting, that figure for most
Councils would be a material change that would require a JE re-evaluation.
Do we need to think through someone who is slotted as a 75% match who
than applies for a regrading (as they want more money) as the 25% that
wasn'’t in their original role constitutes a material change where additional
renumeration is warranted.

o You may be mixing up different processes. We refer to ‘Existing Roles’
not being routinely evaluated. Yes, there will be some changes and |
wouldn’t necessarily apply the 75% figure here (this is for candidates
whose current roles are a 75% match to the new role or reduced
number of roles). New posts or those that are significantly adjusted will
be evaluated

3.1 - There is a bit of ambiguity here — being at risk is binary — so the
individual briefing can really only happen once the individual has been
unsuccessful in securing a role i.e sits outside the structure and so they are
very much ‘at risk’.
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o There is deliberate ambiguity. If a new structure is being proposed and
certain roles are being deleted/significantly changed, | would expect
(out of courtesy and duty of care, as well as employment law risks) that
those who are in roles that may be deleted or changed significantly will
be briefed ahead of general issuing of consultation packs. Personally, |
would meet with each individual member of my team, irrespective of
what may be happening to their role.

If this is identified pre-vesting day who is engaging in the briefings? My sense
is whichever organisation is going to process the redundancy?

o Correct, it has to be the employing organisation

Is there a challenge / appeal process to this? (in relation to 75% match to
roles)

o There will be an opportunity to ask questions and provide feedback as
part of consultation. This would then move to the redundancy appeals
process

For ring fencing and slotting in — is there a conversation here about anyone
under competency or disciplinary action — i.e. the slot confirmed only at the
end of that relevant process.

o Any investigation or performance management process would continue
into the new organisation. You can’t simply remove someone from
what is effectively their role (‘the slot’), irrespective of what process
they might be going through. There may of course be a different
approach under competitive interviews for a new post.

If you accept a ring-fenced role in the new structure, on what Terms and
Conditions? As this would be a TUPE then slot | presume it would be on the
individual’s existing T&Cs?

o Correct, as it’s the same role that you’ve been doing.

What happens if the members refuse to endorse a slot in / ringfenced
appointment?

o We anticipate all processes to be followed fairly and openly, in
accordance with these principles and employment law.

3.25-.... and if they don’t agree to SCC T&Cs are we saying the salary uplift
will be withheld? As | don’t think you can legally do that.

o There’s a conversation to be had, as people cannot pick and choose
from different terms & conditions. The proposal is that if there is a
salary review for a post (e.g. because of market factors), that results in
an increase for a post that’s subject to a ‘slot-in’, then the postholder
will have a choice — remain on current salary and Ts & Cs, or move to
the new Ts & Cs and increased salary.

3.2.5 - Surely the T&Cs and salary need to be known before the process start
— as someone would be within their rights to turn down a slot in based on the
‘offer’ and seek redundancy as their preferred outcome. You don'’t take a job
not knowing the salary!

o The term ‘slot-in’ probably isn’t helping here. The role is someone’s
current post and it continues (or transfers in), therefore the terms &
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conditions stay the same. In effect, if someone rejects what they’re
currently on, then they’ve in all likelihood resigned from the role!

3.2.7 - So we are actively stopping cascade — is that the intent?

o You can’t simply ‘drop’ someone into a ring-fenced process if they
haven’t got the 75% match to the role; that would be unfair on those
already in the ringfence. We are saying that people will be free to apply
for posts as they come up outside of slotting-in and ringfenced
processes. This is a very strong point from trade unions. If someone
does have that match, then it’s fair that they are considered.

3.2.9 - Just clarity on language. If unsuccessful the individual will TUPE into
the redeployment pool and then follow due process as appropriate for their
personal circumstances.

o Yes, correct
3.2.10 - will any appeal suspend the time frame for redundancy?

o This will depend on what is in someone’s contractual redundancy
policy.

3.3.1 - Is this a statement to avoid cascade i.e one level and one level only?
Then we should say so explicitly.

o There is nothing to stop people applying for posts at any level, so will
change this. Please note that the terms & conditions for that post will

apply.
5.1.11 - Just for clarity — are you going to round up as ‘LGR’ or scale down by
service areas? i.e. is it multiples of <99 impacted employees or one ‘big

bang’? it makes a difference as to whether its one corporate consultation or
multiple service managers having to consult service by service.

o Strictly speaking, the staff numbers apply to an ‘establishment’, which
can be interpreted as a workplace location, single organisation,
discrete business unit, for example. This is a tricky area to define and |
would urge caution. Given the number of posts that may be closed due
to the business case and MTFP (including vacant posts & voluntary
redundancies), we recommend the following: 30-days consultation for
tiers 2 & 3, which will then be revisited as further restructuring plans
develop.

o We can’t do a ‘big-bang’ as we don’t have sufficient detail for
meaningful consultation yet. Therefore we will focus consultation on a
tier-by-tier, structure-by-structure basis

2) Mendip Feedback

General feedback — We note that VR will run alongside the recruitment
process but would like to suggest that it is launched ahead of the recruitment
process starting. We would like to see all affected employees notified that
they are at risk of redundancy so that they can benefit from paid time off to
look for other employment, outplacement support and receive the required
financial information to enable them to make an informed choice.
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1.

o Itis likely that VR will run alongside consultation processes, so there is
an opportunity for people to view the relevant proposal and structure
whilst considering their options

o We cannot identify staff as ‘at-risk’ of redundancy until the recruitment
processes have been completed. They are then of course entitled to
reasonable time off to look for other employment and consider other
options.

Introduction

Tier 3 ( direct reports to typically tier 2 posts) - why does this definition need to
be defined as ‘typically’? Surely this will widen those employees deemed to
be tier 3 which could be to their/our detriment.

o Because the tiers across the 5 authorities don'’t align. It is perfectly
possible that a tier 4 or even 5 role in one council is a tier 3 in another.
The fallback position must always be the role that is being done, not
necessarily the level at which it sits in a structure

Restructuring
3.1 General principles

meeting held at an early stage — please could we have a timeline for this
activity or a month when it will start?

o At the time of writing, we can’t be more specific. Agreement on the new
structure will then trigger the timeline for appointments processes for
tiers 2 & 3

Advertising of roles across 5 councils if slotting in/ ring-fencing is
unsuccessful. Please could we have clarification as to whether this is to all
staff including agency workers or employees only.

