HOME OFFICE DEPARTMENTAL REFORM –

HEADQUARTERS STAFFING IMPLICATIONS

Purpose

This guidance covers the general procedures to be followed during restructuring in headquarters functions across the Home Office (including the Prison Service) and the consequent redeployment of staff who may become surplus. This is to ensure a coordinated and more effective approach to managing staffing reductions and redeployment as part of the commitment to deliver further efficiencies within headquarters functions in line with the Home Office departmental reform programme.  Although this guidance is intended for headquarters units, the need to maximise redeployment opportunities means that Governors should bear these arrangements in mind when looking at staffing issues for administrative posts and apply the same principles of the attached guidance wherever it is practicable to do so. 
2.
This guidance framework largely re-states existing Prison Service policy but also introduces new arrangements agreed by the Home Office Group Executive Board (GEB). While the exact approach to restructuring in Prison Service headquarters will differ depending on the particular business needs, the expectation is that this framework should in all cases apply.  Although this guidance is intended for headquarters, the need to maximise redeployment opportunities and meet the commitment given by GEB to effectively manage redeployment of surplus staff means governors will also need to bear these arrangements in mind when looking at staffing issues for administrative posts and apply the same principles. Heads of Group should ensure that the Trades Unions are consulted about the plans for any restructuring at the earliest opportunity in line with the normal requirements.
3.
The guidance covers:

· Section 1:  The use of temporary promotion 

· Section 2: The use of temporary workers

· Section 3: New controls on establishing new non-operational senior manager C to A posts 

· Section 4:  Arrangements for restructuring and managing staffing reductions;

· Section 5:  Procedures to be followed for redeploying surplus staff.

Background

4.
This guidance is based on existing Prison Service policy and procedures.  It has been agreed with the Home Office as part of the wider arrangements for managing staffing reductions and the redeployment of surplus staff across the Home Office Group as a result of the Home Office Departmental Reform programme. The Home Office Group Executive Board (GEB) has specified the additional requirements set out in this note and the overall framework for managing restructuring and downsizing in headquarters about which the Trade Unions were consulted.

5.
To avoid the potential for compulsory redundancies in the Home Office, it is intended to maximize the opportunity for vacancies to be matched to staff who are surplus or who are potentially surplus. The arrangements for mitigating against the need for compulsory redundancy are set out in Home Office Notice 37/95 and these remains in force. This includes that the Department should ensure that staff are redeployed and that opportunities for doing so are not unnecessarily limited, for example, through inappropriate use of temporary promotion or use of temporary workers. 

Section 1 - Use of Temporary Promotion  

6.
The commitment to avoid compulsory redundancies by redeploying staff who are surplus means that opportunities to provide appropriate vacancies must be maximised. Inappropriate use of temporary promotion reduces the number of vacancies to which surplus staff can be redeployed.   

7.
There is no intention to ban the use of temporary promotion or change the current arrangements for approving it. The appropriate use of temporary promotion is critical to maintain business delivery. However, regardless of whether a particular unit is restructuring or not, the position of staff on temporary promotion should now be reviewed in order to consider whether temporary promotion remains appropriate.  The arrangements should then be kept under regular review.  Heads of Group should take urgent steps to ensure:

· the position of those staff who have been on temporary promotion in permanent posts is reviewed. If there are no exceptional reasons why a period of temporary promotion should continue, it should cease; or

· the post is advertised allowing the incumbent to apply in open competition (where they are eligible); or

· where appropriate, temporary promotion is substantiated through managed progression/promotion.

8.
Directors should monitor compliance with this requirement in their Directorate and consult with the relevant Trade Union as necessary.  The Headquarters Personnel Team will provide Directors with a quarterly report outlining the number of staff on temporary promotion in their Directorate.  

Section 2 – Use of Temporary Workers

9.
The approach to using temporary workers is similar to that which applies to temporary promotion. The appropriate use of temporary workers is important to business delivery, particularly during the implementation of major change programmes where resourcing may need to be more flexible. There is therefore no intention to ban the use of temporary workers or change the current arrangements for approval.  However, vacancies that are filled by temporary workers reduce the opportunities to permanently redeploy staff who are surplus or potentially surplus. 

