Standing Committee for Chief Officer Grades 


To: 
The Chair of the Probation Trust 

The Chief Executive of the Probation Trust 

(Copy enclosed for the Head of Human Resources)    

The Secretary to the Probation Trust 

The Treasurer of the Probation Trust 

 Members of SCCOG
 7 November 2012

SCCOG CIRCULAR NO.3/2012

Review of Chief Executive Pay and Conditions
Chairs and Chief Executives will be aware, as agreed by SCCOG, there is to be review of Chief Executive pay, terms and conditions.  The first stage of the review is to evaluate all Chief Executive posts using Hay methodology.  In order to support the Hay job evaluation process two workshops for Chief Executives are planned as follows:

· 21st November, London, 1000, Room 411 on the 4th floor at Grenadier House, 99-105 Horseferry Road, London SW1.

.

· 27th November, Wakefield, 1030, conference room at West Yorkshire Probation Trust Head Office, Cliff Hill House, Sandy Lane, Wakefield WF1 2DJ.
The workshops should last around two and half hours and will be led by Jonathan Wright, Hay JE specialist and David Walton, National Secretary GMB/SCOOP.  Please note that the London workshop is limited to a maximum of 20 people. 
The purpose of the workshops is to provide advice regarding the completion of the Hay Job Description Questionnaire, to ensure that Chief Executives have an opportunity to deal with any queries about the process, and to ensure their Hay JDQ provides the best possible profile information about their particular role.

It is essential that Chief Executives indicate which workshop they plan to attend by 15th November for planning and, in the case of the London venue, security purposes.   
Attached to this circular are three useful documents to assist with the job evaluation process.  Appendix 1 provides information about Hay job evaluation; appendix 2 is a Hay JDQ completed with common core features of a trust Chief Executive role; appendix 3 is a blank Hay JDQ.  It would be helpful if you could bring these with you when attending the workshop.

Following the workshops, the process will be as follows:

	Date
	Activity

	21st & 27th November 2012
	CE workshops

	November/December 2012
	JDQs to be completed and agreed by the Trust Chair on behalf of the Board.

	31st December 2012
	Completed JDQs to be returned to PA

	January 2013
	Hay panels to be convened and CE posts to be evaluated

	5th February 2013
	Hay JE outcomes to be considered by SCCOG

	March 2013
	Consideration of any formal appeals

	April 2013
	Commencement of negotiations on revised pay and conditions


If a Chief Executive is unable to attend one of these workshops and would like further information or if any Chair or Chief Executive would like further information about the process outlined above, please contact Lynne Last, Employment & Reward Manager lynne.last@probationassociation.co,uk or Jonathan Wright, JE Specialist JWright@probationassociation.co.uk . 
You are asked to advise all concerned as appropriate.
[image: image1.emf]
Lynne Last

Employment & Reward Manager

Signed on behalf of 

Mark Ormerod
David Walton
Joint Secretaries
Appendix 1

The Hay Guide Chart and Profile Method of Job Evaluation ©
The Hay Guide Chart and Profile Method of Job Evaluation is basically a factor comparison scheme which enables evaluators to use their judgement to compare jobs against jobs and the elements of one job against the elements of another in a disciplined and consistent way.  It requires an iterative process of consistent comparison to achieve a rank order, by context with points rating schemes which compare job elements (or ‘factors’) such as knowledge, skills or responsibility not with each other but according to pre-determined scales.

As a result, the Hay Method is more flexible than many other schemes, since its use permits and even requires evaluators to examine very closely their ‘cultural’ assumptions about corporate values and especially the basis for their ranking judgements.  Similarly, it provides a disciplined (and again iterative) framework within which the ‘equal value’ aspects of job evaluation can be handled.  At the same time, therefore, the method provides a flexible framework within which the organisation can make judgements but at the same time provides discipline to ensure that these are consistent.

The Hay Guide Chart and Profile Method has a number of key features:

(a)
the three elements common to all jobs which facilitate comparison;

(b)
the step difference principle, which is the tool of comparison;

(c)
the numerical scale for relating different levels of jobs;

(d)
the profiling technique for checking the consistency of each evaluation.