O Agency staff will not be included in ringfenced processes/slot-ins,
however they will be informed of posts as they are advertised across
Somerset Council

3.2  Senior Leadership Team Officers tiers 2 & 3 in the hierarchy

3.2.3 — is there any more details available on the weighting that will be
attached to each of these criteria?

o No, there will need to be a judgment call on whether a post is matched
or not, but these are the considerations that will need to be applied

use of the word ‘population’ does this mean all employees who have been
deemed to be in a specific tier

o The relevant population will be those whose roles broadly match the
role(s) being appointed to, as part of ringfencing. As referred to above,
strict interpretation of tiers will not necessarily be applied.

3.2.8 — From an equity point of view it seems unfair that CEOs have been
able to apply for roles in tiers 1-3 but all other employees will be limited to only
2 tiers — the one that they are allocated to and if unsuccessful, the one below

o That’s not a correct interpretation. Anyone can apply for any role that’s
being advertised across the council (relevant policies for e.g. eligibility
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for pay protection will apply). The Chief Execs asked for this point to
made specifically, due to uncertainties reflected in other unitary
processes.

- 3.2.11 — Mendip staff will be financially disadvantaged if there is no
comparable role in the new structure for them and they choose not to apply
and opt for redundancy which is deemed to be voluntary. Mendip is the only
council that has a lower multiplier for voluntary redundancy. Has any thought
been given to the fact that this is a compulsory redundancy and it would be
deemed this after vesting day so it should be treated as compulsory from the
start of the process.

o Mendip (together with Sedgemoor) staff have the highest redundancy
multipliers across the 5 councils. Relevant contractual policies will need
to be applied, as per agreement with staff representatives.

4. Redeployment

3)

- 4.1.5 — employee will adopt the t's and c’s of their new post.’

We would like to question this statement — our understanding is that suitable
alternative employment is offered on no less favourable terms that the
employee’s previous role and this includes terms and conditions. We don’t
yet know if the new Somerset council t's and c’s will provide the same or
better, or is this a guarantee that they will?

o Suitable alternative employment is based on the terms & conditions of
the post being offered. This includes pay protection.

SSDC Feedback

JE — clear any JE would follow from the Tier 1 and 2 process; would any JE panel
be undertaken by SSDC staff or wider? Better, cross section of officers should
make up the JE panel, not just SCC; could look SCC led.

o No, this isn’t quite correct. Tier 1 & 2 new roles would undergo a JE
process based on SCC’s JE scheme. Happy if HR leads from districts
want to join this process

What is Tier 2,3,4? Is LMT tier 47

Legal advice has already been sought. The staffing regulations (for local
government reorganisations) state that if you report to a Director, you are Tier 3.

o I don’t think this is correct; the staffing requlations aren’t necessarily legal
advice (they don'’t trump employment law) and there could well be
examples where someone is in Tier 4, but reports to a Tier 2 (for example,
this happens with several roles in SCC currently). The overarching
principle is one of fairness, but we will need to retain a sense of
pragmatism for what is right for the organisation and for individuals.

County structure could be aligned to LMT, but our Tier 3 structure is quite
different to SCC tier 3.

o We don’t have the structure yet. Tier 2 is likely to be identified first; and
when we can see what sits in what roles and then we will have more
Clarity.
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Statutory definition of a chief officer — this is officers who report directly to the
CEO. SCC and Districts have different views and roles — need to look at
common understanding needs establishing for tiers 2 and 3 and what that means
within the statutory regs.

o Correct, however remember what is in the new structure will be the guiding
principle. We won’t necessatrily pool or slot people in based on chief officer
status, rather it will be the proportion of the job that they’re currently doing
that then matches the new role.

Slide 2 point 4 — concerned with wording .. endeavour to be as accurate as we
can ...., and the wording ....And need to over include.. Is that not
disadvantaging some officers?

o Easier to answer when we have the structure.

o We will endeavour to be as accurate as we can, but we need to retain
some latitude to account for any ‘unknowns’ that may come along.

Slide 3 —slot ins etc .. ring fencing — some concern. We have a flat structure at
SSDC covering broad areas of work. Worry that this translates as harder to ring
fence into pools, and we might miss out.

o lunderstand the concern and we will do our best to account for this.
Rather than ‘narrowing things down’ as much as possible, we will look to
over-include to enable people to opt out of processes if they don'’t think
they match.

Slide 4 — restructure: CEOs can apply for other tiers. What can tiers 2 and 3
apply for if they are not successful? Do they drop down? More clarity needed.

o Once a job is advertised internally, anyone can apply for it irrespective of
their tier. Obviously shortlisting procedures would then be used if
necessary. CEOs aren’t dropping into ring-fenced pools unless they are
eligible; same for tiers 2,3,4 etc

Slide 3 about ring fencing. Confused by the wording .. where there is no
significant change to a post? How can that be a significant change when it is ring
fenced and not slot in?

o Ifthere’s a significant change to a post, then it is likely to be a new post
and no one can be slotted into it or part of a ringfenced process.

On 1 April 23 officers below tier 3 will TUPE on their exiting term and conditions
but at some point in the future there will be further restructures, jobs to apply for.
Does that mean those new jobs will be subject to new terms and conditions ? Is
this a way of eroding terms and conditions by stealth? We need to see any new
terms and conditions in order to be reassured.

o Staff will TUPE on their existing terms & conditions unless they have
secured a new job in Somerset Council. Same principles for later
restructures, so slot-ins and ringfenced processes (so people doing the
same roles post-restructure) will be on their transferred Ts & Cs.

But if Tiers 2 and 3 are appointed before vesting day on 1.4.23 they will be on
new terms and conditions — what do those conditions look like for those new
jobs?
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o Itis unlikely that staff in Tiers 2 & 3 will move to new terms & conditions
prior to transfer, unless agreed otherwise with the Chief Executive. Ts &
Cs for these roles will be part of the consultation packs

o Everyone else will be on their existing terms and conditions.

