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Background 

On 1st April 2019, employees from four preceding authorities (Bournemouth Borough 
Council, Christchurch Borough Council, Borough of Poole, and Dorset County Council) 
transferred to BCP Council under TUPE. These employees transferred on their existing 
terms and conditions (a requirement of TUPE), meaning that BCP Council has 
inherited staff working under several different pay structures, and under several sets of 
contractual terms. 

The TUPE arrangements have also resulted in some employees doing the same, or similar 
roles, being paid at different rates and varying allowances for the same activity. This is an 
inevitable consequence of local government reorganisation but is not a sustainable position 
and brings with it the potential for future equal pay claims which the Council has a legal 
obligation to address. 
 
By adopting a new approach to pay and reward, the Council also has the opportunity to 
enhance its position as an employer, helping it to attract and retain the skills it needs to 
deliver high-quality public services alongside its emerging transformation 
agenda. Throughout this process, a key objective has therefore been to make BCP Council 
as competitive in the job market as possible, within the bounds of affordability and financial 
sustainability. 
 
Through the implementation of its pay and reward strategy, the Council will be 
able to introduce a more consistent and integrated approach to the 
design and sizing of roles within its workforce. This will not only negate legacy issues 
inherited from the preceding organisations but can also make a valuable contribution to 
other aspects of workforce development and support BCP Council in building an 
organisation fit for the future. For example: 
 

 Succession planning – where work levels can be used to identify gaps and inform the 
development of succession plans 

 Career pathways – where work levels provide the foundation for career pathways and 
provide a tool for assessing internal opportunities 

 Recruitment – where work levels can be used to create adverts and assess a 
candidate’s fit for a role 

 On-boarding / learning & development – where work levels are used in the on-boarding 
process to identify capability gaps and inform development plans 

 Behaviours / competencies – can be aligned to work levels to help employees know what 
is expected of them 



 Organisational design – where work level analysis can be used to optimise 
organisational design and structural costs  

 Reward & recognition – where total reward schemes are linked to work levels to enable 
consistent, yet targeted, reward  

 Performance management – can be aligned to work levels to provide greater clarity 
when describing performance expectations 

Project Workstreams 

There are two principal areas of activity within the Pay and Reward project: 
 

 Workstream 1: Implementing a new pay structure through the systematic review, 
redesign and evaluation of all BCP Council roles 

 

 Workstream 2: Implementing a single set of terms & conditions following consultation 
and negotiation with Trade Unions 

Workstream 1 

This workstream is supported by our external partners, Korn Ferry who have specialist 
expertise in this area of business and who have been procured to assist the Council with this 
work. 
 
An early review and assessment undertaken with Korn Ferry highlighted a number 
of issues in relation to the definition, evaluation and renumeration of roles: 
 

 There are inconsistencies between the sizes of roles and their level of pay – both 
within the individual legacy organisations, and across all four collectively 

 

 There are inconsistencies in how the existing job evaluation scheme has been applied – 
again, within the individual legacy organisations and across all four 

 

 The quality of job information across the four organisations is mixed. There are 
inconsistencies in how the same role is described, and for many 
jobs, documentation focuses on describing tasks and activities, rather than the 
competencies or behaviours needed to drive success 

 
The disparate sizing and evaluation of roles increases the risk of equal pay 
challenges, as employees could potentially identify roles comparable in size but paid 
significantly differently. The lack of consistent and robust job sizing would limit 
the Council’s ability to defend such a claim, and there have been several instances of 
significant challenge involving large groups of employees in local government in recent 
years. Equal pay claims are highly resource intensive to manage, can incur 
significant cost, and result in significant reputational damage. Whilst this risk exists however, 
it is considered that the Council realistically has a period in which to address the issue, but 
that period cannot be extended indefinitely. 

A key objective during this process has been to rationalise the number of job descriptions 
that currently exist.  This has resulted in the introduction of 25 job families across all 
organisational structures, and the consolidation of job descriptions for similar roles, 
regardless of which service area they are under. At the start of the process we identified that 



BCP Council had approximately 3000 existing job descriptions. These have been 
rationalised into a set of approximately 520 role profiles. 

Implementation - Approach 

The approach taken to implement the new pay structure is broken down into five stages 
as shown in the following diagram: 
 

 
 
Good progress has been made to date and we have now concluded stage 4 where all 
employees have been mapped to an agreed role profile which has been signed off by the 
relevant Head of Service/Director.  
 
Now that we have established a clear and consistent set of profiles which have been 
evaluated, the next steps will be to match them against a pay model/data set which we 
currently anticipate will be the market median for not for profit public sector organisations. It 
is at that point that the organisation will more fully understand the detailed financial 
implications arising from the process. 