The Common Elements

There are a number of different methods of job evaluation.  Some compare whole jobs, the majority look at factors or elements which are common between jobs such as knowledge, skills, experience, mental effort and responsibility.  The Hay scheme is based on the analysis of three common elements, each element being measured on a separate guide chart which is set out like a grid.  The elements are:

Know-How
The knowledge, skills and experience required for fully acceptable job performance. This element is broken down into 3 sub-elements for the evaluation process:

(
Technical Know-How is concerned with the depth and range of technical knowledge.  The scale can be used to recognise increasing specialisation (depth) or the requirement for a broader range of knowledge.

((
Management Breadth is the knowledge required for harmonising, integrating and managing activities and functions.  It involves combining some or all of the elements of planning, organising, co-ordinating, directing, executing and controlling over time. Management Breadth is related to the size of an organisation, reflecting such things as functional diversity, geographic spread and strategic horizon.  It may be exercised in an advisory/consultative way.

(((
Human Relations Skills are the skills needed to communicate with and influence individuals and groups, within and outside the organisation in order to achieve results with and through people.

Problem Solving
The span, complexity, and level of analytical, evaluative and innovative thought required in the job - expressed as a utilisation of Know-How: “You think with what you know”.  This element has two dimensions:

·            The environment in which thinking takes place.

((
The challenge presented by the thinking to be done.

Accountability
The discretion given to the job holder either to direct resources of all kinds or to influence or determine the course of events, and his/her answerability for the consequences of his/her decisions and actions. It has three dimensions in the following order of importance:

· FREEDOM TO ACT – Assesses the extent to which the job or role is subject to personal procedural guidance or control which may be exercised from within or outside  the organisation.

((
NATURE OF IMPACT – This is concerned with the extent to which the position impacts directly on end results.
(((
MAGNITUDE – Gauges how much of the organisation is impacted by the job or role.  This may be measured in quantitative ways e.g. annual money sums or qualitative assessment e.g. large.

The Step Difference Principle

Some job evaluation schemes compare job factors against pre-determined scales.  These are known as points rating schemes.  The Hay scheme compares jobs against jobs using the step difference principle which works as follows:

· if the difference between an element in two jobs is immediately evident, and requires no consideration at all, then it is probably three steps or more;

· if, after some consideration, the difference is reasonably clear, it is probably two steps;

· if, after very careful consideration and scrutiny, a difference can just be discerned, then the difference is one step;

· if, after very careful scrutiny and consideration, no difference can be detected between the elements in the jobs, then they are, for evaluation purposes, identical.

The Numerical Scale

Each intersect on the grid contains two or three numbers which overlap other intersects in order to provide the finest of tuning in evaluation judgements.  The numbers themselves are directly proportional to each other in a geometric progression e.g. 100, 115, 132, 152.  This avoids the difficulty that in an ordinary progression e.g. 1, 2, 3, 4 the numbers are in a constantly diminishing relationship to each other.  The HAY scale of progression is 15% and means that each judgement is given this constant relativity wherever it falls on the scale.  

Profiling

The Hay scheme also has a facility for checking the soundness of an evaluation by considering the shape or profile of the job.  This is accomplished by testing the distribution of the three elements of Know-How, Problem Solving and Accountability in the evaluation of each job to see if it makes sense.  Obviously, the ‘shape’ of an operational line manager job will be very different from, say, an accountant or a research scientist and the profile enables evaluators to handle different kinds of jobs.

General Use of the Hay Scheme

The nature of job evaluation schemes is such that only those schemes that compare jobs against jobs (rather than against pre-determined scales) are universally applicable at any level in an organisation or in any type of organisation.

The Hay scheme has found widespread acceptance because it:

· is based on the step difference principle;

· measures any size of job;

· will relate different cultures and styles of organisation;

· is effective in both the private and public sectors.

Consequently it is now used by more organisations on a world-wide basis than any other single type of evaluation scheme.  Hay has 5,000 clients in 30 countries with schemes covering several million jobs.  Wherever it is used it employs a number of well tried procedures and rules.  

Procedures

1.
Jobs must be properly understood before they can be evaluated hence good quality information is required in the shape of job descriptions which make the content and the context of the job clear.

2.
Job evaluation is a judgmental, not a scientific, process thus every effort must be made to minimise subjectivity.  This is achieved by having a number of judges (the evaluation panel) and a number of factors to make judgements about.

3.
The task of the evaluation panel is to make consistent judgements and the use of the evaluation method is the tool which enables this to happen.

4.
Each evaluation is checked using the profiling techniques.

5.
As patterns of relativities begin to emerge they are reviewed on the basis of reason and fairness using the step difference and profile techniques to clarify judgements.

6.
Each decision is properly recorded in order that the reasoning is documented for future use in maintaining the scheme as jobs change, or dealing with appeals when job holders consider the evaluators are at fault.

Rules

1.
It is JOBS which are evaluated not JOB HOLDERS.

2.
The evaluation is based on a FULLY ACCEPTABLE level of performance by occupants of the job.

3.
The job is evaluated as it exists TODAY.

4.
Present pay, status or grading are not RELEVANT.

5.
Jobs can only be evaluated if they are UNDERSTOOD.

Appendix 2
Hay Group

Job Description Questionnaire 

Job Title:
CHIEF EXECUTIVE

Job Holder/Questionnaire Completed by:




Telephone Number: 




Email Address:  

Probation Trust:


Reports to:
Board Chair


Date:



1 PURPOSE OF YOUR JOB

The Chief Executive is responsible and accountable for the development of local strategy and delivers products and services to contract in accordance with national strategic priorities and statutory requirements. The Chief Executive works as a Board member to deliver both NOMS Contracted Services to defendants, offenders and victims of serious crime with the objectives of public protection and the rehabilitation of offenders and any other contracts undertaken by the Board. The Chief Executive engages with other key stakeholders to develop, implement and lead local strategic priorities and to implement national strategy.  This role requires energy, determination, people leadership, strategic abilities and the capacity to inspire and motivate staff and partners.  The Chief Executive must work extensively in partnership with other organisations and agencies to deliver products and service to contract specification.  The ability to build, manage and maintain effective, productive and commercially viable relationships with key stakeholders is crucial. The Chief Executive requires business acumen in order both to commission and to provide as primary or sub contractor a range of value for money products and services. Promoting the Probation Trust and Criminal Justice Partnerships both locally, regionally and nationally is one of the Chief Executive’s key functions, requiring sound judgement, highly developed presentational and networking skills, political awareness and media management.

2 DIMENSIONS
You may wish to include in this section (although not an exhaustive list):

· Overall population of the area covered by the Trust & demographic profile

· Number of prisons & Approved Premises (both public and private sectors) where a contractual relationship exists

· Number of YOT’s to be serviced

· Total annual caseload

· Offender profile (with particular reference to risk tiering)

· Total budget from NOMS

· Budgets associated with income generation together with amounts generated

· Staff numbers (FTE), including those within any partners’ organisations

· Other contracts delivered (excluding NOMS)

· Income / turnover / service user population associated with the contract(s)

· Items in this list can be extended or expanded in section 6 (job context) 

3 PRINCIPAL ACCOUNTABILITIES

Please amend/add/delete as necessary (although this is not an exhaustive list):

· Deliver to contract and commission products and services for those offenders considered sufficiently serious / complex to require professional assessment, management and intervention from the public, private, voluntary and community sectors ensuring cost effective services reduce re offending and increase public protection. 
· Deliver to contract and in partnership with other local providers products and services to victims of serious violent and/or sexual crime.
· Ensure the management of offenders and interventions that meet the needs of the community, local and national strategic goals, and are cost efficient, competitive and effective.

· Ensure the Trust demonstrates commercial capability and operational best practice. 
· Work with the Board to ensure the Trust operates in an open, accountable and transparent manner to ensure the organisation meets all statutory inspection, audit requirements and high professional standards.

· Prepare an annual budget and plan in the context of a three year programme, or other timescales as contracts demand, in a way that enables clear choices to be made between competing priorities and realistic contracts to be decided.
· In collaboration with NOMS representatives and other commissioners / contactors / joint venture partners, to formulate objectives, values and strategic policies, and to ensure they are delivered and implemented.

· Build strong relationships with all of the Trust’s stakeholders in order to secure and maintain their confidence in the performance and reputation of the organisation and their appropriate level of understanding of the Trust’s purpose.
· Lead, develop and inspire the senior management team and all staff and hold them accountable, collectively and individually, for the effective delivery of the strategic and operational goals of the Trust.

· Develop the Trust as an excellent employer having regard to employment best practice and developing and maintaining a positive diversity agenda in terms of employees and service delivery.

· Maintain a business-focussed, high-performance organisation in which all staff are clear about their individual responsibilities and role in demonstrating their commitment to stakeholders in all their dealings.
· As the Trust’s Accountable Officer the Chief Executive will, in particular:


· Undertake their responsibilities both to their Boards and, via the MOJ Principal Accounting Officer, to the Secretary of State;
· Observe the same general requirements as the Accounting Officer and  ensure that the Trust's officers also abide by them;
· Advise the Trust on the discharge of its statutory functions and its responsibilities and in any directions or guidance that may be issued by or on behalf of the Secretary of State from time to time;
· Ensure that all public funds made available to the Trust are used for the purpose for which they were intended by Parliament, and that such funds, together with the Trust’s assets, equipment and staff are used economically, efficiently and effectively;
· Ensure that adequate internal management and financial controls are maintained by the Trust, including effective measures against fraud and theft; and provide a statement on the system for internal financial control for 
inclusion in the annual report and accounts;

· With the approval of the Trust Board, establish a comprehensive system of internal delegated authorities which will be notified to all staff, together with a system for regularly reviewing compliance with these delegations;

· Ensure that appropriate employment/HR policies are maintained;
· Maintain overall responsibility for ensuring that information risks are assessed and mitigated to an acceptable level and accountability for the Information Assets for the Trust;
· Ensure that appropriate Health and Safety policies and practices are maintained;
· Be responsible for signing the accounts and for ensuring that proper records are kept relating to the accounts and that the accounts are properly prepared  and presented in accordance with any directions from the Secretary of State with the approval of the Treasury, and sign a Statement of Accountable Officer’s responsibilities for inclusion in the annual report and accounts;

· Immediately advise the NOMS Chief Executive Officer in writing if the Trust, 
or its Chair, is contemplating a course of action involving a transaction which the Chief Executive considers would infringe the requirements of propriety or regularity, or would result in the Trust exceeding its budget, or does not represent prudent or economical administration or efficiency or effectiveness and raise these concerns with the Chair and Board in writing;

· Provide support to the Ministry of Justice Principal Accounting Officer, when 
s/he is summoned before the Public Accounts Committee (and before other Parliamentary Select Committees if summoned) on the use to which public 
funds have been put by the Trust and the Trust’s stewardship of those funds;

· Ensure that effective procedures for handling complaints about the local service are established and made widely known;

· Ensure that effective procedures for the investigation of single or multi agency serious case reviews are undertaken and the findings acted upon in the circumstances of child protection, vulnerable adults, serious further offence, death in approved premises etc;
· Take personal responsibility for ensuring that the organisation delivers high standards and is prepared to be called to account in Parliament for the stewardship of the resources within the organisation’s control and must personally sign the resource accounts and the annual report.
· Be responsible for following through the implementation of any recommendations affecting good practice as set out in reports from such bodies as the National Audit Office (NAO) and Her Majesty’s Inspectorate of Probation, Ofsted etc.

Key objectives
Please include here any personal objectives as agreed with the Trust Board which are not included under ‘Principal Accountabilities’.
4.  KNOWLEDGE, SKILLS AND EXPERIENCE

Please amend/add/delete as necessary:

Knowledge and experience

· Proven success of working in a large, complex organisation with responsibility for strategic direction and operational delivery at a senior management level.

· A substantial track record of leadership in a complex high performing organisation including experience of leading and delivering both significant organisational and cultural change and improvement and developing high performing teams.

· A track record of leading and developing corporate strategy, business, workforce and financial planning.
· Experience of managing significant budgets, ensuring value for money, meeting financial targets and handling audit and other issues concerning probity in the management of funds.
· A strong track record of effective resource and multidisciplinary professional staff management, of maintaining a strong and motivated senior management team and of harnessing the strengths and potential of staff at all levels of the organisation.