Concerned about ring fencing Was any consideration given to no ring fencing
and allowing officers to apply for Tier 2 jobs as an alternative?

o This was considered, but doesn’t make sense under employment law. For
example, if you’re in a job and that job is unique to you and it transfers or
continues into Somerset Council, would you be happy that it was opened
for anyone to apply for?

o There is of course tension between being fair to all and fair to officers who
could be at risk.

Ring fencing — if you should be in a ring-fenced group and you are not, how do
you tackle why you have not been included?

o There will be an appeals process included in the consultation documents,
plus staff comms as to what is taking place to ensure that people are not
left out.

o Because of the link between ring fencing and the redundancy procedure,
there would have to be consultation on who was in the ring fence group;
opportunity to challenge would be there.

Terms and conditions - different between us and SCC — summary of the
differences would be good.

o We have a summary of differences which will be shared with staff.

Job Evaluation — not clear how our salaries match with SCC. For roles that
require JE, if SCC posts have lower salaries, how will that work? Differences
could affect whether officers would be interested in going for other jobs. Disparity
in salary mapping.

o For JE work, SCC use Korn Ferry and Hay. Whilst the unions have
different opinions about Hay, we will use the SCC system as it enables us
to obtain national benchmarking information, vacancy issues etc across
the county, as well as nationally. This useful information will save time.
Because of the size of SCC, they are remaining with their existing
systems.

o We will have officers trained on the JE system — and quite quickly. We will
map some of our JE'd posts to the SCC system for checks and balances,
and fairness, already being worked on. Any oddities will be picked up
straight away.

Overall, looks ok. Good to know what the rules of engagement are. Needs to be
fair.

If it is just a model based on SCC structures, then there is a question mark.

Not a totally comparable job in the Districts and County so ring fencing will be
interesting. (75% rule)
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Having a right of appeal is good. At SSDC we get involved in so much within our
current broad roles.

Redundancy payment/exit information good. What will it mean in terms of
pension or not mean in terms of pension? Clarification useful.

o Data will be shared with you so that you can make informed decisions by
1.4.23, if you request it. Peninsula Pensions will be asked to prepare the
detail for those officers in that situation.

How confident are we around fairness? Feels like a pre-strike. We are blind to
the structure, but this information has come out. Someone must know!

o No — some draft structures before Duncan Sharkey was appointed were
discussed with CEOs and Cabinet Leaders, purely to illustrate what things
might look like. Duncan has worked on his preferred structure and is
currently consulting with chief executives and politicians on his thinking

If Tiers 2 and 3 are unsuccessful, will they be pushed down to Tier 4?

o It's the same rules that apply. People won'’t be ‘pushed down’, but they will
be able to apply for posts at other tiers that become available, subject to
slotting-in and ring-fenced processes, as well as the requirements for the
role.

If Tier 3 post not secure but Tier 4 is, what will be the salary protection position?
How long?

o If you are redeployed to a post under Suitable Alternative Employment,
then the salary protection policy for that role will apply.

Slot-in concerns — 75% seems low. What happens if more than one officer could
have slotted in?

o Has to be materially the same role for slot ins;, some organisations use
80%. The Unions argued 80% was too high and 75% was agreed.

o If there are more people than posts due to a restructure (doing the same
role), then a ringfenced process will be used

| would argue the point - if the unions are kicking back on tiers 2 and 3 going
down, when CEOs can head to tier 2 ?

o Not strictly true, same rules apply. We were asked to be specific about
CEOs but they don’t automatically drop into a ringfenced pool unless their
role and experience match. Jobs that don’t have a match will be advertised
and anyone can apply for them (and they may then be shortlisting
processes to be run)

Ring fencing - is it possible an individual could be ring fenced in more than one
area where we have split roles?

Will there be a programme about when ring fencing has taken place and you feel
you should have been included? Can you be added retrospectively?

o Some Districts have generic roles where SCC cover only one role; in that
situation we look at carefully to ensure fairness.

If not selected, what happens then? Not ring fenced due to role split and no one
part adds up t075%?
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o Yes, we will need to check and look at this possible on a case-by-case
basis, with trade union involvement

Concerns around the 75% and whatever tier LMT ends up in; that may not be
clear yet but our structure in SSDC is unusual; this needs to be dealt with fairly.
People Managers/Leaders are role examples.

o Already aware of the issues about people managers and team leaders and
being discussed.

At some point this information will start formally; Will there be Comms and
outreach to the wider employee group? What will it look like? What does this
mean for me, queries from staff?

o Yes. Don’t know how quickly the structure will be agreed. Could be a
week or longer. There will be a package of comms across the 5 councils
but don’t have the detail yet.

o No full guide yet. Closely linked to the structure. Little to be articulated at
the moment. In principle, separate briefings; briefings led by DS and SCC
HR Director. FAQs will be kept up to date; likely new set around these
issues for all staff. Fully aware of the need for clear comms.

There is no timetable for when the new Tiers 2 and 3 will be in place. Is there
one? Suggests a lot of officers TUPE’d across

o Tier 2 before end of December. Tier 3 shortly afterwards is the indicative
process. Tier 4 onwards after vesting day 1.4.23 if not some areas before.
Input from Tiers 3 tiers 3 on tier 4 design efc.

Appointments Panel: Tiers 2 and 3 presumably need to go to the panel.
Opportunity to share fairness across the five councils.

o We will use an external agency to administer the process (but not act as
the formal advisors), but we are following SCC’s constitution. It is likely
that the Chief Exec and Director responsible for HR will be the advisors to
the appointments’ committees (standard practice). If there is a conflict of
interest, then appropriate senior HR or other resource will be used as
substitute.

o The Appointments Panel will be the Leader of the Council, Leader of the
largest opposition group, Deputy Leader plus the 4 district leaders as
consultees. This was the process used for the chief exec appointment
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Agenda item 5

Somerset County Council

Human Resources Committee

— 11 October 2022

Approval Process for Somerset Council Employment

Policies

Executive Member: ClIr Liz Leyshon, Deputy Leader and Lead Member on Finance

and Human Resources

Lead Officer: Chris Squire, HR&OD Director
Author: Sarah Welland — Service Manager HR Policy & Projects & Sari Brice, Strategic

Manager - HR Practice

Contact Details: 01823 359822 sarah.welland@somerset.gov.uk

Please complete sign off boxes below prior to submission to Community Governance

Report Sign off

Seen by: Name Date

Legal Tom Woodhams 5/10/22
Corporate Finance | Jason Vaughan 5/10/22
Human Resources Chris Squire 30/9/22
Executive Member | Liz Leyshon 2/10/22
Monitoring Officer | Scott Wooldridge 3/10/22

Summary:

This report sets out the current position of the Staff Terms &
Conditions & Employment Policies sub-workstream. It also seeks
a decision on the process for approving new employment
policies for Somerset Council, and in doing so, determining the
Human Resources Committee’s role within this.

