Personnel Sub-Committee

Minutes of a meeting held on 9 April 2010 at 6.00 pm at East Northamptonshire House,
Thrapston
Present:
Councillors

David Oliver
Mark Lovell
Sharn Matthews
Katy Everitt
Keith Osborne

Roger Glithero (Chairman)
David Brackenbury
Wendy Brackenbury
Sylvia Hughes
Andy Mercer (Leader of the Council)
Chief Executive (DO)
Executive Director (ML)
Executive Director (SM)
Head of Organisational Development (KE)
Democratic Services Manager (KO)

Before the start of the meeting, Members took time to read a third “set” of comments from
staff on the proposed restructure (item 5.0). These were laid on the table.
Action

1.0

MINUTES OF PREVIOUS MEETING

1.1

The minutes of the meeting held on 15 February 2010 were approved and signed
as a correct record.

2.0

APOLOGIES FOR ABSENCE

2.1

There were no apologies.

3.0

DECLARATIONS OF INTEREST

3.1

Councillor Andy Mercer declared a personal interest in item 5 as a consultant in
IT systems relating to Revenues and Benefits and Customer Services and
remained in the meeting during the consideration of that item.

3.2

Katy Everitt declared a personal and prejudicial interest in item 5 as a Head of
Service affected by the proposals but remained in the meeting during the
consideration of this item.

3.3

David Oliver, Sharn Matthews and Mark Lovell declared a personal interest in
item 5 and remained in the meeting during the discussion on the item.
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4.0

QUESTIONS

4.1

There were no questions.

5.0

PROPOSED MANAGEMENT RESTRUCTURE

5.1

Further to minute 8 (15 February 2010), Members received a further report from
the Chief Executive on the proposed management restructure at Heads of
Service level. The Sub-Committee had, at that meeting, extended the timetable
for the process, to culminate in appointments to Heads of Service posts by 14
May 2010.

5.2

The feedback from staff from the second consultation phase up to 31 March had
been circulated with the agenda papers on 31 March. Comments received on 1
April had been circulated on 6 April. A third “set” of comments, which were
received after 1 April, were laid on the table. Responses from SMT to all the
comments made were included in the papers submitted to the Sub-Committee.

5.3

Referring to some of the comments, the Leader of the Council emphasised that
neither he, nor the Chief Executive, had said that there would be no
redundancies.
However, it had always been the wish to try to avoid
redundancies. In the current economic and political situation, with uncertainty
about the measures which would be taken by an incoming Government, and the
effect on the Council, it was recognised that further cost savings would probably
need to be made, and that these were likely to involve Members making
decisions about priorities rather than take the form of another restructure.

5.4

The Chief Executive advised that the proposed structure at Head of Service level
(set out in Appendix A attached to these minutes) remained unchanged from the
initial consultation. However, he drew attention to the following points:•
•
•

•

•
•

Housing Strategy would now remain in Planning services
Management of CCP would sit within Customer Services
Some changes had been made to the proposed reporting lines in
particular service areas, and the middle manager structure had been
developed
The structure at middle manager level within the proposed Customer
Services and Resources & Organisational Development service areas
included some new posts to ensure the Head of Service roles were
primarily strategic and managerial rather than operational
The number of direct reports to Heads of Service had been reduced from
38 to 25
Job descriptions for the new Head of Service posts and the six new
middle manager posts had been published following consultation with
Unison.

5.5

It was emphasised that the new Corporate Management Team would need to be
focused on service improvement in an increasingly challenging financial situation
and the proposed structure was designed to strike a balance between delivering
essential cost savings and creating an environment where continuous
improvement could be achieved with fewer resources.

5.6

The Sub-Committee noted that the total estimated annual savings would be
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£128,000, although there would be some one-off costs depending on what
appointments were made. These were not expected to exceed two years’ cost
savings and were likely to be considerably less. The financial profile included
provision for an additional post to support and help accelerate the drive for
service improvement and efficiency.
5.7

Members supported the proposals and it was
RESOLVED TO RECOMMEND:
(1) That the rationale for the restructure, as set out in paragraph 5.5 above,
and the expected total financial savings identified in paragraph 5.6, be
noted.

DO

(2) That all three “sets” of consultation feedback be noted and that staff be
thanked for their participation and involvement in the process and their
considered and helpful comments.

DO

(3) That the proposed management structure set out in Appendix A on
page 4 of these minutes, be approved.

DO

(4) That regular reports be made to the Sub-Committee on the precise
savings, transition costs and wider cultural changes achieved as a
result of the restructuring.

DO/
RR

6.0

PROBATIONARY POLICY & PROCEDURE

6.1

Members considered a new Probationary Policy and Procedure, which aimed to
ensure that new employees:•
•
•

6.2

Received additional support from their line manager during their first six
months of employment.
Knew the standards expected of them and has the appropriate support from
their manager to enable them to attain them.
Knew what will happen if, despite support, they are not able to achieve the
standards expected of them.

