

CONSULTATION PAPER (VOLUNTARY SEVERANCE DOES NOT APPLY)

CONSULTATION PAPER 


CONFIDENTIAL

AREA SUBJECT TO CONSULTATION: xxxxxxxxxxxxxxx

MANAGER/S LEADING CONSULTATION: xxxxxxxxxxxxxx 

HR REPRESENTATIVE   xxxxxxxxxxxxxxxx

DATE CONSULTATION COMMENCED: xxxxxxxxxx

RE:  Proposed Restructure/Redundancy :   xxxxxxxxx (Area)
a. Background 
	Guidelines  - Divisional Director/Senior Manager to complete this section 

1. The Professional Services Division, Faculty’s or other units at the establishment in question where changes are proposed 
2. Explanation of why the restructure/change is necessary?  What are the drivers for change? 
3. Aims/objectives of the restructure/change 
4. How the proposals support the achievement of the University and Faculty/Professional Services Division objectives    
5. Confirm details of any governance arrangements that have already taken place with regards to approving the proposals prior to formal consultation. 



Insert details here 
b. Considerations
	Guidelines – Divisional Director/Senior Manager to complete this section 
a. What has been taken into account in determining the way forward?   Options considered?
b. Feedback/consultation with stakeholders?
c. Include recommendations from any  assessments or reviews that have been taken account of   
d. Include any relevant metrics e.g. benchmarking, outputs
e. Any measures taken or proposed to avoid/mitigate redundancies




Insert details here 
c. Proposals/Rationale for Proposals 
	Guidelines- Divisional Director/Senior Manager to complete section (a) and (b), Manager/HR representative to complete (c).

Include:
a) Proposals and rationale for proposals. What are the benefits of proposed changes to staff and other stakeholders? 
b) Narrative on changes between current and proposed structure and rationale/details 
c) Append current and proposed structure charts, and job descriptions/person specification for all new roles. 

Ensure structure charts are sufficiently clear so that all posts appear either as individual posts or with FTE i.e. show post title, grade, FTE .  Provide clarity on existing (no change), changed and new roles (by shading) and key on structure chart.





Insert details here for proposals and rationale for change and then: 
A copy of the current structure is attached as Appendix x and a copy of the proposed structure is attached as Appendix xx.   The proposed structure chart confirms where there are new posts, changed roles and existing roles.   Copies of the proposed job descriptions can be found at Appendices x to x in the following order:
Appendix x  - Proposed job description/person specification -  Job Title 
Appendix x  - Proposed job description/person specification -  Job Title 
Appendix x  - Proposed job description/person specification -  Job Title 

The proposed structure involves the following changes:
Insert details here 
The reasons and benefits for these proposed changes include:
Insert details here 
d. Impact on Staff
	
Guidelines – HR Representative to complete this section 

Comparison of the current and proposed employee compliment if applicable as set out below or use an Appendix in large restructures . This table will be based on information collated from the People Impact Assessment Template and will identify:
a. which roles would no longer exist in the proposed new structure/as a result of the redundancy situation
b. which roles would remain unchanged and in the same quantity
c. which roles would remain the same but with more/fewer roles
d. which roles will remain but with amendments to the role
On the basis of the above comparison of current and proposed structures, the table will also show:
e. which roles are at risk of redundancy
f. which roles will not be affected
g. which roles are likely to be subject to slotting 
h. which roles are likely to subject to a selection process 
the total numbers of employees employed in the affected unit of each such category or description, including details of agency or casual workers if applicable;
the total number of redundancies proposed and their categories or descriptions;




The proposals affect the current structure and associated staffing as follows:
	ROLES/STAFF OUT OF SCOPE – CURRENT STRUCTURE 

	

	Job Title A
	Grade 
	FTE
	Headcount
	Reason 

	Job Title B
	Grade 
	FTE
	Headcount
	Reason 

	Job Title C
	Grade 
	FTE
	Headcount
	Reason 

	Job Title D
	Grade 
	FTE
	Headcount
	Reason

	Job Title E
	Grade 
	FTE
	Headcount
	Reason 

	Agency/ Temp Staff
	
	
	

	Totals 
	
	

	Notes:
(1) Current Agency/Temp staff – job titles/FTE/length of assignment



	STAFF IN SCOPE

	CURRENT STRUCTURE
(including current vacancies)
	PROPOSED STRUCTURE
(including current vacancies/new roles)
	PEOPLE IMPACT
(Matched/slotted /ring-fenced- (a),(b) or (c) applies / displaced

	Job Title A
	Grade 
	FTE
	Headcount
	Job Title
	Grade 
	FTE
	Headcount
	

	Job Title B
	Grade 
	FTE
	Headcount
	Job Title
	Grade 
	FTE
	Headcount
	

	Job Title C
	Grade 
	FTE
	Headcount
	Job Title
	Grade 
	FTE
	Headcount
	

	Job Title D
	Grade 
	FTE
	Headcount
	Job Title
	Grade 
	FTE
	Headcount
	

	Job Title E
	Grade 
	FTE
	Headcount
	Job Title
	Grade 
	FTE
	Headcount
	

	Job Title F
	Grade 
	FTE
	Headcount
	Job Title
	Grade 
	FTE
	Headcount
	

	Job Title G
	Grade 
	FTE
	Headcount
	Job Title
	Grade 
	FTE
	Headcount
	

	Totals 
	
	
	Totals 
	
	
	

	
(1) Details of any current vacancies – job titles/grade/FTE  - (Note these are also included in the FTE figures above)


	People Impact Definitions

Staff are matched:  Current roles would remain unchanged and in the same quantity or higher quantity (staff are matched)

Staff are slotted: Current roles where changes proposed but are suitable alternative employment and in the same or higher quantity

Staff are ringfenced  (a) Current roles would remain the same but with more/fewer roles  or (b) Changes to current roles/staff assessed against changed requirements or (c) displaced but ringfenced for other vacant roles
Staff are displaced  - Current roles would no longer exist in the proposed new structure/as a result of the redundancy situation – no suitable roles available.




The proposals therefore result in potential redundancies as follows:
	POTENTIAL REDUNDANCIES
	REASON 

	Job Title A
	Grade 
	FTE
	Headcount
	

	Job Title B
	Grade 
	FTE
	Headcount
	

	Job Title C
	Grade 
	FTE
	Headcount
	

	Job Title D
	Grade 
	FTE
	Headcount
	

	Job Title E
	Grade 
	FTE
	Headcount
	

	Job Title F
	Grade 
	FTE
	Headcount
	

	Job Title G
	Grade 
	FTE
	Headcount
	

	Totals 
	
	
	



Any member of staff who has queries regarding the People Impact arrangements set out above, and how it applies to them, should raise this during the consultation period. 
The following table may be appropriate for large restructures, or for smaller one’s financial implications of proposals may be sufficient e.g.  increased salary costs or savings relating to proposals.
	FINANCIAL IMPLICATIONS
(including on-costs)

	Current staffing budget – contracted staff  
	

	Current Temp bank staff costs 
	

	Current Agency Costs 
	

	Proposed establishment budget 
	

	Difference between current and proposed staffing budget  (Savings/Additional Costs)
	



SELECTION PROCESSES AND CRITERIA 
Selection Processes/Criteria will apply to the following roles as follows:
	ROLE
	CRITERIA TO BE APPLIED
	SELECTION PROCESS

	Job Title A 
	 As stated below or insert details 
	As stated below or insert details 

	Job Title A
	
	

	Job Title B
	
	

	Job Title C
	
	

	Job Title D
	
	



Selection will be based on staff demonstrating how they meet the knowledge/skills and experience requirements set out in the job description/person specification.  Further details on selection processes are set out below.
An equality impact assessment has been undertaken and confirms the following:  xxxxxx 
Insert below if data analysis shows relevant/applies to any staff in area of change.
Special provisions apply under Regulation 10 of the Maternity & Parental Leave Regulations 1999, Regulation 23 of the Adoption Leave and Paternity Leave Regulations 2002 and Regulation 39 of the Shared Parental Leave Regulations 2014. Whilst these staff can be part of any “ring-fencing” or “pooling” processes, if they are displaced/selected for redundancy and there are alternative jobs available they must be offered a suitable vacancy before any other employee. 
Staff on maternity, parental leave, adoption leave and paternity leave will therefore be considered as follows:
· If in a situation where role does not change, but fewer jobs are required then they are considered alongside other staff in the “ring-fence”/”pool” and should be part of the same selection processes but if provisionally selected for redundancy, have priority over suitable alternative roles 
· If in a situation where the current roles are changing and staff are applying for new roles (suitable alternative employment), then these staff have higher priority before any further selection processes are applied to those left in the “ring-fence” or “pool”.