Recommendations:

The members of the HR Policy Committee are asked to:

1. Decide if the proposal below (option 2) is acceptable; the
proposal sets out a process for approving new
employment policies, using clear criteria to determine the
appropriate route for approval.

2. Consider the necessity of scheduling additional
Committee Meetings to allow sufficient time and
consideration to be given to those polices that need to be
brought to Human Resources Committee.

Reasons for

Recommendations:

Some policies remain very similar to existing SCC policies which
will have previously been approved by this Committee. In

Page 25




addition, all new policies are subject to consultation with Trade
Unions. There is also a need to balance resource and capacity of
Committee Members and so this recommendation enables the
focus to be targeted to where it is needed.

Links to Priorities
and Impact on
Service Plans:

Part of the People Workstream for Local Government
Reorganisation.

Financial, Legal and
HR Implications:

Financial - there are a handful of employment policies that have
clear financial implications. Any employment policies that have
potential financial implications would therefore need to be
considered by the HR Committee.

HR - one clear set of employment policies, terms and conditions
for new and existing staff. The new policies will apply to
transferring staff where such policies are not contractual (i.e.,
have not been incorporated into the contracts of employment)
and so do not fall within the protection provided under the
Transfer of Undertakings Protection of Employment (TUPE)
Regulations. Having a single set of HR policies will greatly assist
line managers and staff and help define the organisation’s
culture and values regarding our workforce.

Legal — Where a contract of employment transfers to a new
employer by virtue of the TUPE Regulations the employee’s
terms and conditions of employment are protected despite the
change of employer. This can sometimes result in a workforce
where several different sets of terms and conditions apply.

Changing terms and conditions can create risks of legal
challenges particularly where employees are affected who have
transferred under TUPE due to the protection afforded by the
TUPE Regulations. To mitigate any such risks, consultation and
negotiations will be carried out with Trade Unions to seek
agreement to any changes.

Equalities
Implications:

The Council’s duty under Section 149 of the Equality Act 2010 is
to have “"due regard” to the matters set out in relation to
equalities when considering and making decisions. A full
Equality Impact Assessment is being completed for each of the
new employment policies.

Risk Assessment: N/A
Scrutiny comments
/ recommendation N/A
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| (if any): |

1

11

1.2

13

14

1.5

16

Background

Local Government in Somerset is being reorganised with the formation of a
single unitary authority covering the work of the current County Council and
four District Councils (Mendip, Sedgemoor, Somerset West & Taunton, and
South Somerset) with effect from 1 April 2023 (Vesting Day). As a result of the
Structural Changes Order employment contracts of staff employed by the
District Councils on the day prior to Vesting Day will transfer by virtue of the
TUPE to the new Unitary Council.

The Terms and Conditions and Employment Policies sub-workstream under
the People Workstream have undertaken an extensive piece of work
comparing the HR policies of all five Councils. This work will support not only
the work on terms and conditions for the new Council but also the work
supporting the TUPE transfer of the staff from the Districts to Somerset
Council.

The HR policies, in the main are not incorporated into employees’ terms and
conditions of employment, although there are a handful that contain
contractual terms e.g., sickness absence policy contains the entitlements to
contractual sick pay. This is with the exception noted above, of one District
Council which has incorporated most HR policies into its contracts of
employment.

Due to the size of the task (circa 50+ policies) a priority list of approximately
25 policies are being reviewed with the aim of having updated/new policies
for these 25 agreed and in place for Vesting Day. The list has been shared and
agreed with Trade Union representatives. The selected policies are those that
are the most used by managers and HR. A small working group of officers are
working through these currently. A number are completed in draft form.

For each policy a fundamental set of principles are being applied — (i) that they
are legally compliant, (ii) align with best practice and are as concise and user-
friendly as possible. Where possible, detailed process and guidance is being
moved into guides/supporting documents to assist with keeping the policies
as concise as possible.

HR Admin & Payroll have advised that to meet the SAP build requirements

they require confirmation of any new policies that contain pay and benefit
implications by November 2022.
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1.7

1.8

1.9

1.10

111

There has been full engagement with District HR colleagues as members of
the sub-working group and/or the wider People Workstream.

Following the September LGR Joint Negotiating Forum (a body made up of
trade union representatives and HR representatives), representatives from
UNISON accepted an invitation to join the weekly sub-stream working group
meetings, to be involved in developing the HR Policies.

Once policies have been through the union consultation process, a process is
required for each to be formally approved for implementation.

Under the Council’'s Constitution the HR Committee has a role in terms of
signing off all HR Policies. The relevant extract is below:

“To discuss the conditions of service, hours of employment, remuneration,
training and health, safety and welfare at work of employees of the Council
within the terms of overall County Council HR Policies and Procedures and
make recommendations as necessary.”

In considering the options below the Committee may wish to consider the

following:

2.1

2.2

i) The number of HR policies to be approved.

i) The resources and capacity of the Committee.

ii) That a number of the changes will be relatively minor and will have no
implications for terms and conditions.

Options Considered

Option 1 - HR Committee considers every HR Policy where there has been a
change, however minor. This option is not considered viable for the reasons
outlined above.

Option 2 - Bring to HR Committee any new policy that differs significantly
from the original SCC policy (which has already been approved by this
Committee previously) or is contentious for some reason. For example:

e Where there is a significant/notable change to existing SCC policy

e Something is contractual / is a term or condition

e Where there is a cost implication — for example redundancy compensation
scheme, contractual sick pay, annual leave entitlement determination

e Anything where negotiations and consultations with trade unions have not
enabled a consensus view/agreement to be reached.