Workstream 2 

In parallel with the work undertaken on Workstream 1, negotiations have been taking place 
on a weekly basis with the recognised Trade Unions on other contractual terms.  
 
Staff feedback has been sought via an online survey as to the importance and satisfaction of 
the various elements of the existing legacy terms and conditions and staff benefits package. 
Ideas for future reward packages have also been sought both from staff and management 
teams. 
 
The proposals prepared have been broken down into six categories: 
 

 Leave and time off 

 Employment 

 Travel and subsistence 

 Pay and allowances 

 Wellbeing 

 Other benefits 
 
Collective bargaining with the trade unions began in December 2019 and has progressed 
successfully through each of these categories. 
 
Directorate management teams were also engaged over the summer to seek their views on 
the latest proposals, and in particular those for pay and allowances. Some matters remain 



outstanding following their feedback and pending the outcome of Workstream 1 so that both 
matters can be considered collectively. 
 
It is important to highlight that all proposals are still subject to change. Nothing will be fully 
agreed by either side (subject to ballot) until the full package of new terms is known – this 
includes outcomes from job evaluation and the development of a new pay structure. At that 
stage, the Trade Unions will ballot their members and only at this stage will it be clear 
whether the Council is in a position to take forward these proposals into the implementation 
stage. 

Implementation Timescales 

The proposed implementation timescale for the project is January 2022. This is the date 
when, subject to a successful outcome from the trade union ballot, the new arrangements 
would come into effect.  There may be staggered or phased introductions to some of the 
terms and conditions and there will also be a period of pay protection (timescale not yet 
determined) for those detrimentally impacted by the outcome of workstream 1. 

Options Appraisal 

N/A – this report is for information only. 

Summary of financial implications 

Workstream 1 
It is too early to confirm the full financial impact. A number of options will exist that will be 
considered once we reach the point where we are putting value to roles, and we will 
consider those options in the context of the Councils financial position and MTFP. 

Workstream 2 
The guiding financial principle of this workstream is to achieve a cost neutral single set of 
terms and conditions for BCP Council.  Further financial modelling is being undertaken on 
the pay enhancements section before agreement is reached in principle on the proposed 
rates. 

Summary of legal implications 

Changing the terms and conditions of the entire workforce (as opposed to harmonising one 
organisation’s terms with the other) will reduce any risk associated with the TUPE transfer 
process.  
  
The purpose and rationale for the changes will also support any claims arising e.g. the 
Council has a statutory obligation to address the issues identified relating to equal pay and 
so any changes genuinely made as a result of this can be defended as unrelated to the 
TUPE transfer.  

Summary of human resources implications 

In order to transition staff to a new pay and grading structure and single set of terms and 
conditions, a process of collective bargaining with the Council’s recognised trade unions is 
required. 

When discussions have been finalised, it is likely that union colleagues will ballot their 
members to assess numbers in favour of the new pay and reward offer prior to agreeing to a 



unilateral change.  Whilst every effort is being made to secure agreement, and progress 
continues to be made, the Council would need to consider the options available to it to 
progress the outcomes of the project in the event agreement is not reached. 

Summary of sustainability impact 

The Council has the opportunity to contribute towards the Sustainability agenda through its 
terms and conditions for staff. Proposals on Travel arrangements for staff undertaking 
business travel, have aimed to reduce or eliminate travel requirements where practical to do 
so. 

Summary of public health implications 

There are no identified public health implications arising from this report. 

Summary of equality implications 

An assessment of the equality impact of workstream 1 will be undertaken once outcomes 
are known. At this stage, there is insufficient information to assess. 
 
An Equality Impact Assessment has been undertaken on each of the items proposed under 
workstream 2.  However, it will be necessary to consider the overall cumulative impact to 
staff once the full set of terms and conditions has been agreed in principle and we can 
combine the results of both workstreams to assess the overall impact of the project.  

Summary of risk assessment 

Risk exists in the event of failure to reach agreement with the trade unions through the 
collective bargaining process. However, at this stage negotiations are progressing well and 
every effort is being made to ensure a successful outcome. In the event that agreement is 
not reached, the Council would need to consider the options available at that time giving due 
reflection to the reason that the process failed. 
 
The outcome of the project will inevitably result in changes that may be beneficial or 
detrimental to individuals. The risk exists around morale and motivation in light of that 
uncertainty, but we are aiming for a progressive and affordable outcome that contributes to 
attracting and retaining the skills we need in the organisation. 

Background papers 

None. 

Appendices   

There are no appendices to this report. 


