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THE LEEDS TEACHING HOSPITALS NHS TRUST

TRUST BOARD – 1 JUNE 2006 

POSITION PAPER ON AGENDA FOR CHANGE (AfC) 

1. INTRODUCTION

This paper updates the Board on AfC and draws attention to a number of issues identified during the implementation stage.  These issues were debated substantially at the HQ Management Group on 23 May and the recommendations accepted in full.
2. BENEFITS OF AfC

It is important to recall why AfC was introduced.  It is a new pay system to: 

· support a partnership approach to NHS service modernisation;

· provide the NHS with a job evaluation system to ensure fair rewards and equal pay for work of equal value;

· enable the development of new roles, designed around the needs of the service;

· encourage staff to take on new responsibilities with a clearer connection between  responsibilities and pay, linked to staff demonstrating their competence so improving the overall quality of NHS patient care; and

· to improve recruitment and retention into the NHS.

The former Whitley grading approaches have been subject to legal challenge in other parts of the NHS.  The principle of equal pay for work of equal value provided by the Job Evaluation scheme is vital and does require a consistent approach underpinned by the national agreement and tools.  It is noted that any variations to national terms and conditions can only be with the prior agreement of both the Directors of Finance and HR.    
3. PROGRESS TO DATE

The number of staff covered by AfC is 14,000.  Band outcomes have been notified to 13,500 staff and13,000 staff have been paid on their AfC band.  The simultaneous introduction of the Electronic Staff Record delayed progress on the payment of staff but not on assimilation.  Most of the remain group of staff still to be notified of an outcome are those on the local Senior Manger contract.  To allow scope to complete AfC for the other remaining staff it is recommended that movement of Senior Managers at SM7 and above to AfC is deferred for the time being.  

The results issued to staff are being challenged through the review process.  To date 472 reviews have been received.  Additional resources are to be released into the AfC team to speed up the review process and to focus immediately on any reviews impacting on service and Trust targets.  

77% of staff have an agreed Knowledge and Skills Framework (KSF) outline and 22% of staff have a complete KSF outline. All staff on AfC terms and conditions must utilise KSF as part of the development review and appraisal process.  Band gateways will be used for the first time in October 2006. 

It is estimated that the full cost of AfC in 2005/06 will be in the region of £13.5m, resulting in a shortfall in AfC funding, in 2005/06, of £3m.

4. ISSUES

As AfC becomes fully implemented various issues have surfaced.  These matters are either issues inherent in the national agreement or issues which have been met with a lack of acceptance from some managers and staff.

(a) Issues inherent in the system
The national agreement did not resolve unsocial hours payments leaving former Whitley arrangements in place until such time as further work was completed nationally.  This makes it difficult for managers and staff to agree changes to patterns of work.

The AfC agreement states that senior staff in pay bands 8 or 9 will not be entitled to overtime payments but does not make it clear whether flat rate could be paid.  In some areas the service out of hours depends upon these staff to work overtime.  It is recommended that no additional payment be made where time back can be given or issues could be addressed by exploring new ways of working or deploying staff differently and for such payments to be made a case will need to be made to the Directors of Finance and HR.
Nationally it was expected that 8% of staff would be in a pay protection situation comparing the level of earnings pre and post AfC.  The AfC agreement is open to two interpretations:

· when pay protection applies any additional earnings will be subsumed within the level of protected earnings; or

· additional pay is subsumed into protected pay except where such additional pay results from staff working over and above the hours to which they were previously conditioned.

It is recommended that the second option is applied.  

Grade compression has occurred with supervisors/managers on the same band as the staff they supervise/manage.  Where protection applies there is a requirement to review the post and individual to attempt to move them out of protection.  Both of these situations have the potential to result in change and restructuring.  

Leapfrogging has resulted in longer standing staff moving onto incremental points the same or lower than more recently appointed staff.  Transitional points apply at the point of assimilation where someone’s salary is significantly below the minimum of the AfC pay band.  These have to be fully utilised as part of the national agreement and within the funding regime. 

(b) Issues met with a lack of acceptance

Generic job descriptions have worked well in many areas with consistent outcomes for a group of staff.  However, in other areas this approach was not organised soon enough or supported fully and the matching process has brought different outcomes for staff doing very similar roles.  It is intended that generic job descriptions will be fully utilised.
Changes in terms and conditions have been integral to AfC to bring harmonisation, simplification and to support the principal of equality and fairness.  These do not necessarily support the continuation of working arrangements which have been agreed previously and have been in existence for some time.  A local agreement has been reached on starting salaries.  This supports the principle of equal pay for those with equivalent experience.  In the past managers may have offered salaries to fit with the aspirations of the new recruit.  For the reasons of equality and fairness this is no longer possible unless justified on previous appropriate experience.  Additional increments may have been awarded for additional responsibilities but within the same grade.  This is no longer a possibility under AfC.  It is necessary for the Trust to fully adopt and work with these changed terms and conditions and not to find ways to deviate from them.

Banding outcomes in this Trust are being compared with results in other NHS organisations.  Whilst there may have been apparently inconsistent outcomes there is no guarantee that the role in the comparison Trust has been placed on the correct band or is, in fact, the same role as that in this Trust.  The review process may address some of these apparently inconsistent outcomes but may also in some cases indicate the outcome in this Trust is a valid outcome.  Results are being monitored at a SHA and national level.
There is also a view that AfC does not adequately take into account the skills, knowledge and experience of staff in a Trust of this size and complexity who are not engaged in direct patient care.  However, AfC was designed by experts to produce a fair and equitable pay system based on weighting key factors such as skills, knowledge and freedom to act.  The facility to apply recruitment and retention premia can assist where a sustainable case is made out but, again, there are cost implications.

5. BENEFITS REALISATION

The full implementation of AfC has identified that current arrangements and structures may need to be reviewed.  It was intended AfC would both prompt and support modernisation.  It would be a lost opportunity if this was not now undertaken.  However it is also recognised that some aspects of AfC are impinging on the continuation of current working practices and the good will of staff.  A review of the key risks and possible solutions or wider implications is to be undertaken with immediate effect.
6. CONCLUSION 

The implementation of AfC in a Trust of our size has been a huge piece of work and has, inevitably, resulted in some disquiet amongst staff and managers.  Whilst it is recognised that there are disappointments with some of the band outcomes from AfC the review process is likely to deal with many of these situations.  Where reviews do not deal with the disappointments of staff then managers will need to work with staff and reps to address the resulting problem areas.  The Job Evaluation scheme and AfC terms and conditions must be applied consistently to ensure the Trust has a robust defence to Equal Pay for Work of Equal Value challenges.  Ensuring consistency in an organisation of this size can be difficult but this must be achieved.  We must also take advantage of the tools available under AfC to review and redesign roles, structures and working practices to support service delivery.   

7. RECOMMENDATIONS
The Board is asked to note this report and endorse the recommendations.

RACHAEL ALLSOP
Director of Human Resources

