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1.
Scope

This Policy applies to all employees of the Council. It does not apply to staff employed by schools.

2.
Purpose
This document sets out a fair, consistent and legal process through which to undertake effective consultation in redundancy situations. 
3.
Policy

The Restructuring and Redundancy Policy summarises the principles of redundancy and sets out the various stages involved in managing redundancies.  This process document provides advice and guidance on the practical application of the consultation requirements required by law and as set out in the Restructuring and Redundancy Policy.    

Employers have a statutory obligation to consult with employees and Trade Unions when a redundancy situation arises.
The purpose of consultation is to discuss the proposed redundancies, the reasons and the implications this has for employees. It is also to explore and if possible identify ways of avoiding, reducing or mitigating the effects of redundancies.

4.
Procedure
4 i.
Purpose of Consultation 
The consultation process exists to enable employees to have a say in the process and therefore it should be clear to everyone that until the consultation has been concluded, no proposals are agreed or pursued.
Consultation is defined as jointly examining and discussing issues and seeking mutually acceptable solutions through an exchange of views and information. Consultation must be genuine and meaningful. 
Consultation is not negotiation but communicating information prior to decisions being made or detailing proposed courses of action and inviting opinions, suggestions and counter-proposals that will be considered. Consultation serves to give prior warning of the potential redundancy situation to employees and to enable every effort to be made to minimise any effects of the proposals.
4 ii.
Who should be consulted
HR must be advised of all proposals at the earliest opportunity to enable compliance with the statutory notification requirements and to appropriately advise the manager leading the consultation before any communication is distributed to affected employees and Trade Unions.  

Employees and the relevant Trade Unions must be informed as early as possible when a redundancy is being considered. In all redundancy situations, the manager must meet and consult with all potentially redundant employees both on an individual and a collective basis. (see 4 iv).
The statutory obligation to consult relates to individual employees as well as the trade unions. At the commencement of the consultation process, line managers must consult potentially redundant employees to provide the above information, confirm the consultation closing date and seek comments on the proposals. Notice should not be issued until the consultation process has been completed and the responses reviewed and considered.

Trade Unions must be informed at the ‘earliest opportunity’ where there are any proposed redundancies being considered, in accordance to statutory obligations.
The Council will consult with the relevant Trade Unions at least in line with the timescales below. 
· Where a proposal to dismiss as redundant 100 or more employees at one establishment within 90 days, consultation must take place at least 90 days before the first of those dismissals takes effect.

· Where a proposal to dismiss as redundant 20 to 99 employees at one establishment within 90 days, consultation must take place at least 30 days before the first of those dismissals takes effect.

· In cases where fewer than 20 employees are to be made redundant, the consultation must take place in good time.

For the purposes of consultation the Council has a statutory duty to disclose to recognised Trades Unions the following information in writing:-

· Reasons for the proposed redundancies

· Descriptions of proposed jobs being made redundant

· Total number of proposed redundancies

· The proposed method of selecting the employees who may be affected

· The proposed method of carrying out the redundancies 
· The proposed timescales for the redundancies to take effect.
· The proposed method of calculating the amount of any redundancy payments to be made (other than the statutory obligation). This is contained within the Redundancy and Compensation Payments Policy.

Trade Unions should be notified immediately prior to the staff announcement taking place.

4 iii.
Announcement of Redundancies 

Redundancy can be one of the most traumatic events an employee may experience. Announcement of redundancies will often have an adverse impact on morale, motivation and productivity. The negative effects can be reduced by sensitive handling of redundant employees and those remaining.
The briefings to staff may be different dependent on the way individual employees are affected. The briefing to those affected should include:

· The business case for the proposed changes

· A summary of the process that will follow the announcement and how the changes will affect employees 
· The number of people and job roles that are affected

· The selection process that will be applied to use in any selection pool

· Consultation duration (e.g. 30 or 90 day period)
· Redeployment process
· The calculation of any redundancy payments.
NB: Prior to any group announcement, individual meetings will take place with those directly affected by redundancy to discuss with them how they will be affected personally in more detail. Alternatively, there may be no group announcement but full details will be discussed during the individual consultation meetings.
Managers will ensure that all information within both group and individual announcement briefs are cleared with the appropriate HR Business Partner to ensure that the process is followed correctly.
As far as possible, all affected staff should attend the briefings.  However those who are unavailable due to sickness, holiday or maternity should be contacted at the earliest opportunity.  Dependent on the circumstances, this can be done either in person, in writing or by telephone. If employees are notified via telephone the manager should follow this up in writing to the employee to confirm the conversation. 