10.
Heads of Group and, in the case of administrative staff, governors should take urgent steps to ensure:

· the need for temporary workers to continue to be employed is reviewed;

· the need to engage new temporary workers is restricted to circumstances where it is essential to do so.

11.
Directors should monitor compliance with this requirement in their Directorate.

Section 3 – Controls on New HQ Posts in Non-operational Senior Manager Paybands C to A

12. The Group Executive Board has agreed that all new, non-operational posts at Home Office Grade 6 equivalent (senior manager C to A) must be approved by HR.  This is as a result of growth at Grade 6 level across the Home Office in recent years.  GEB have specifically extended these controls to all parts of Home Office headquarters, including the Prison Service.
13. Until further notice, all requests for new non-operational senior manager C to A posts in headquarters (including Area Offices) need to be notified to Graham Howard, Personnel Management Group, in advance, with a brief business case to support the proposal.  The Director of Personnel will need to approve each request following consultation with the Home Office. 
Section 4 - Restructuring

14. During any restructuring process in headquarters, it is important that the Trades Unions are consulted at the earliest opportunity.  Advice can also be sought from the appropriate PMG Delivery Partner.  

15. Once roles in the new structure have been decided, the following guidelines should be adopted depending on the extent of the changes to individual job roles. However, it is likely circumstances may dictate a slightly different approach.

· No major change in role – where an individuals’ post following restructuring is largely the same as what they had been doing before (i.e. around 70% of the job remains the same) they can be “slotted” into a new role without any competition. 

· No major change in role but jobs fewer in number – where jobs remain the same but will be fewer in number (e.g. 5 AO caseworker posts in a unit now reduced to 3) a local competition to fill posts must be held, restricted to the staff directly affected.   

· Change in role and same number of posts overall – unless there are particular and significant new skills or competency requirements for the new role, existing staff should be considered for new roles.
· Change in role but jobs fewer in number – where jobs are different following restructuring but are now fewer in number, a “local competition” should be held (see below), limited to the staff directly affected.

· Job ceases altogether and no appropriate vacancy in the business unit exists or staff are unsuccessful in a local competition – staff are declared surplus. 

Local Competitions

16. Local competitions in these circumstances should be restricted to an appropriate pool of staff. This will need to be determined on a case-by-case basis, and the Trades Unions consulted.  For example, competitions may be limited to the staff directly affected by changes to particular types of job in a unit, to all staff at the same grade liable to be surplus in a particular business unit or, in the case of larger scale restructuring, a geographical area.  In exceptional circumstances, a competition targeting staff in a particular discipline or activity, or at a particular grade, may be appropriate.  However, consideration should first be given to whether this is acceptable in the context of the objective to redeploy surplus staff successfully, and given the potential size of any competition.  

17. Particular consideration should be given where staff surpluses involve those working in remote locations and where redeployment opportunities will be limited.  In such circumstances, opening vacancies to staff from other locations may make redeployment for those in remote locations more difficult to achieve. At the same time PIT expenses may unnecessarily be incurred. 

18.
Where a local competition is held, the following principles for selection will apply:

· Staff can be invited to state a preference for posts in a new structure so long as at least one post is listed. If staff do not state any preference, this will not make them liable to be declared surplus and they should still be considered for an appropriate post in the new structure (via Managed Posting arrangements if necessary);

· Local competitions are intended to consider staff whose posts are liable to cease and should not be opened up to other staff whose jobs are unaffected by restructuring;

· The exact selection process for any competition will be for line management to decide in consultation with Trades Unions, but the process must be consistently applied and competency based. The process should not necessarily require application forms to be submitted.  The process may include:

-
Consideration of a CV and/or SPDRs

-
An interview (other factors such as line manager assessments may also be taken into account);

· Selection to be based on a reasonable skills match;

· Ranking of candidates in order of merit, with a written record of decisions being retained.

19.
Where a post remains vacant following a local competition, the normal procedures governing the filling of vacancies should apply. Currently, recruiters must follow a separate Cabinet Office protocol to ensure surplus Civil Servants are considered for vacancies before externally advertising the post.
Section 5 - Redeployment 

20.
The Prison Service will make every effort to redeploy headquarters staff who are declared surplus or who are potentially surplus, underlining its commitment to avoid compulsory redundancy. For this reason, administrative posts in establishments may offer appropriate redeployment opportunity for some headquarters staff. 