It was
RESOLVED:
That the new Probationary Policy and Procedure, set out in Appendix B to
these minutes at pages 5 to 14 be approved, subject to it reflecting, in
section 13.0, the correct Officer names following approval of
recommendation 5.6 (3) above.

7.0

DATE OF NEXT MEETING

7.1

The date of the next meeting was confirmed as Tuesday 8 June 2010 at 2pm.

KE

KO

Chairman
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Appendix A
Revised proposed middle management structure
(defined as direct reports to Heads of Service)

•
•
•
•
•

Customer Services
Revenues
Manager
(new post)
Benefits
Manager
(new post)
Customer
Services
Manager (new post)
Community Services
Manager (new post)
Communications
Manager

•
•
•
•
•

Resources & OD
Finance
Manager
(new post)
HR Manager (new
post)
Democratic Services
Manager
Solicitor to the Council
Policy & Performance
Manager

Environmental Services
• Commercial
Health •
Manager
• Environmental
•
Protection Manager
• Waste Manager
•
• Admin team leader

ICT
ICT External Support •
Manager
ICT Internal Support •
Manager
ICT
Infrastructure •
Manager
•
•
•

Planning Services
Development Control
Manager
Planning
Policy
Manager
District Development
Manager
Building
Control
Manager
Housing
Strategy
Manager
Admin team leader

Notes on structure:
• Customer Services - All four new posts will be ring-fenced to relevant internal applicants. The structure below those new posts will be
determined after appointments have been made – the overall number of posts is not expected to increase. Land Charges will report to the
Customer Services Manager.
• Resources & OD – The Amenities Manager and the External Funding Manager will report to the Finance Manager. The reporting line of
the Business Analyst will be decided once the Head of Service is in post. The Central Admin team will be split so that each service has its
own dedicated admin support.
• ICT – The Senior Systems Developer will report to the ICT External Support Manager as the Senior Web Developer. The ICT Programme
Manager will report to the ICT Infrastructure Manager and the Information Governance and Programme Manager will report to the ICT
Internal Support Manager.
• Environmental Services and Planning Services – The administration team leaders will report direct to the Heads of Service but will not
form part of the Council’s Middle Manager Team.
SMT – 9 March 2010
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Appendix B

East Northamptonshire Council
Probationary Policy and Procedure - Version 0.1 (04.08.2009)
Author: Tricia Orr, HR and Payroll Supervisor

Page 5

Document Version Control
Author (Post holder title)
Type of document (strategy/policy/procedure)
Version Number
Document File Name
Issue date
Approval date and by who (SMT / committee)
Document held by (name/section)
For internal publication only or external also?
Document stored on Council website or
Eunice?
Next review date

Tricia Orr, HR and Payroll Supervisor
Policy and Procedure
1
Probationary Policy and Procedure

Organisational Development
Internal only
Eunice

Change History
Issue
0.1

Date
04.08.2009

Comments

NB: Draft versions 0.1 - final published versions 1.0

Consultees
Internal
e.g. Individual(s) / Group / Section

External
e.g. Stakeholders / Partners /Organisation(s)

Heads of Service, Xchange, UNISON, SMT, Personnel
Sub Committee

Distribution List
Internal
e.g. Individual(s) / Group / Section

External
e.g. Stakeholders / Partners /Organisation(s)

All employees

Links to other documents
Document

Link

Disciplinary Policy and Procedure
Recruitment and Selection Handbook

Additional Comments to note
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1.0

Introduction

1.1

It is the policy of East Northamptonshire Council is that new employees, regardless of previous local
authority employment, will have a six months probationary period.

1.2

This Probationary Policy and Procedure sets out the steps that will be taken to manage staff during
their first 6 months of employment. In summary these include:
Informal
•

The line manager will hold frequent one-to-one meetings with the employee to ensure they are
supported, understand their role and responsibilities and are given clear and constructive
feedback on how they are doing.

Formal
If there are concerns with the employee’s performance the line manager should first attempt to
resolve them through the informal one-to-ones. Where that does not resolve the concerns, the line
manager will follow these steps:
•

Hold formal meetings with the employee to discuss the standards required of them, provide
clear and constructive feedback on where they are not meeting the required standard, agree
outcomes to be attained and additional support and training (where appropriate).

•

If, over an agreed period, performance does not improve advising the employee of the actions
that will be taken by the Council

2.0

Statement of Intent

2.1

This policy and procedure outlines the Council’s approach to managing staff during their
probationary period. The aim of this policy is to support performance improvement.

2.2

It aims to ensure the employee:
• Receives additional support from their line manager during their first six months of
employment.
• Knows the standards expected of them and has the appropriate support from their manager
to enable them to attain them.
• Knows what will happen if, despite support, they are not able to achieve the standards
expected of them.