· Substantial experience of working with a non executive board, of gaining the confidence of board members and contributing effectively to wider corporate issues.

· A track record in building and successfully managing complex stakeholder relations in an environment which has a high degree of scrutiny.

· A demonstrated understanding of the cultural, social and political landscape within which this role operates, both locally and nationally.

· Proven success in valuing and managing difference to enhance organisational effectiveness. 

Skills and abilities 

· Proven ability to lead, motivate and empower staff and develop and sustain positive relationships with a range of stakeholders that generate confidence, respect and collaborative working.

· Ability to be an effective member of the Trust board, with the ability to sustain excellent working relationships.

· Proven ability to scan the horizon and assimilate and analyse information quickly, to identify issues and priorities for the Trust board and senior management team.

· Proven ability to establish strong and effective relationships e.g. with Ministers, sentencers, other criminal justice agencies, employees, trades unions, partner organisations and the media.
· Demonstrable business focus and ability to set standards, manage performance and maximise opportunities, both internally and externally, to achieve the Trust’s strategic aims.

· Proven ability to handle sensitive information, make sound judgements quickly and to work in a complex pressurised environment.

· Well honed oral, written and interpersonal skills including influencing, persuading and negotiation skills together with the ability to adapt to a variety of audience and styles as required.
· Ability to analyse complex policy issues, make sound judgments/draw correct conclusions and articulate clear and focused policy to wide and diverse audiences.  


· Effective organisational, project management and time management skills to include prioritising work, meeting sometimes competing deadlines, self-sufficient IT skills and willingness to work unsocial hours if required.  


· A demonstrable commitment to implementing equality of opportunity policy and practice together with a belief in the value and effect of diversity.

· Ability to be an ambassador for the Trust and Probation and to promote and enhance its standing, reputation and interests to a diverse range of audiences.

Desirable
· An understanding of the probation service, NOMS, wider criminal justice and political environment or the demonstrable ability to acquire this quickly.

· Commercial/business acumen.
· Experience of working in a competitive environment.
· Evidence of continuing professional development.

5 ORGANISATION

See example chart below.  


[image: image2]
· This needs to include total staff numbers (expressed as FTE) by grade

· You may wish to attach a separate organisation chart

6
JOB CONTEXT

Items to be included in this section may include:

· The current operating environment

· Contractual arrangements including those with the voluntary and private sectors

· Commercial awareness and planning

7
ADDITIONAL INFORMATION

Items to be included in this section may include:

· Membership or Chairing of local panels

· Partnership arrangements with local authorities, police, courts, sentencers and others

· Any specific governance responsibilities with other organisations (including public, private and voluntary sectors)

· Directorships in arms length bodies, limited liability partnership companies etc.

· Features specific to the local Trust e.g. ethnic profile, socio-economic needs etc.   

Appendix 3

Job Description Questionnaire 

Job Title:


Job Holder/Questionnaire Completed by:




Telephone Number: 




Email Address:  

Trust:


Reports to:



(Confirmed JDQ as accurate)
Date:



4 PURPOSE OF YOUR JOB

5 DIMENSIONS 

(To include budget responsibility (and whether prime, shared or contributory), numbers of subordinate staff (FTE) and volume of work e.g. case counts)
6 PRINCIPAL ACCOUNTABILITIES

3 (Continue as necessary)

Key objectives
1. (Continue as necessary)

4.  KNOWLEDGE, SKILL AND EXPERIENCE NECESSARY TO PERFORM THE ROLE

Qualifications

Experience

Skills

Knowledge

6 ORGANISATION

(See example chart below).  


[image: image3]
6
JOB CONTEXT

7
ADDITIONAL INFORMATION

Employers’ Side Secretary: Mark Ormerod CB


29 Great Peter Street


London SW1P 3LW


Telephone: 020 7340 0970


� HYPERLINK "mailto:association@probationassociation.co.u" �association@probationassociation.co.u�k


� HYPERLINK "http://www.probationassociation.co.uk" �www.probationassociation.co.uk�




















Trade Union Side Secretary: David Walton�C/o GMB 22/24 Worple Road�London SW19 4DD
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