21.
Staff who are surplus will be redeployed in accordance with the following stages:

Stage 1 

· The Directorate must first seek to manage any surpluses in their own business area by matching staff to vacancies. This protocol is one already agreed by PSMB. If there is more than one surplus member of staff in the Directorate to be considered for a vacancy, a local competition should be held (as above).

Stage 2 

· Non-operational staff who cannot be redeployed within their own Directorate (and managing surpluses within the directorate must always be the first step) will enter a redeployment network. Redeployment networks have been established across the Home Office Group in response to the restructuring associated with the Departmental Reform programme. There are separate networks for the Prison Service, core Home Office and IND. Staff remain the responsibility of their existing unit throughout the time they are in the redeployment network and managers must continue to provide full line management support, including appropriate work for the grade.

· Brief details of headquarters non-operational staff who cannot be redeployed within their own Directorate should be forwarded to the PMG Delivery Partner Team (see “contacts” at the end of this note), to register as part of the network.  

· Once part of the Redeployment Network, staff will be put forward by the HQ Personnel Team for suitable vacancies in the Prison Service and, where appropriate, the wider Home Office and possibly other government departments.  Support will be given to staff who are surplus and posting options will be discussed. In headquarters, personal interviews will be offered by the Delivery Partner team, redeployment procedures will be explained and help given with preparing CVs and other support provided. The Delivery Partner Team will also broker transfers;  
· Wherever possible, and if there is adequate flexibility at the time, staff who are surplus will be matched to their preferred posts/locations. However, this may not always be possible as the overriding consideration will be ensuring timely redeployment of staff into a reasonable, alternative post. 

Stage 3

· At any time whilst in the redeployment network, staff may be offered voluntary severance terms.

Surplus Staff:  Consideration for Alternative Posts

22.
When considering surplus staff for redeployment, the following principles will apply:

· Headquarters non-operational staff who are surplus will, where practicable, be offered an interview with their PMG Delivery Partner. A CV will be requested using a template, also available from the PMG Delivery Partner Team.  Details of surplus staff will be held on a database so they can be matched to available vacancies as they arise;

· When being considered for a post in the Prison Service or Home Office for which there appears to be reasonable skills match, staff who are surplus will not normally be expected to apply for a vacancy through the normal selection procedures or to be in competition with other staff who are not surplus.  (Very exceptionally, it may be determined that a post should be filled through open internal competition from the outset due to particular skills requirements e.g. a specialist role etc);  

· Staff will be expected to accept an alternative posting that is reasonable, through the Managed Appointment procedures. An alternative post will be considered ‘reasonable’ where the post is at the same grade, does not include unrealistic training demands or specialist skills requirements or, for non-mobile grades, is not outside of normal journey to work times (currently 90 minutes into London, and 75 minutes outside of London by public transport); 

· Line managers of units who have vacancies will be expected to accept staff who are surplus where a reasonable match is identified. Managers will need to justify their reasons in writing when they judge a particular posting would not be appropriate, so appropriate feedback can be given to staff. Reasons may include the need for particular, specialist skills or knowledge and/or that the nature of the work is very high profile, particularly where there is close Ministerial interest or significant risk present in the post holder’s role;

· Consideration of a member of staff who is surplus for a vacancy may be based on:


-
A curriculum vitae;

- 
Interview

-
Additional information such as SPDRs

Contacts

23.
For further advice on any issues covered in this guidance, or on handling restructuring and redeployment matters generally, please contact the HR Delivery Partner team in PMG:

PMG Delivery Partner Team (amended 1 November 2006)
DG, High Security and Operational Directorates

Graham Howard 020 7217 2806 (graham.howard@hmps.gsi.gov.uk)

Ben Smith 020 217 6995 (ben.smith@hmps.gsi.gov.uk)

Finance and Personnel Directorates

Derek Smith 020 7217 6193 (derek.smith03@hmps.gsi.gov.uk)

Steve Wardle 020 7217 6852 (steve.wardle@hmps.gsi.gov.uk)

Kim Hersant  020 7217 6367 (kim.hersant@hmps.gsi.gov.uk)

Other contacts

Approval of New Non-Operational posts (Senior Managers C-A)

Graham Howard 020 217 2806 (graham.howard@hmps.gsi.gov.uk)

Personnel Management Group