3.0

Scope

3.1

This policy and procedure applies to all employees of the Council covered by Green Book NJC
terms and conditions (available for reference from the Organisational Development (OD) service
area).

3.2

Employees who transfer from within local government service will also be required to serve a
probationary period. They will, however, remain entitled to have their previous service recognised
for annual leave, sickness, maternity, adoption, redundancy etc purposes in accordance with the
NJC National Agreement on Pay and Conditions of Service (Green Book).

4.0

Outcomes

4.1

The outcomes to be delivered by this policy and procedure and the links to the Council’s corporate
outcomes are as follows:

East Northamptonshire Council
Probationary Policy and Procedure - Version 0.1 (04.08.2009)
Author: Tricia Orr, HR and Payroll Supervisor
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Probationary policy and procedure outcomes

Links to corporate outcomes

• Improved overall performance of the Council
through employee performance
• Employees are treated fairly and consistently
• Employees understand how probationary matters
will be dealt with by the Council
• All employees have every opportunity to achieve
the required standard for their role with the support
of their manager before any consideration is taken
to terminate employment
• Managers understand and are supported by the
Council in probationary matters
• Application of the policy and procedure is nondiscriminatory

• Effective Management
• Members and staff with the right
knowledge, skills and behaviours

5.0

Manager’s Responsibilities

5.1

Managers are responsible for setting realistic and achievable outcomes and making sure employees
understand what is required of them. They should ensure that adequate instruction, training and
supervision is given to the new employee to enable them to reach the required standards.

5.2

Care in recruitment, selection and training will minimise the risk of unsatisfactory performance.
Managers are required to:
•

Prepare a six month training and development programme which will help the employee to
achieve the standards expected of them

•

Discuss and explain with the employee on their commencement:

(i) the standards of work required – this should be clearly explained and documented in
an action plan

(ii) the support that will be provided to the employee to enable them to achieve the
standards

(iii) the conditions of the probationary period - that it is normally for a period of six months,
however, the length could potentially be shortened (i.e. early termination) or
lengthened, dependant upon the review process and notice periods.

(iv) the process that will be followed if they fail to meet the required standards
•

•

Undertake reviews and assessments with the new employee and ensure that they:
i)

give clear and honest feedback

ii)

highlight things that have gone well

iii)

if applicable clearly identify the need for improvement in particular areas;

iv)

explain to the employee the improvement that is required, the support that will be
given and when and how performance will be reviewed;

Hold a probationary review meeting with the employee after their third and sixth month of
employment, or more frequently if required. OD will provide managers with a standard
Probation Review Form for this purpose.
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•

Consult with and seek the support of OD to ensure that they are made aware of any ongoing
issues.

5.3

It is important that the manager does not restrict the progress meetings to discussions of any
problem areas, but also identifies and comments on the positive outcomes that the new employee
has achieved.

6.0

Training and Supervision During Probationary Periods

6.1

Proper training and supervision are essential to the achievement of satisfactory performance by
employees. Managers therefore must have frequent discussions with new employees during the
probationary period about their performance.

6.2

These discussions should be a two-way process and provide both the manager and the employee
with the opportunity to discuss progress on a one-to-one and confidential basis. It is important that
positive outcomes are discussed and the employee is congratulated on their achievements.

6.3

Where any concerns have arisen about the employee's performance, the manager should discuss
these fully and openly with the employee and an action plan to remedy the problem should be
agreed. The manager should always adopt a supportive attitude.

6.4

It is important that notes are made of any discussions with the employee regarding performance;
these should be kept on their personnel file held by OD.

6.5

Any assessment criteria that a manager uses during a probationary period must be nondiscriminatory and should be applied irrespective of racial group, sex, marital status, disability,
sexual orientation, religion or belief, or age and must be relevant to the requirements of the job.

7.0

Dealing with Unsatisfactory Performance

7.1

In all cases the cause of unsatisfactory performance should be investigated with the employee. The
following guidelines will help to identify the cause and assist in ensuring that appropriate action is
taken:
•

establish the facts - ask the employee for an explanation and;

•

if the reason is lack of necessary skills then ensure the employee is provided with the relevant
training (if appropriate) and the time to reach the required standard within the probationary
period;

•

issue an agreed improvement plan if appropriate and discuss this with the employee to
encourage them to reach the required standard;

•

if, despite encouragement and assistance, the required standard cannot be reached, then the
manager must carefully consider whether the employee has reached the required standard
expected of them in order to be transferred to the permanent establishment of the Council.