e. Proposed transition/steps following consultation
	Guidelines– HR Representative to complete this section

Note this section has been pre-populated to reflect University Procedures/Practice.  HR representative to review to ensure all sections appropriate for the proposed changes.

Note:  If restructuring undertaken in layers of management, previous restructures have allowed senior level employees who are displaced at their existing level, to be considered for vacancies at layers below.  Formal procedures with regards to issuing notice have not been implemented until the layers below the management level have finalised following consultation.  This is to enable managers to apply for any other opportunities within the structure where they have the appropriate skills. If this is appropriate you should reference under transition arrangements after how vacancies will be treated.




Consideration of consultation feedback from employees/Trade Union Representatives  
Further details regarding arrangements for consultation are set out below.  At the end of the consultation period all written responses will be reviewed by management, and if necessary proposals may be revised.  In the event of substantial changes to the proposals, for example the impact for staff changes with regards to who may be affected by any required redundancies; it may be necessary to seek further approval to the changed proposals, and a further period of consultation might then take place before the implementation plan can be finalised.  
Once all feedback has been considered, managers will provide employees and the trade unions with a written response to feedback received during the consultation period/s once consultations have been concluded.   
Implementation Arrangements 
(note this section to be adapted to the review but reflects processes within Redundancy Framework Guidelines.
It is proposed the transition process from the current to the proposed structure, including selection processes are as follows:
1. At the end of the consultation period management will review feedback from consultation.   If review of feedback results in significant changes it may be necessary to seek further approvals to any proposed changes and further consultations may also be required.
2. Employees and trade unions will be provided with written response to feedback received during the consultation period, and the plans for implementation.  
3. Employees will be formally advised in writing whether they will be matched to roles, slotted into roles, are ring-fenced for roles together with details of any application/selection processes or whether they are at risk of redundancy. (For further guidance see below).  Details of who will be undertaking selection processes will be advised to staff as part of any implementation communications. Any queries or requests for adjustments relating to the selection processes which have not been raised previously should be raised with the HR as soon as possible.  
4. Any staff with any disabilities which may require reasonable adjustments as part of any selection processes are encouraged to inform management during the consultation period to enable adjustments to be made if necessary.
5. Selection for posts will be considered as set out below.
6. Any vacancies within the structure will be:
Options could include:
(a) Made available to staff within review area before wider advertising unless the knowledge/skills/experience is not available within the current team/s.
(b) Proceed to wider advertising across the University/externally.
Selection Processes
The proposals set out in this paper will require selection processes for the roles as identified earlier in this paper.  
A supporting statement proforma seeking evidence of how staff meet the minimum requirements set out in the job description and person specification must be submitted where employees wish to be considered for the roles.   A separate proforma will be required for each post as the requirements will be different, and it may be necessary to attend more than one interview/assessment in the event these are required as part of the selection process.   An example of the supporting statement proforma can be found at Appendix x.  A example of the preferences proforma can be found at Appendix x.   Staff will normally be considered in order of their preferences where possible, unless appointment to other roles needs to take priority.
The provision of this information in this format within the supporting statement proforma will ensure that staff are treated fairly.  Decisions relating to suitability, or short-listing for interview (where this takes place), will be based on up to date information provided by the employee, rather than rely solely on the knowledge and information managers involved in the appointment processes have of staff available to them.
Guidance on how to complete the template can be found at Appendix x.
Staff will be provided with adequate time during their normal contractual hours to prepare proforma/s required to be submitted and/or to prepare for interviews.
An example evaluation sheet which will be used by managers can be found at Appendix x.
Where there is no competition for posts, if the employee provides evidence that demonstrates they meet all the criteria, they will be slotted into the role.   If the evaluation is that the evidence against some of the criteria only demonstrates that the employee meets the criteria in part, or does not meet the criteria, employees may be provided with the opportunity to meet in order to provide further clarity to appointing managers before a final decision to appoint or short-list for interview is taken.  
Interviews or other assessments may also be undertaken where it is not possible to select from the application proforma, or where it is necessary to further assess suitability for the role which cannot be fully assessed from information on the application form. Where interviews or other selection processes are required, these will be scheduled as soon as possible after the initial evaluation has taken place.  Details of who will be undertaking selection processes will be advised to staff as part of any implementation communications.
Following assessment, available post(s) will be offered to the individual(s) who most closely match(es) the essential requirements of the post(s) for which they have expressed a preference.  Staff offered the roles will be those that have demonstrated they meet the essential requirements (or are able to do so with an appropriate level of training) and have scored highest from the selection processes where there are more staff than roles available.  In the event that an appointment cannot be made the post(s) will be considered for any displaced staff, prior to wider advertising.  Where staff are not able to be offered a role , managers will offer to provide feedback to them to enable them to prepare for any subsequent selection processes if required.
All offers of suitable alternative employment following selection processes will be made in writing setting out details of the trial period and protection of salary (as applicable), and will be provisional pending the outcome of any appeals against selection for redundancy. The member of staff will have 5 working days to accept or decline the offer of alternative employment. Where the member of staff  declines an offer of a suitable alternative role then they must set out the reasons for this in writing within this 7 day period.  If an employee is offered a post deemed by the University to be suitable alternative employment following a slotting and/or selection process and then chooses not to take that post, it is possible that they will lose their entitlement to any redundancy payment that might be due. 
An employee who is unable to be offered a suitable alternative position within the new structure will be formally advised in writing, and invited to a meeting where they will be provided with the opportunity to ask questions and make representations about their selection for redundancy before a decision is made to issue notice of redundancy.  Where notice of redundancy is issued employees will have a right of appeal. 
Where staff are given notice of redundancy, statutory redundancy compensation payments will apply where staff meet the eligibility arrangements. Details about statutory redundancy payments can be found online at: https://www.gov.uk/redundancy-your-rights/redundancy-pay
Staff will also be advised if they have access to the redeployment procedure until their last day of employment.  Employees must have two years’ continuous service (on or before their intended date of dismissal) at the University in order to become a redeployee.  Further details can be found:  http://www.exeter.ac.uk/staff/employment/redeployment/
Trial Period 
Where an employee applies for and is offered an alternative role either within the restructure or via the Redeployment Procedure, where the role is different from their previous role a 4 week trial period may be appropriate to enable training to take place and enable both parties to assess the suitability of the role for the employee.    This will be confirmed as part of any offer.   In the event is it considered appropriate to extend 4 week trial period to a maximum of 12 weeks to enable necessary training to be undertaken this will also be confirmed as part of the offer of alternative employment.
Note: For staff who do not have the right to work in the United Kingdom, redeployment to another position with the University will be subject to the terms of their work permit/Certificate of Sponsorship and the requirements of UK Visas and Immigration.’
For further advice regarding trial periods, please discuss with your HR Representative.
Protection of Salary   - insert if  this could be relevant
Where an employee is redeployed to a lower graded job, following restructuring or their post is otherwise being made redundant, or where the redeployment is on health grounds, the university may provide protection on the following basis:
· Redeployment to a post which is one grade lower for a period of 12 months.
· Protection will be based on basic pay plus any contractual allowances e.g. standby. No other allowances or payments will be protected.
· Protection will be based on the sum of the employee's salary plus contractual allowances at the date immediately prior to their redeployment taking effect.
· Any costs of living award made to the university during the period of protection will be applied.
After 12 months' protection has ended, the relevant salary for the new role will be applied. This will be at the top normal progression point for their lower grade (i.e. the point immediately below the first contribution point of the relevant grade).  The only exception will be where a post is externally funded and this funding limits the starting salary which can be offered. In this case, the salary point will be the maximum point which is affordable within the available funding.
In some cases, the protection described above will not be offered if the employee is redeployed to a lower graded role. Reasons for this may be:
· Where the post is externally funded. External funding may limit the starting salary that can be offered.
· If the employee has less than 2 years' service.
Any queries relating to redeployment, trial periods or protection of salary, please liaise with the HR Business Partner supporting this review.
7 Consultation Arrangements
	Note:  – HR Representative to complete this section
Ensure managers and HR are available during consultation period.

