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Context

Children’s Centres have steadily grown in number and reach since their original purpose as highly targeted forms of intervention in 1997. Given the continued spending pressures on Somerset County Council the need to secure best value for money in all areas of spending is significant. 

Somerset has established 41 Children’s Centres since 2001 which provide a range of integrated early childhood and family services including family support, health, employment and training. Children’s Centre services are accessed at over 151 locations across Somerset including sites such as schools and community venues. This service is undergoing a Programme of Change in order to improve the quality and efficiency of the service.  This Programme of Change is reviewing Children’s Centre Services in Somerset in order to ensure:
· A higher percent of families have “access to relevant services”;
· Improve outcomes for children and their families;
· Better integrated working and reduced duplication;
· Improved value for money;
· Improved range and relevance of universal and targeted services;
· Children’s Centre work is closely aligned to the Early Help Strategy.

The change programme is aligned to the implementation of the Early Help Service as laid out in the Early Help Strategy. This will provide a “renewed focus and alignment of services [which] is necessary because of the changing context within which all partners are working.” (Somerset County Council: Early Help Strategy September 2013)
The most recent management restructure took place in 2011 when the 41 Centres each with a manager were reorganised into 14 Clusters.  Each Cluster has developed its own way of working and delivery model. The budget was reduced at that time from £7.63m to £7m.   
This management arrangement has continued since then although in 2013/14 there was a further reduction in the budget of £1.34m.  Much of this saving was achieved through the cut in Children’s Centre Teachers and an outreach contract with Barnardo’s and Action for Children.  

Why we consulted
Somerset County Council is required by law to consult with staff where there are significant changes to staffing structures resulting in potential redundancies.  The formal staff consultation began on 4th December and officially finished on 4th April. Staff were consulted on three specific areas:

· Proposed staffing structure

· Job descriptions

· Ring-fencing arrangements

The Consultation Process

Consultation with staff 

During the Change Programme there has been a continual engagement process with Partner Agencies, Children’s Centre Staff, HR, Pensions and Unions about the Change Programme and the potential impact of change for staff and services. The first Staff Awareness Session was held on 21st February 2013 and a robust program of six group sessions with staff led by the Strategic Manager took place over August 2013. Staff had the chance to ask questions and provide initial feedback ahead of public consultation. Briefings were also held with cabinet members in September 2013. Further Staff Awareness sessions took place in November 2013 and March 2014.
In addition to the Staff Awareness Sessions, staff have been kept informed of the progress of the Change Programme through information that has and will continue to be added to the change website as soon as new information is available. Updates have been published in the monthly Service Newsletter, sent out through Cluster Managers. Staff will have also been informed about more individual changes by their line manager or Cluster Manager.

The formal staff consultation began on 4th December and officially finished on 4th April.  The consultation process was extended due to a number of staff being transferred via TUPE (Transfer of Undertakings (Protection of Employment)) to Somerset County Council at the end of February 2014.  In addition to engagement of staff and formal consultation, in line with regulations, the formal 30 day HR consultation was initiated from the date that Private, Voluntary and Independent (PVI) staff transferred to employment with Somerset County Council. 
Staff were asked to review the proposed structure and Job Descriptions of the job roles proposed to work in Children’s Centres as part of the new Early Help Services structure.  An optional form was made available on the Change website to enable staff to comment or ask questions on key themes. All feedback from staff has been considered in detail and many of the comments have resulted in changes to the structure, Job Descriptions or ring-fencing arrangements. 

Staff consultation timeline

There have been regular updates presented to JCC over the past 12 months.  In addition to this regular meetings have been held with Unison and more recently with Unite.  This was to enable any queries raised by members to be addressed.  Unison and Unite were also invited to staff awareness sessions held throughout the year.  At the beginning of the consultation process the proposal document and job descriptions were also shared with the unions. 

	Date 
	Consultation type/event 

	February 2013
	Staff Awareness Session on the future changes to Children’s Centre Services in Somerset.

	April 2013
	Staff survey: the survey resulted in a Continuous Improvement Team being set up representing each Children Centre. The group drew up an action plan to address issues raised through the survey.

	August 2013
	Six Staff Awareness Sessions took place throughout the county.

	September 2013
	Cabinet agreed the final version of the Early Help Strategy, which future Children's Centre services will be based on.

	September – October 2013
	The public Children’s Centre Programme of Change web consultation took place. Staff were invited to share their views via the online survey.

	November 2013
	Five Staff Awareness Sessions took place and focused on the proposals in response to the public consultation.

	November 2013
	A second staff survey took place.

	December 2013 - April 2014
	Formal staff consultation began.  Staff were invited to comment on draft job descriptions and the proposed structure.

	March 2014
	Four Staff Awareness Sessions took place across the county.


Response
All questions and comments raised by staff were answered with the results being uploaded on the Children’s Centre Programme of Change communication webpage (http://change.somerset.gov.uk/childrenscentres/home/). This website is updated regularly and includes a range of frequently asked questions and responses to questions and comments from the staff, this site is available for all staff to access.  

The comments made as part of the consultation has resulted in a number of key changes to the original proposal document, structure and Job Descriptions, a summary of these can be viewed in the following table:
	You Said 
	We Did 

	Staff raised concerns about a new Apprentice role replacing Clerical Assistants in the structure.
	It was agreed that Clerical Assistants should remain and we have developed a new Job Description for this role.  Apprenticeships will continue to be promoted, however such posts will be supernumerary within the structure. 

	Staff proposed that the job title for Community Services Co-ordinator should be changed to Deputy Early Help Officer.
	This was agreed and we changed it. 

	Staff thought that ring-fencing should apply to roles one grade above and one below their current grade.
	We took these suggestions to HR and recognised trade unions and this ring-fencing arrangement has been agreed.

	Following feedback about the Volunteer and Community Co-ordinator role and suggestions that recruitment of volunteers could be managed by Somerset You Can Do. 
	We have removed the role from the proposed structure and we are talking to Somerset You Can Do.  This has enabled us to increase other management roles.

	Staff wanted more Early Help Officer posts. 
	We reviewed and agreed with the deletion of management posts such as volunteer and community co-ordinator roles so that there would be an increase to the number of these posts.  

	Staff wanted the job descriptions to reflect the age range of the service. 
	We added the age range of 0 – 19.  

	The proposed structure means that some staff will not be based with line managers, this raised concerns about the quality of supervision. 
	A supervision training programme will be rolled out for new supervisors. All staff will be issued a Personal Development Folder which includes supervision policies and forms.

	Staff proposed that the Early Help Officer should be qualified to degree level.
	This was agreed and has been added to the job description.

	Staff raised concerns over the level of management cover based in centres.
	The proposed number of Deputy Early Help Officers has been increased. The proposed number of Early Help Officers has also been  reviewed.

	Staff felt concerned about the distance they may be required to travel.
	Every effort will be made to ensure that staff are not redeployed to other areas outside of their normal work area.

	Some staff asked if they were able to request a change to their work base.
	We asked staff to identify where they would like to be based and whilst no guarantees can be made we will do our best to accommodate staff preferences.


What next?
The consultation results will shape the final staffing structure as part of the change programme. Recruitment to the new structure will be phased over the coming period. This phased approach will appoint managers prior to the recruitment of other staff, so that managers can be involved in recruitment where appropriate.
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