Page 28



2.3

24

2.5

2.6

2.7

3.1

41

51

It is also proposed that any significant impact to any District Council partner’s
existing policy is ‘flagged’ for the HR Committee’s awareness.

All other policies not coming under the definitions above would be approved
via delegated authority to the HR & OD Director.

To assist with this, the working group has produced a summary table for each
policy that has been completed in draft to date. This is colour coded and
highlights key changes, any detriments/benefits to any partner organisation,
union feedback etc. This document could therefore be used to inform the
decision as to which policies should be brought to HR Committee and which
could be approved via delegated authority.

On a monthly or appropriate basis an updated version of the summary table
would be shared with the HR Committee Chair to seek agreement as to which
policies require the attention of the HR Committee and which could be dealt
with under delegated authority.

This option is likely to require additional meetings of the HR Committee
between now and vesting day, to allow sufficient time for policy consideration
— potentially monthly. An extra meeting in November would be required to
consider those policies with payroll implications as a priority.

Consultations Undertaken

The proposed options outlined above have been shared with Trade Union
representatives. District HR colleagues have been involved and input to the
proposal.

Implications

The recommendation to adopt option 2 above is designed to ensure that the
requirements of the HR Committee are manageable and realistic. It enables
attention to be targeted at those policies which require further scrutiny/
attention to ensure that legally compliant and fair employment policies are in
place, that are affordable and consistent with the values and culture of the
new Council.

Background Papers

None.
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Agenda item 6

Somerset County Council

Human Resources Committee

— 11 October 2022

Round One Culture Workshops

Executive Member: ClIr Liz Leyshon, Deputy Leader and Lead Member on Finance

and Human Resources

Lead Officer: Chris Squire, Director of Customers, Digital & Workforce
Author: Chris Squire — Director of Customers, Digital & Workforce
Contact Details: chris.squire@somerset.gov.uk

Please complete sign off boxes below prior to submission to Community Governance

Report Sign off

Seen by: Name Date

Legal Tom Woodhams 5/10/22
Corporate Finance | Jason Vaughan 5/10/22
Human Resources Chris Squire 5/10/22
Executive Member | Liz Leyshon 5/10/22
Monitoring Officer | Scott Wooldridge 5/10/22

Summary:

This report presents analysis from the unitary culture workshops
that were run from April to July 2022. The workshops involved
staff from all five authorities, and explored their experience of
culture, what they would like to see in the new Somerset Council
and what they would not like to bring through. The ambition is
to involve staff in the creation of the People Strategy for
Somerset Council and the vision & values for the new
organisation.

Recommendations:

The members of the HR Policy Committee are asked to:

1. Note the analysis and the feedback in the report
2. Provide support for continued staff engagement in this
area.

Reasons for

Recommendations:

Work on creating a positive culture in Somerset Council is
crucial, as we bring teams and services together through the
unitary programme. A strong organisational culture is essential
to the delivery and development of effective services to the
people of Somerset.

Links to Priorities

Part of the People Workstream for Local Government
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and Impact on
Service Plans:

Reorganisation.

Financial, Legal and
HR Implications:

Financial — There are no financial implications to this work.

HR - Work on the development of culture will have a positive
impact on all aspects of HR work, including performance,
recruitment, retention, sickness absence. There is of course an
immediate minor impact on capacity to run these programmes,
however this is an investment that should be made.

Legal — There are no legal implications as a result of this work

Equalities
Implications:

There are no equalities implications that have come out of the
First Round of Culture Workshops. A full Impact Assessment will
be part of the development of the People Strategy.

Risk Assessment:

N/A

Scrutiny comments
/ recommendation
(if any):

N/A

1 Background

11  Local Government in Somerset is being reorganised with the formation of a
single unitary authority covering the work of the current County Council and
four District Councils (Mendip, Sedgemoor, Somerset West & Taunton, and
South Somerset) with effect from 1 April 2023 (Vesting Day). Somerset
County Council remains as the continuing authority.

1.2 Work on developing culture for the new organisation was deemed to be a
‘Tranche One’ product in the Unitary Programme Plan.

1.3 Staff across all five local authorities were invited to take part in a series of
workshops, with 15 sessions scheduled. The workshops were run either face-
to-face, in locations across Somerset, or virtually. They were led by Helen
Thomas, Head of HR at Sedgemoor District Council, and Chris Squire, Director
of Customers, Digital & Workforce at Somerset County Council, and
supported by members of the Culture & Behaviours sub-workstream within
the LGR People Programme.

14 485 staff attended the sessions, with very positive comments received.

1.5  The data from the workshops has been analysed, including over 2,500
comments covering 100 themes. The top 5 themes include Communications,
Ways of Working, Wellbeing, Collaboration/Partnerships and Leadership.
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1.6

1.7

2.1

3.1

41

51

The themes were then analysed against the quotes from the workshops,
showing what staff want to see and what they don't want to experience in the
new council.

Information and contributions from the Workshops is being used to support
the development of the Corporate Plan, Branding and Values for Somerset
Council.

Options Considered

No other options have been explored, the Culture Workshops were developed
within the People Workstream as the best way of talking with and listening to
staff and their thoughts on culture.

Consultations Undertaken

Not applicable

Implications

The implications of this work are that staff will be involved at all levels in the
creation of the ‘look’ and ‘feel’ of the new council, with a clear programme of
continued engagement. This will have a positive impact on service design and
delivery, as we bring teams and services together.

Background Papers

Presentation.
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Together we are delivering your

New Somerset Council

Ge abed

People Workstream
Culture Workshop — Round 1 report
September 2022

- - SOMERSET Somerset West South Somerset

County Council and Taunton __# District Council



Workshop attendance 485 across all events
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Face to Face Virtual

Together we are delivering yoL. 181 304

New Somerset Council




By authority...

Total bookings across workshops

SCC Mendip Sedgemoor SWET

Together we are delivering your

New Somerset Council

5%
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v

SCC Mendip Sedgemoor

Percentage of employees booked onto a
workshop

SSDC 7% 27% 16%




High level view of job role of attendees
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Positive words

learning
wellbeing
Dpe””fasr.lr]_!ﬂdUSiVity engaging transparency
€ inclusion work fairness colleagues
' communit
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Together we are delivering your *When booking their place, attendees were asked to give one positive

New Somerset CounCiI word they associate with workplace culture*




Not so positive........

disengaged
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Verbatim feedback from workshops

"I just wanted to say thank you to you
and the team for running the session
this morning, it was great. Really
enjoyable and felt a very safe space to
share.I have been really impressed with
how involved I have felt with LGR since I
joined SCC."