Further briefings may be necessary to inform those colleagues who are unaffected by the changes.
4 iv.
Individual Consultation
Before any consultation meetings commence, the Line Manager (or person conducting the meeting) must be prepared and understand the business justification for making the proposed changes.  The manager should also ensure familiarity with the council’s redundancy policy so that the whole process is dealt with correctly.
The manager should then arrange to meet with each individual affected by the redundancy proposals and ensure that they are given the opportunity to bring a companion with them to this meeting.  A companion is defined as a fellow employee or a trade union representative.  
The manager should familiarise themselves with the script (Appendix 1) that they will need to go through with each affected employee and prepare a briefing guide (Appendix 2) as part of the individual consultation process. 
The manager should retain a file copy of the briefing for each individual consultation that is undertaken and ensure that the employee is also given a copy of the briefing guide for the individual consultation at the end of the meeting.
The manager should follow up this meeting in writing (Appendix 3) to include a copy of the briefing that was discussed. A copy of this should be placed on the individual’s personal file. 

Following the initial individual consultation meeting, subsequent meetings can be held, particularly if the employee has questions.
Another 1:1 meeting with the employee must be conducted once the manager has documented the selection scores.  The assessment should be given to the employee and discussed at the 1:1 meeting. (See Redundancy – Selection Process) 
4 v
Conclusion of the consultation process

When the consultation process has concluded, the manager should review the comments and suggestions made and determine whether the original proposals should be amended. The employees and trade unions should be advised of any changes made as a result of consultation, and where alternatives had been proposed and not adopted, the reasons for concluding that these measures would not be pursued.
APPENDIX 1
Detailed below is a script for Line Managers to follow during the consultation meetings.
Manager’s script for individual consultation meetings
Introduction

· Confirm with employee that they were advised that they could bring a representative with them to this meeting.  
· First of all I would like to go through with you a business case briefing that will explain why you have been asked to attend this meeting, the proposed business changes and the reasons why these changes have been proposed.

· I have a copy of this briefing for you to take away with you.

Read through the prepared business case briefing document
Purpose of this meeting
· I want to talk about the effects that the announcement will have on you.
· I want to explain in more detail what the purpose is of consultation, how this works, the process that will be applied and the support that is available to you.

· As you are in a role which is proposed will be deleted, we will discuss how this situation will affect you as an individual in relation to redeployment, redundancy pay and support through our EAP and outplacement providers.
Include the following bullet point only if relevant to the individual employees circumstances

· I want to explain to you what is meant by the selection pool 

Finally, we will then go through any questions or concerns that you may have and if I am not able to provide an answer to a question that you may have I will seek the answer and respond back to you.
Proposal being considered

Let's review the announcement that has been made and business case briefing document.
· The impact of the changes the business is intending to make to its operation is that a number of roles will be removed from the business.  In total (xx) number of roles are being removed however (xx) of these are vacancies; the removal of the roles will occur across all functions. (xx) of new roles will be created under the proposals. Changes to (xx) roles could be an opportunity to develop.
Include the relevant bullet point as per below;
· The role that you are in has been proposed for redundancy. It is an individual role to the business which is why you are directly affected.
OR
· You are in a role where numbers of staff employed in a generic post are being reduced/deleted, therefore all the employees in this generic group are potentially redundant.

· Do you have any questions regarding the business case for making these proposed changes?

Consultation process
· We will be consulting with all affected individuals for a period of 30/90 days, which commences on (xx) and ends on (xx).
· We will consult with you individually and will support you through the process over the next few weeks, by answering your questions and advising you of your options regarding redeployment.
· We will hold meetings or have discussions with you as frequently or infrequently as necessary.
· As well as myself and (Insert name of HR Representative) you also have access to the Employee Assistance Programme (0800 085 1376) which can provide confidential advice and support. 
· We will give you information through both individual and collective consultation  
· Before the end of the meeting we will ensure that you are clear about how you can contact us should you have any questions or concerns. 
· Do you have any questions relating to the consultation process?