For information: (details below are not required to be listed in the paper)
· Ensure liaison with Andrew Johnson/Emma Hilton in Human Resources to confirm consultation timelines are in accordance with legal requirements as these are based on redundancies at institutional level not area.   
· Liaise with Heather Keightley with regards to TERS timelines if scheme to be utilised
· Consultation period normally 4 weeks.
· Where consultation is required with the trade unions (see redundancy procedure/redundancy framework), it is recommended a meeting with trade unions is organised to take place after UEB meeting/approval forum if consultation paper ready and talk through the proposals etc. before staff consultation meetings are held
· Where consultation is required the Trade Unions must be provided with final version 5 days prior to formal consultation with staff commencing (unless provided at a meeting prior to consultation with staff commencing)
· All staff affected by restructuring proposals should be seen or communicated with directly in order to be made aware they are affected prior to any all staff consultation meeting.  This is not part of the formal consultation process, and they should be advised that they can have a further formal meeting where they can be accompanied during the formal consultation process, if one is not pre-scheduled.
· Any absent staff must be invited to the meeting and/or sent copies of all consultation papers following discussion with HR Representative as to how best to communicate on a case-by-case basis.
· Where proposals affect a team/Division, it is recommended that you arrange with management to have a folder that is accessible to all staff affected so that the documents and any other information can be found in one reference point.   Ensure the full list of staff that need access is provided to the person setting this folder up and it is checked.
· Faculty/Professional Services Division management may also wish to set up a mailbox rather than nominate an individual to which any consultation queries and feedback is to sent/managed.  Consultation queries and feedback to be managed by the Faculty/Professional Services Division with any HR queries directed to HR representative for advice/support.
· You may also want to produce a “public version” of the consultation documents which omits the sensitive data relating to how staff are affected, if requesting wider feedback on proposals as part of the consultation process. When doing this a separate folder can be made available to the stakeholders being consulted.




The proposals set out in this paper  were approved by xxxxxxxxx  (subject to consultations)  on xxxxxx.
This consultation period opened on xxxxxxxx when the paper was made available to employees.  The trade unions have also been provided with a copy of this paper and supporting documents.  
All staff will have access to an electronic copy of the consultation pack following the initial consultation meetings with staff.  Staff who are unable to attend the consultation meeting/s will be sent details of all papers to their home address or via agreed contact details following the initial consultation meeting.
Staff will have the opportunity to have one-to-one meetings, during the consultation period. 
Either:   You will shortly be advised of times scheduled for these meetings.
Or:     Xxxxx is/are (insert manager/s names) available to deal with queries regarding any proposals or any questions individuals might have about their position in this review.  
The following dates have been reserved for meetings and staff should advise of dates when they are available when requesting a one-to-one meeting.   They will then be advised of a time and venue for the meeting:
Insert dates for meetings
If you would like to arrange a meeting please request by email: xxxx  
Members of staff have the right to be accompanied by a fellow worker or trade union representative at any meeting during the consultation period and are to make their own arrangements notifying  xxxxx of details in advance of the meeting.  A HR representative may also attend these meetings.
Where individual meetings are held during the consultation period, notes will be provided in writing by the relevant manager after each meeting.  Affected staff may submit written comments during or at the end of the consultation period. 
All other queries, and any feedback should be sent by email to:  xxxxxxxxxxxxxx
Where your query related to processes these may be referred to Xxxxx (HR) to provide a response either during the consultation period, or following consultation (as appropriate). 
How to feedback to management proposals 
Staff now have the opportunity to review these proposals and to raise any questions they may have about them.  They also have the opportunity to comment, provide feedback and suggest alternative proposals for consideration before the proposals are finalised.
Questions, comments, feedback and/or alternative proposals can be submitted on an individual, group or team basis.  Trade union representatives have also been advised of these proposals, should staff wish to provide feedback through their representatives.
The consultation period will continue until 4pm on xxxxxxx
Please ensure that all feedback to be considered at the end of the consultation period is confirmed in writing by email to xxxxxx, (title) by 4pm on xxxxxxx.  Please note management will only review and respond to feedback received in writing by this deadline.
8 Timetable for Consultation and Implementation (Indicative)
	
Guidelines– HR Representative to complete/ check this section
Ensure managers and HR are available during consultation period.