“Thanks again Chris and the
team. Really great to see
some of our new
colleagues too!”

“Great to meet you all and
to see a few familiar faces!
Thanks for a great session”

Tt abed

“Thank you. I found this
interesting and positive, it
was nice to meet
colleagues from the other
Somerset authorities.”

“What an amazing
opportunity to get together
across all councils and talk
about how we want to work
together”

“Thank you very much for

an interesting session
today, very thought-

provoking session 3"

“Thanks for today's session, “Thanks again for a really
lots of interesting thoughts. enjoyable morning ©)"

Together we are delivering your

New Somerset Council




“Everyone really engaged with her professional but relaxed and
friendly approach. It felt like a very safe space where we could
speak freely and share views and ideas. We decided to attend the
Bridgwater sessions so that we could mix with colleagues outside
SSDC and get their perspective of the work culture they want to

27 abed

see and be able to share our own. I think I can speak for us all and
say we all came away feeling very optimistic about our futures
and inspired that our opinions and ideas for the new council work
culture will be heard and count.”

Together we are delivering your

New Somerset Council




A word about the data...

 Data has been analysed for all of the Round 1 workshops, 15 in total (8
face-to-face and 7 virtual), which took place over the period of 4" April to
29t July 2022

¢ oabed

« All comments from workshop activities were included in the full data set,
verbatim

* More than 2,500 comments were gathered, covering over 100 themes

« Comments including more than one concept counted as “mentions” under
each relevant theme

Together we are delivering your

New Somerset Council




Categories

Themes tend to fall into three broad levels, outlined below.

Flovel " What do we mean by this

Serving Somerset residents, .
setting the right tone for all staff
about how we work with others.

High level and external
factors driving our new
organisation

vt obed

Set by the organisation /
service / team

Influenced by me as an
individual
ownership in it.
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I am personally responsible for
my work and take pride and

Making Somerset Council a .
positive place to work.

Why is this important and what might it look like?

A positive culture emerges more strongly when the
vision and values of an organisation align with our
own personal values.

Strong policies and strategies for working with
our partners and people of Somerset.

Clear principles for working together enable a
happy, motivated and efficient workforce
Staff feel valued and secure and have the right
tools, processes, management and access to
learning and development to support them

I understand expectations of me and how I am
expected to behave as part of a team

I have the right skills to be effective in my role
I am able to develop my skills, knowledge and
behaviour




Key themes

* The next two slides (12-13) show graphs of the top 20 ranked themes (based on frequency of mentions

across workshop activities).

 The following four slides (14-17) give detail about the headline 20 themes, which are the primary focus for

G abed

action (all themes can be found in the full data set which can be shared). The table includes:
» Reference with headline title (A-L)
» What staff have said they want and do not want to see in the new organisation
A few quotes illustrating the theme

 Highest ranked linked themes (top 50), with the rank in square brackets (e.g. [1] indicating the highest
mentioned theme). Relevant themes outside of the top 50 (with 10 or more mentions) are also listed in

grey text without a rank.
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Top 10 mentioned themes

(>70 mentions)
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80

Silos /
cliques /

Delivery /
, outcomes /
Us and productivity
Them’ /

performance
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upskilling
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11-20 ranked themes

Learn from
mistakes /

good
practice

Clarity of
roles,
structures
etc.

Common
goals /
vision /
purpose

Staff
retention /
recruitment
/ turnover /
job security

Reward
and
recognition

Career
progression /

development
opportunities




Ref

A -
Communication

Staff want....

To be well informed across
the whole organisation, with
consistent messaging from
leaders and managers — an
accessible culture where
expectations are clear.

Staff do not want...

To be kept in the dark,
inconsistent messages or lack
of clarity about structure,
roles and responsibilities,
misinformation or lots of
jargon.

Quotes

-"Cross organisation communication and updates to better understand different
services (...)"

+"Opportunities to understand new service teams, start from scratch and get
things right”

-"Regular briefings and mechanisms for senior management/leadership to be
available and accessible”

+"Communication (capturing all staff and different methods)”

«"Setting the right tone”

"Jargon — too much which confuses customers”

-"Engage staff in strategy!"

Relevant theme(s)

-Communication [1]

-Clarity of roles, responsibilities, processes,
teams, structure and service areas [14]
-Engagement / engaged / consultation /
involvement [24]

*Accessible / access / accessibility [41]

Induction / onboarding
Staff Q&As

working practices

balance and is enabled by the
right tools (e.g. policies,
technology and work spaces).

should be done without
consideration of personal or
business need.

"Trust: work life balance - hybrid working - paperless. Improved processes enable
flexibility”

+"Shared accessible workspaces”

-"Adopt newer technologies to help us move forwards”

«"Different teams may require policies and procedures that suit the ways they
work - not one size fits all e.g. social care may have a different need to
communicate than economic development”

g "Flexible working inclusive for staff who have caring responsibilities and also
L(% need to work locally (...)"
I
m . . . . . .
A dyngmlc working appr.oach, Working practices which -Flex!ble / dynam|.c / hybrid / agile ways of
which supports effective dictate how and when work working / responsive [2]
B — Dynamic teamworking, focuses on -"Unhealthy working hours / practices” -Technology / digital / systems [25]

\Working environment / space
Policies

C - Cross-team,
partnership and
external working

Good working relationships
across teams and with
partners (including Members)
to understand and plan how
best to support those we
work for.

Disconnected services that
do not interact with each
other or collaborate on
delivery.

*“Small culture in bigger teams”

-"Outward looking and partnership working — integration, expertise of other
partners"

"Holistic approach”

-"Community relationships and new PCNS"

+"Focus on customer care rather than just figures and performance stats”
-"Officers and Members working well together”

-"Bringing multiple perspectives into integration of systems"

-Collaboration / working across teams and

partners / collective / inclusive / connected
networking / joint working [4]

- Partners / external agencies / customers /

community relationships (e.g. people we

work with) [7]

Members / political direction
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D - Leadership and

Staff want....

Positive leadership which is
accessible, approachable

Staff do not want...

Leadership which is not

relatable and only "talks the

talk". Variable management

«"Strategic and visionary, developing the next generation to take over leadership”
+"Role modelling"
+"Right people in leadership roles"

-"Leadershii visibiliti that not onli 'talk the talk', but 'walk the walk"

«"Consistent management practices across all teams"
«"Dictatorship Management Style”
"Open door policy re senior leadership (approachability / understanding)”

Relevant theme(s)

«Positive leadership [5]

*Managers [10]

*Micro-management [31]

-Supervision / line management / appraisal /

looking after each other and
focusing on wellbeing.

does not support staff when

they need it.

«"Focus on wellbeing in its wider sense as well as H&S"
«"Encourage staff to join support networks - tech champions, wellbeing champions,
so it's not the same people”

Managers and transparent. Supportive [practice, managers that dq not " Appraisals linked to overarching goals" 1:1s / goals, objectives [47]
and trusting managers. trust or understand their e 2 . "
-"Setting goals for staff and periodically reviewing them o . .
teams. " 2 Authoritarian / autocratic / superiority /
+"360 reviews . . .
undermining / dictatorial
Y
QD
‘-8 +"Having a people manager (support for home and work)"
N -"Management need to ensure they known what their staff do and why"
© +"Want to be "human""
-"A caring authority” *Wellbeing / care / kindness / empathy /
To be able to work in a An organisation which does -"Access to support e.g. care f|r§t ' ) friendliness / welcqmmg / wellngss / cheerful
. . . +"Employee Assistance scheme including mental health support helpful / supportive / compassionate [3]
E welcoming, supportive, safe | not care for the wellbeing of |, .77~ """ .
— Care and . . . +"Building time into the day for wellbeing and care and support - staff too busy to  |*Respect [27]
. and caring environment, its staff and customers, that . M . . .
wellbeing care will damage the culture *Motivated / passionate / happy / positive

[36]
-Networking groups (culture champs, tech
champs, mental health first aiders etc) [46]

F — Honesty, trust
and accountability

A culture that is honest,
open and fosters trust. Staff
to be able to be empowered
to be accountable and have

autonomy in decision
making where appropriate.

A culture of blame and lack of

respect, where there is no

transparency. Lack of personal

responsibility or ownership.

+"Freedom to speak — ask questions"

+"No blame culture - it's all a learning curve!"

-"Safe, blame free"

-"Opinions valued, supportive, engaged.”

"Departments being "protective” or seeming to gloss up when things aren't going
so well - makes corporate reporting difficult and sometimes meaningless if it's not
reflecting the true picture”

+"Ok to make mistakes”

*"Faith in people's abilities”

" Ambitious and giving staff the responsibility to make decisions"

e Trust (mistrust / lack of trust) [8]

*Honesty / openness / available / genuine [9]
*Blame / shame [19]

*Accountability / responsibility / ownership
[34]

~Transparent / transparency [34]

*Autonomy [38]

-Empowered / confident / reassured [38]
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Ref

G - Teamwork

Staff want....

Teams that work well
together, supporting each
other and building positive

relationships - feeling unified
and connected in the new
organisation. "One" mentality,
being inclusive.

Staff do not want...

Silos, "Us and Them” mentality
or a feeling of takeover.

+"Clear vision, what iou're workincly towards at all levels. Overarchini ioal.

Quotes
+"Nice team members that are approachable”
+"Respect for colleagues - different approaches to the same issue is actually
ok"
-"Regular wellbeing team meetings that are not about work issues”
"Having each other's back"
«“Division and separation
+“Silo working - need to embrace coming together”
+“Not a takeover”
+"Robust Ethical framework"
-"Values set out - sets expectation for culture”

Relevant theme(s)

*Teamwork / working together / relationship building
supporting each other [6]

«Silos / siloed / cliques / Us and Them [11]

-Common goals / vision / purpose / mission

statement / strategy / looking forwards / planning /

shared understanding [16]

-Shared values / standards / behaviours / ethics [31]

Can do
Processes / procedures / practices

and
development

shared learning and
development, using it to
improve services.

learning from mistakes or
sharing learning and
knowledge.

«"Allow training to be accessed online - also, training should be a right rather
than a reward"

«"Learning environment"

-"Opportunities for all to develop”

-"Graduate and apprenticeship schemes”

Y
Q
t% -Delivery / outcomes / productivity / performance
g "Loss of efficiency” EEfzf?cient / efficiency / streamlining / greener / one-
o An efficient and effective +"Processes to be simple, efficient, flexible and sensible” <y 9/9
. P " ) . . B stop shop / effective [27]
council that manages Waste and inefficiency, +"Perception of inconsistency .Consistency / inconsistency / reliability [38]
H — Delivery expectations and delivers processes that are not «"Well designed workflows" Y y y
focused good outcomes, using up to |  streamlined or focused on Decisions / governance
date and effective tools for effective delivery. -"No duplication” Bureaucrac 9
the job (e.g. digital). -"Keeping delivery at the core of what we do. Outcome led activity" Hierarchy y
\Waste
Environmental awareness / climate
-"Keep examples of existing good practice in services" A . . - .
«"Appreciating the benefits of apprenticeships and developing staff looking Learning / Training / upskilling / Learning and
v Development [13]
to the future. . .
L »Learn from mistakes and good practice / share
An organisation that Stifling staff progression, not learning / knowledge [14]
I - Learning harnesses individual and 9 prog ! +"Training and tools to do the job" 9 9

«Career progression / development opportunities /
personal development / apprenticeship opportunities
[19]

-Compliments / complaints / feedback [42]

