Agenda Item 11
TO:
Policy and Finance Committee
FROM:
Head of Organisational Management Group 

DATE:
1st February 2007

RANK TO ROLE UPDATE
1.
Purpose

1.1
To advise the Policy and Finance Committee on the progress of the Rank to Role project, further to the presentations previously given to Cambridgeshire and Peterborough Fire Authority.
2.
Recommendations

2.1 The Policy and Finance Committee is asked:

(a)
to note the contents of this report. 

(b)
to agree to this being the final project update as we close the assimilation side of the project.

(c)
to note, it has been agreed it is not appropriate for individuals to appeal to elected members in relation to assimilation; but advise that staff still have the opportunity to raise a grievance on related matters regarding implementation.

3.
Risk Assessment

3.1 Economic – The costs associated with resolution of this project will be reported on by the Fire Authority Treasurer at a later date, but money has been set aside within the budget to cover expenditure  Full costs are being finalised whilst we continue to work on the individual elements of detail associated with back payment to 7th November 2003.

3.2 Environment – This is one of the final elements to be introduced of the 2003 pay agreement with the Fire Brigades Union (FBU).  Issues relating to the agreement are still regarded as sensitive.  
3.2.1 In light of the above, the Committee is advised that no solution delivered on this project would be regarded as positive by all members of the Service.  We may therefore need to deal with some negativity post implementation but will do this through the management chain.
3.3 There are no further risks contained within the update given in this report.

4.
Background 
4.1 An agreement was reached as part of the 2003 industrial dispute to move away from rank to a set number of roles and that guidance would be issued by the National Joint Council (NJC) explaining how this should be done.  This was not received until August 2005.
4.2 It was implicit within this agreement, when assimilation was carried out that posts of Watch Manager and above should be allocated a “job size” and be designated either an “A” or “B” within the role.

4.3 A regional working group was established to look at how best to allocate a job size in order to maintain some consistency within the region.  A framework for this was agreed but acknowledgement was reached by the Services involved that there would need to some flexibility in line with local agreement and negotiated implementation.  As such all services were left in a position to agree individually the approach with their respective trade union bodies.
4.4 A CFRS working group was established in March 2006 comprising representatives from HR, District Managers, Training, Fire Control, and the FBU.  The Retained Fire-fighters Union (RFU) were kept appraised of progress throughout.  

4.4.1 The Committee is advised that this multi-interest (and accountable) working group has been a successful initiative and has received national attention and support from the FBU and the national employers side.
4.4.2 This group met approximately every three weeks to establish options and to debate each of the issues that the Service would need to deal with, including the process, decision, results and logistics.
4.5 An end date of 31st December 2006 was agreed by the group in order to reach final conclusions and agreements.

5. Progress
5.1 Since March 2006 a large number of options have been assessed by the working group and we have looked at everything from not doing rank to role to moving everyone up to a B, or down to an A, within roles.
5.2 The assimilation from rank to role for individuals has been relatively straight forward due to the approach adopted by the team which required individuals to complete paperwork with their line manager to advise of what functions they were carrying out within their role and to identify just how much outside of their role map they were working.
5.3 This gave a great deal of data and for some enabled an individual staff member to sit down with their line manager and discuss what exactly they did in their role.  This meeting data has been recorded and is now used within the performance management aspect of Service management information.

5.4 A joint proposal was prepared at the end of November 2006 and put before the Fire Brigades Union Brigade Committee.  However this was objected to by the officers section of the trade union.

5.5 They were advised by the FBU to suggest an alternative proposal that would cover each of the aspects of the agreement.  
5.6 A suggestion was subsequently made by the officers section with acknowledgement of how hard it was to come up with something which was openly transparent and robust.  

5.7 This suggestion however was not accepted by the FBU due to it not following the national guidelines which were sponsored by the FBU.
5.8 A final proposal was made in mid December 2006 which was aimed at using a points system to differentiate between job sizes with the agreement of all sections of the FBU.  

5.9 With some alteration of the numbers the proposal at Appendix 1 was accepted by the Service on 11th January 2007.
6. Next Steps
6.1 There are a number of detailed steps that now need to be conducted.
6.2
We agreed assimilation from rank to role for pay purposes in 2004/05 but there are a number of key decisions that need to be made due to not having all the information around the outcome of full rank to role assimilation in order to make an informed judgement.

6.3 We will be going back to organisational structure charts from 2003/04; 2004/05; 2005/06 and now taking into account the revised structure adopted as a result of the organisational review in 2006/07.

6.4 It has been agreed that the criteria established the requirements of the service looking back but that post Organisational Review third tier managers now need to make some strategic decisions about deliverables and structural requirements to make this happen.
6.5 An appeals process has been agreed where a grievance is not appropriate and will involve the opportunity to speak with the panel which has allocated individuals to roles and sizes, then a further opportunity to formally appeal.  This appeal hearing will be conducted by DCFO Lawrie Booth and by Mr Stephen Mason, Head of Organisational Management.

6.6 We have agreed a start date of the new roles from 1st April 2007 and advise the Committee that unless directed, this will be the assimilation side of the project closed and will therefore be the final update submitted to the Policy and Finance Committee.  The remaining issues are now logistical and will be dealt with by officers of the Service.

6.7 A review will be scheduled in April 2008 to evaluate the any further issues that arise as a result of the rank to role projects work.
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Appendix 1
	ROLE
	CRITERIA

	WM A & WM A(C)


	Conforms to WM rolemap plus 5 or less management points 

	WM B & WM B(C)


	Conforms to WM rolemap plus 6 or more management points 

Specialist Role


	SM A & SM A(C)


	Conforms to SM rolemap plus 30 or less management points

	SM B & SM B(C)


	Conforms to SM rolemap plus 31or more management points 

Specialist Role


	GM A & GM A(C)


	Conforms to GM rolemap plus 145 or less management points

	GM B & GM B(C)


	Conforms to GM rolemap plus 146 or more management points

Specialist Role


	AM A


	Conforms to AM rolemap plus 700 or less management points



	AM B


	 Conforms to AM rolemap plus 701 or more management points 

Specialist Role



Management Points System

	ROLE
	MANAGEMENT

	CM
	2 points

	WM
	4 point 

	SM
	8 point 

	GM
	16 point 

	AM
	32 point 
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