Ensure timelines have considered:
· Any governance requirements e.g. TERS/UEB approval – date of meeting (check UEB meeting and paper can be put on agenda (Director to action)
· Legal minimum consultation period requirements (check with Emma Hilton/Andrew Johnson 
· Meeting with trade unions (if consultation with unions required a meeting is advisable)
· Provision of consultation paper to trade unions before consultation with staff (where trade union consultation required)
· Managers are available to meet with staff for the whole of the consultation period
· HR representative is available to  provide advice/support during consultation period
· Any holiday periods e.g. Xmas/Easter/half-terms/Summer vacation
· Any critical work periods which affect staff attending meetings/engaging in consultation



An indicative timetable for consultation and implementation is set out below.  Please note in the event the timeline is revised staff will be advised accordingly. 
	Approval to proposals 
	Insert date approved

	Formal consultation commences 
	Insert date

	Formal consultation closes 
	Insert date (normally 4 weeks after consultation opens)

	Management review of consultation feedback   
	Following end of consultation period

	Feedback to staff and implementation arrangements/meetings with staff as necessary
	As soon as possible after review of feedback reviewed

	Implementation arrangements - Slotting, ring-fencing/selection processes progressed and/or at risk meetings 
	As soon as possible after review of feedback reviewed

	New structure commences (Target Date)
	Insert date



9 Support for staff
	
Guidelines– HR Representative to complete/ check this section
Ensure managers and HR are available during consultation period.




Line managers will be available to support staff throughout this process.

We recognise that this may be a potentially distressing time for staff.  We would therefore like to remind you that support available to you can be found on the staff health, safety and wellbeing website:  http://www.exeter.ac.uk/staff/wellbeing/

Staff may also find the confidential, impartial advice and support offered through our Employee Assistance Programme, Spectrum Life which is available for confidential, impartial advice and support 24 hours a day, 365 days a year. The service is free for you (University of Exeter staff members), and your partner and dependents over the age of 16.  You don’t need to ask permission from your line manager before contacting Spectrum Life.

There is a counselling helpline available should it be required. The details of Spectrum Life are online at https://www.exeter.ac.uk/staff/wellbeing/mentalhealth/spectrum  or they can be contacted by telephone on:  0808 196 2016.
Release Schemes Team:   Available to provide advice with regards to ‘The Exeter Release Scheme.’: releaseschemes@exeter.ac.uk
Employees can seek advice or guidance of the Occupational Health Service about a work-related health issue/problem either through their line manager, their HR Business Partner or by contacting the Occupational Health Division at occupationalhealth@exeter.ac.uk
10 Appendices
Insert details here 
	
Guidelines – Manager and HR Representative to complete this section

List all appendices which should be:
a) Current and proposed structure chart(s)
b) Proposed job descriptions/person specifications  - insert each as an  Appendix
c) Table setting out impact/implications for staff (if included as an Appendix)
d) Proposed paper based selection templates (if this is to be included as part of selection processes)
e) Proposed Expression of Preference Form (if this is to be included as part of selection processes)
f) Example evaluation sheet for paper based selection(if this is to be included as part of selection processes)
g) Standard guidance for completing selection templates(if this is to be included as part of selection processes)
h) Equality Impact Assessment
i) Link to Redundancy Procedure (if proposed redundancies)
j) Link to Redeployment Procedure



Insert details 
i) Link to Redundancy Procedure
https://www.exeter.ac.uk/media/universityofexeter/humanresources/documents/grievancedisciplinaryandotherdismissalprocedures/REDUNDANCY_PROCEDURE_19.11.pdfj) 
Link to Redeployment Procedure
https://www.exeter.ac.uk/staff/employment/redeployment/procedure/ 


1