Success / failure

+"Organisation for life, good place to work, stickability, career progression"
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Ref Staff want.... Staff do not want... Quotes Relevant theme(s)
i -Embracing / taking forward change / becoming
+"Drive to try new things and learn from failures / successes" ng:tgﬁgrz? / transformation / improvement /
*"Think POSITIVELY about this wonderful new opportunity to build something FABULOUS" . . .
" e «Sticking to old ways of working / resistance to
To embrace change and . *"Progressive -
J- i To stick to old ways of |, . . change / slow or unwilling to change / lost
T . opportunities for : . «"Acknowledgement of time and space for the changes to be embedded - change will take - .
ransformation . . working or be resistant to|,.” ", opportunities for transformation / legacy [27]
transformation, being time - L .
and . . . change for the better, -Innovation / creativity / ambition / problem
. innovative and creative, . . .
improvement . lack of adaptability. m T m . — solving / enabling [30]
responsive to need. «"Lack of flexibility / not open to challenge - "well we've always done it this way . .
" . . . *Adaptable / compromise / responsive [44]
+"Open to new ideas, ways to improve (managers are open to this). Trusted to use your
initiative" Risk
«"Culture of questioning and exploration Challenge
«"Compliments”
) «"Celebrate success”
g «"Simple pay and grading structures”
D -"Each council is equal and should not be criticised or treated poorly because of where they |*Reward and recognition / appreciation / talent /
a1 To feel rewarded, An organisation which |have come from “ job satisfaction [18]
= recognised, listened to, | neglects to recognise [+"Engaging and celebrating good work and dedication” -Listening [21]
valued and included, as staff for their «"Staff awards and recognition” Value (feeling valued) [23]
K - Valued as an individual. An contribution, does not |+"Offer staff perks!” -Equality, Diversity and Inclusion [26]
individuals |organisation that upholds| recognise or encourage | «Inclusive / inclusivity / acceptance [36]
equality and diversity [talent and makes people [+"Feeling that you're being listened to, feeling you have a voice in a safe way” Fairness / equity [48]
principles in all that we |feel excluded, isolated or[*"Have a neurodiversity policy:
do. not represented. - Train all managers & staff in neurodiversity Success / failure
- Recognise what people can do Pay / salary
- Recruitment practices
- Appraisal system needs to be flexible
- Office environment"
+"Losing staff — support network therefore impact on workforce, unrealistic expectations
from customers to services." . . .
+"Temp fixes - bringing in consultants and temporary staff” ;iif:itret[ir;t]lon / recruitment / turnover / job
To retain staff knowledge . . «"Hiring confident, talented people” Y . .
. and ensure services are Lgck of job security and -"Lose valuable expertise” -Staffing / resourcing pressures / skill gaps [42]
L — Security high staff turnover, staff *Workload [48]

and resilience

resourced in the right way
to protect staff from
workload stress.

stress as a result of
resourcing pressures.

«"Psychological safety and accountability”

+"Don't want to see salami slicing of budgets”

«"Under-resourcing and inconsistent resourcing across the organisation”
+"No backlogs (make sure work is up to date)”

«"Fire fighting/overburdened"

-"Overworking / over promising"

Safe
Fear
Pressure / stress
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So what?

Themes have already been used in draft strategies that will sit
underneath the overarching People Strategy (e.g. Dynamic
Working, Wellbeing, Learning & Development, Young People).

The second round of workshops will focus specifically on:
* What we need to do to address the themes

- How we will achieve this (this includes suggested actions to be
taken, as well as dependency prompts which are written in
green text)

* What success might look like / how we could test this
Therefore staff will help us complete the following framework:

ZS obed
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Why is this important?

What do we need? How will we
embed the culture?

How will we achieve this?

What might success look like /
how will we measure it?

A - Communication

We feel informed, involved and engaged —
we know what is happening and have our
say.

Streamlined communications methods,
clear touchpoints for all staff.

Simple corporate and service / team level communications and
engagement frameworks to support effective communication so
there is a clear understanding of the how, when and why. Clear
policies and practices including induction / onboarding.
Communications, organisational design, governance,
technology

B — Dynamic working
practices

We are able to maintain a healthy work-life
balance and are trusted to manage our
workload responsibly and dynamically to
provide the best outcomes for our work.

Clear and fair principles and practices
for dynamic working (guidance around
home, remote, hybrid, office working
etc.)

Dynamic working policy setting out expectations for how we will
work within the new organisation
Ways of working, technology, offices / hubs

C - Cross-team,
rtnership and
@ternal working

We build purposeful networks so that we
can provide the best service for those we
work for.

Partnership working, LCNs,

A\
DD Leadership and
8 Managers

We build a strong new organisation
through positive leadership and
management behaviours and practices.

Recruitment, Leadership development

E — Care and wellbeing

We feel healthy and looked after, which in
turn supports our productivity.

Clear wellbeing strategy including
wellbeing support offer for staff.
Network of wellbeing champions.

Wellbeing

F — Honesty, trust and
accountability

We carry out our responsibilities with
confidence and openness.

People only -?

G - Teamwork

We work together effectively to support
each other.

People only -?

H — Delivery focused

We always keep the customer at the heart
of what we do so that we provide the best
outcomes we can.

Service alignment, transformation and optimisation,
customer panels

I - Learning and
development

We invest in individual and team learning to
be able to be our best.

Learning & Development Strategy

Recruitment - employer branding

J = Transformation and

We are invested in developing our services
to continuously improve, sharing our

People only -?

improvement
success and struggles.
K - Valued as We feel a strong connection to the Development of organisational values [People only -?
individuals organisation because we matter. and behavioural frameworks

L — Security and
resilience

We feel safe and have the personal
resilience to carry on when things are

challenging.

People only -?
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Next steps

« Share this report through governance (Programme Board, Programme Steering
Group and Workstream leads).
 Produce all staff comms to advertise next workshop round and feedback on the
themes collected — focus on how we will be taking action!
| « Take forward recommendations to policies and practice through transition and
beyond, some of which is not exclusively culture or behaviour but is about tools
/ or principles for working (e.g. dynamic working, technology)

« Use Culture Navigators network for facilitation, key messages and feedback

Round 2 workshops

« Use of Culture Navigators to target harder to reach teams and frontline staff,
engaging with representation across all teams and levels (alongside leadership
teams engaging with these groups) HARIBO
Starmpi
« Use as working groups to develop and test policies / frameworks that will A
support staff and the development of organisational values

« Use of culture work — the 'how’ - to complement the T.O.M. — the ‘what’ -
leading to the People Strategy for Somerset Council
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