Redeployment
· Where possible we want to make every effort to redeploy those colleagues whose roles are affected by redundancy.

· I will request (insert name), HR Business Partner to make arrangements for professional assistance to be obtained to assist you to identify your full range of skills for adding to the ‘Skills Match’ Application Form.

· Once this has been actioned, you will be invited to attend a meeting with an advisor and I will then be advised of the arrangements.  You will need to   indicate on the acceptance form whether or not you wish to be considered for alternative employment.  You will need to return the form immediately to confirm whether or not you wish to be considered under the Skills Match scheme and that you will attend the meeting.

· Do you have any questions relating to the redeployment process?

Redundancy Pay

· Redundancy Pay will be calculated in line with the Early Termination of Employment Compensation Payments Policy.
APPENDIX 2

(TO BE PUT ON GROUP HEADED FORMAT)

Business case briefing 
Business Case
(Insert appropriate wording to reflect the business case for the changes that are being proposed, the reasons why there is a need for change, include supporting information that justifies these changes (market research, new/developments in legislation, benchmarking evidence, selection pool information (if relevant), selection criteria & process, also include the draft service structure charts etc.)
The result of this work is that there will be a number of roles removed from the business:

In total (insert number) of roles are being removed, however of these roles (insert number) are vacancies and (insert number) are currently occupied by either temporary staff of agency staff.

Impact on employee
You have been called to this meeting because you are in one of the roles proposed for deletion. This could mean that you could leave the business if we are unable to find either redeployment or suitable alternative employment opportunities for you.

Over the next 30/90 days we will work with you through a period of consultation when, through 1:1 meetings, we will discuss what this means for you and help you to think about redeployment opportunities if you wish to be considered for it. 
Next steps
This meeting is an opportunity for us to discuss and answer any immediate questions and/or concerns that you may have. 
(Delete following paragraph as appropriate – For staff in a selection pool only)
I will arrange a further 1:1 meeting with you when I have completed the Selection Criteria Scoring Form’ which will be used as part of the Selection process.
APPENDIX 3
(TO BE PUT ON GROUP HEADED FORMAT)

Letter to individual summarising individual consultation meeting

 Private and Confidential

 (Name)
 (Location)
(Date)
Dear (Name)
I am writing to confirm the details of our meeting on (insert date) when you were informed that as a result of a re​organisation of the service, it was regrettably proposed that the post will be deleted.

Our meeting was the start of a consultation period about the proposed redundancy.  The consultation period about the proposed service changes commenced on (insert date] and will end on (insert date). 
At our meeting, I advised you in some detail of the business reasons for making the proposed changes and you were also given a copy of this business case briefing document. 
(Delete following paragraph as appropriate)
I also advised you 
that you are in a unique post with specific duties which is proposed for deletion
OR
that you are one of a number of staff that are employed in a generic post which, under the proposals is being reduced/deleted. 
You are therefore in a selection pool. This means that you may or may not be selected for redundancy.
(Delete following paragraph as appropriate – Only applicable to employees in selection pools)
The next stage of the process will be for the selection criteria to be consulted and agreed upon. Once this has been done, I will then complete an assessment for you and arrange a 1:1 meeting for us to discuss the scores I have given for you.  A copy of this form will be provided to you at the meeting. 

I have advised you of how many roles from this service are being affected by this proposal.  I have also provided you with information regarding the selection pool (delete if not relevant), the redeployment process, redundancy pay, outplacement service and the employee assistance programme.  I have also attached the related policies to this letter to enable you to familiarise yourself with these documents.
Consultation will take place individually through one to one meetings with me as your line manager and also collectively via the recognised Trade Unions representatives. 

Should you wish to discuss the proposed redundancy situation further, or if you have any concerns throughout this process, please let me know and I can arrange to meet with you again at a convenient time and location.

During the consultation period I will be available to answer any questions or concerns you may have. I will also ensure that you are kept updated on any developments throughout the consultation period and I must stress that at this point, no final decisions have yet been made.
Please do not hesitate to contact me should you have any questions or concerns before our next meeting.
Yours sincerely

(Name)
(Line Manager)
Human Resources Management





Authorised by: Chief Executive


Effective date: 21 June 2010


Revised: 24 January 2011 
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