Note: An employee should not normally be dismissed because of unsatisfactory performance
unless warnings and a chance to improve have been given.
8.0

Support from Organisational Development

8.1

OD are responsible for monitoring all probationary periods of new employees. They are also able to
provide comprehensive advice, support and guidance to managers who are operating the
probationary period policy. If a manager has any concern about an employees ability to
successfully complete their probationary period they should let OD know as soon as possible.

9.0

Extending the Probationary Period

9.1

Managers have the option to extend an employee’s standard probationary period up to a maximum
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of a further three months (9 months in total). However, any decision to do this should be taken after
careful consideration of all the reasons for the potential extension and whether sufficient guidance
and support have already been given to the employee.
10.0

Action in Serious Cases

10.1

Where an employee commits a single act or error and the actual or potential consequences of that
act or error are, or could be, extremely serious, warnings and the opportunity to improve may not
then be appropriate. In these circumstances, a manager may decide that it is appropriate for the
employee’s employment to end.

10.2

Depending on the severity of the error or action, the employee could then either be given notice that
their employment will terminate either at the end of the probationary period and it will not be
extended; or given one month’s notice in accordance with their contract of employment, which could
either be worked or paid in lieu.

11.0

Termination of Employment under the Probationary Period

11.1

If employees are unable to achieve a satisfactory level of performance despite support and clear
feedback being given, the availability of suitable alternative work should be considered. If such work
is not available (or it is not appropriate to do so) the situation should be carefully explained to the
employee before informing them that their employment will be terminating.

11.2

In these circumstances, managers must ensure that their processes have been reasonable and fair
and that the employee has been communicated with throughout the probationary period and been
given every opportunity in which to perform to the required standard.

12.0

Trade Union Involvement

12.1

During the probationary period, both informal and formal meetings will occur between a manager
and the probationer to ensure that the requirements of the training programme are being met.
Union involvement would not normally be expected to be required at these times. However, where
a manager has serious concerns about the employee’s ability, skills or knowledge and they believe
it may be appropriate for a probationary period to be either extended or not confirmed, the
employee should be given the opportunity to have either a union representative or a work colleague
present at any further review meetings. It may also be appropriate at this point for support to be
received from OD (see notes above).

13.0

Appeals against Termination

13.1

(a)

Employees who have had their contract terminated have the right to appeal against the
decision

(b)

The employee must write to the Head of OD within five working days of receipt of the letter
confirming their termination. The appeal letter must clearly explain the grounds for their
appeal

Appeal Hearings
(a)

OD will give the employee at least 5 working days’ notice in writing of the appeal hearing. The
letter should include the following:
• Date, time and place of the appeal hearing
• Name of the individuals conducting the hearing
• Name of the OD representative who will attend the appeal hearing
• Copies of all written evidence which will be referred to
• A copy of the Council’s Probationary Policy and Procedure
• Consequences of non-attendance (the appeal hearing may proceed without the
employee)
• The employee’s right to be accompanied
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(b)

Appeal hearings will be conducted by two members of SMT, one of whom will chair the
hearing. They will be supported at the appeal hearing by either the Head of OD or the HR
Advisor

(c)

The employee has the right to be accompanied at the appeal meeting by either a Trade Union
representative or a work colleague

(d)

The decision of the appeal panel is final and there will be no further right of review

(e)

The conduct of appeal hearings is set out in the Disciplinary Policy and Procedure –
Appendix C.

14.0

Monitoring of Policy and Procedure

14.1

This policy and procedure will be reviewed every 36 months.
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Appendix 1

East Northamptonshire Council

3/6 Month Probation Review Form
This report should be completed, the employee interviewed and this form returned to Organisational
Development at least one week before the report is due.

Private & Confidential
Name:
Service Area:
Date of 3 month review:
Date of 6 month review:
Position Held:
Start date:

Section 1
Please comment on the following key areas by selecting the appropriate score.
1 = Excellent

2 = Good

Key Area

3 = Satisfactory

Score

4 = Requires improvement

Comments

Attendance/timekeeping
Communication Skills
Service Delivery
Team Work
Behaviour
Customer Focused
Level of Contribution
Overall Performance

Number of days off due to health issues in last 3
months:

Section 2
Please provide your assessment as to the individual’s general suitability for the post. You should
consider where they have done well and any areas where they need to improve.

East Northamptonshire Council
Probationary Policy and Procedure - Version 0.1 (04.08.2009)
Author: Tricia Orr, HR and Payroll Supervisor
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Section 3
Training requirements

Section 4
Outcomes
Measure- how will
you measure it

Target

Key actions and
dates

Additional
resources

Risks to manage

Section 5
The individual should be encouraged to comment upon their probation experience.

Section 6
Manager
Do you recommend that this probationary employee be transferred to the established staff?
(Six month interview only - if NO, please state why)
�
�

Yes
No

Employee
Have you read this report?
�
�

Yes
No

Signed:
Signed:

(Individual)
(Manager)
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Date:
Date:

