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1. EXECUTIVE SUMMARY

1.1. This report covers matters concerned with the Our People strategy, key 
workforce areas of interest and the implementation of the replacement to the 
BT Agresso HR and payroll system.

1.2. The report provides information to the PAC to help form their views of key 
areas of interest over the municipal year to aid their scrutiny of the 
management of the workforce. 
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2. RECOMMENDATIONS

2.1. The PAC are requested to note the report and request further information that 
may be of interest to them for further scrutiny or explanation by:

2.1.1. Noting the Council’s workforce strategy, Our People
2.1.2. Noting the current overview of the workforce and current 

activities
2.1.3. Noting the progress towards the implementation of a new HR 

and payroll system through the Hampshire Integrated Business 
Centre (IBC)

2.1.4. Request that the results of the staff survey and the action plan 
are considered at the next available PAC meeting

2.1.5. Consider any other areas for further detail at future PAC 
meetings.

3. INTRODUCTION 

3.1 The council is one of the major employers within the borough and runs over 
250 different types of services 24 hours a day, 7 days a week. 

3.2 With around 2,000 assignments (employees and contractors) we are a large 
and complex organisation, working in a heavily regulated environment and 
subject to intense scrutiny by inspection regimes, ombudsman offices and our 
residents and businesses. 

3.3 In May 2018, we adopted a new strategy for creating our framework for 
people management through Our People. This strategy sets out the type of 
organisation we aspire to be and the areas of focus for the next few years to 
achieve this.  It is a highly ambitious strategy and makes a bold statement of 
intent to ‘create a confident, capable, and creative workforce to deliver our 
[the council’s] Vision and to be the best council in the country within five 
years. 

3.4 The workforce has seen significant structural change over the past 12 months 
as we have moved away from the shared services with neighbouring 
boroughs.  This has affected nearly half of the workforce. 

3.5 Over the next year, we are planning for further structural change with 
additional services moving directly back to the borough.  At the same time 
plans are in place to implement and new finance, HR, and payroll system, 
replace the entire ICT asset base with new technology and ways of working, 
and decant services to enable the demolition of the Town Hall extension, 
refurbishment of the Town Hall and the regeneration of West King Street.  
This is a significant change programme. 



3.6 At the same time, we are seeking to introduce a comprehensive new talent 
and development package.  Whilst the council faces a continued and tougher 
financial challenge from the budget settlement, we need to maintain and 
improve services through tighter financial planning, better workforce 
management and increased productivity – focussing on the quality of services 
provided to residents whilst maintaining the commitment to be ruthlessly 
financially efficient to avoid the increase in charges for services that other 
boroughs have been making. Our overall offer for our employees needs to 
better consider modern reward practises and provide a more comprehensive 
package of benefits related to what’s important for the workforce of the future.

3.7 We are also operating in a highly competitive market for talent, experience 
and those entering the job market with potential.   West London is a very 
attractive area for both corporates and smaller start up organisations.  We are 
competing to attract talent against this exciting backdrop, at the same time 
specific professional areas, particularly social work and housing are in high 
demand across the sub-region and London-wide area.  

4. OUR STRATEGY 

4.1 Following the adoption of the council’s Vision, we have taken the opportunity 
to align our people strategy to the five priorities for the council. We developed 
and adopted a new people strategy that sets out:

 A bold overarching statement to ‘create a confident, confident, capable 
and creative workforce to deliver our Vision and to be the best council 
in the country within five years. 

 A statement of who we are, our personality as a council.
 Our areas of focus
 What success looks like

4.2 Behind this, we have adopted an internal employer brand to emphasis 
activities and opportunities as they are connected to the people strategy.  

Who we are

4.3 As part of the strategy, we aim to create a common experience and approach 
to all of our work.  This is set out in the section ‘Who we are’.  The section 
describes the four common areas that should define how our employees work 
in their daily lives.  It reflects the Vision of the council.  We are:

 Fair: we treat everyone with compassion, dignity, and fairness. We 
value the views of others and promote benefits and opportunities for all. 

 Caring: We care about our borough and doing things well.  We focus on 
standards and continuous improvement: learning from our mistakes 
and celebrating success. 

 Collaborators: We work together for a better society.  We work with our 
residents, businesses, schools, third sector and others for better 
outcomes for everyone.



 Driven: We will only settle for the very best.  We seek to continually 
improve and put our residents, customers, and businesses at the heart 
of everything we do. 

4.4 We can embed these through multiple routes including using these 
behaviours to attract and recruit new people to the organisation, use in 
performance management conversations, embedding these behaviours in our 
formal policies and procedures, as well as using them to help describe how 
we design and deliver services. 

Our focus

4.5 The strategy sets out for key areas for us to focus our efforts and group our 
activity.  Connected our activities and offer to these areas allows employees 
to understand why we are doing things, and how they fit into the overall 
strategy so it feels more real than normal workforce strategies. The four areas 
for our focus are: 

Employee Experience: We will focus on creating a comprehensive new 
offer for our employees to enhance their experience at work.   At the heart 
of our strategy is the voice and views of our employees.  Employees who 
speak highly of the organisation they belong too are more likely to be 
highly motivated, stay longer, be positive advocates for others to join and 
deliver better customer service. 

Employee development:  We are creating new, exciting opportunities for 
personal and professional development.  Our workforce has told us this is 
important to them – they want more opportunities to learn, grow and 
progress.  There is a perception that opportunities are not open for our 
existing employees. 

Coaching and leadership: We want to build a new culture of confident 
leaders and shift our focus from directing and managing to growing and 
coaching individuals. 

Organisational development: we want to focus on creating a new type 
of culture that allows us to be more ready for change and innovation and 
where people love the place they work. 

4.6 Behind each of these areas, there is a programme of work with some ‘set 
pieces’ (like the recent Our Stars Awards, recognising the best of our 
employees and long-service celebration), to new frameworks for management 
and leadership development.  A new talent programme to grow 
apprenticeships, career development routes, professional development, and 
essential skills.  

4.7 In October 2018, the council will be conducting the first staff survey since 
2016.  This is an important baseline for the people strategy as it provides us 
with information that will help us prioritise our key interventions. 



4.8 The survey is a 3-year partnership with the Best Companies groups, who 
provide the insight and evaluation of ‘The Sunday Times Best Companies to 
Work’ for standard.  This has been chosen for their expertise and insight, as 
well as their complex modelling of what matters to staff.  There are eight inter-
connected areas covered by the survey:

(Copyright: Best Companies Limited) 

4.9 In addition to the survey responses, the company analysis key drivers, and 
constraints from the responses of staff.  They then use this to assist the council 
in understanding more scientifically the actions needed to improve staff 
perceptions, engagement and motivation. 

4.10 The survey is then the basis for the second stage of our management 
development programme (the first being World Class Manager, see section 7 
below).   Using the MC3 programme from the survey, we can work with 
managers to understand better their role in improving the overall employee 
experience.  This will impact our culture, performance, and productivity as well 
as our attraction and retention rates across all four areas of focus in the Our 
People strategy. 

4.11 The survey is accredited, however as this is the first year the council will not 
seek accreditation. By the end of the strategy, the council aims to be the 
highest performing local government body in the survey, and one of the highest 
public service organisations. 



5. KEY WORKFORCE INFORMATION 

Workforce numbers

5.1 At the end of September 2018, the council employed 1,960 individuals (1,755 
full time equivalent roles). This number has remained relatively static over 
previous years. 

 

5.2 The total workforce bill in 2018/19 is projected to be £100,901 – including 
salaries, on costs and agency usage. This is a £4million reduction since 
2015/16.  However, the percentage of the council’s expenditure in relation to 
workforce costs on the General Fund has risen from workforce costs being 
57% of the council’s expenditure in 2015/16 to 78.5% in 2018/19. 

5.3 There has been a marked increase in the use of agency staff in this time.  In 
2015/16 agency spend was £16.4 million (15.7% of workforce costs) to a 
projected £19.5m in 2018 (19.2%).  There are a few reasons for this including: 

i. Market forces: difficulty in recruitment in social care, housing, and 
technical roles in particular

ii. Council systems: the process to recruit is too slow and manual, 
resulting in a poor candidate experience and overly administrative for 
managers.  Whilst the council has utilised the BT Agresso reserves to 
fund additional administration, the system and process itself has 
proved too cumbersome.  A new system is being introduced as part of 
the Hampshire IBC system in December 2018.

iii. Workforce changes: the rapid disaggregation of shared services 
(Moving On) resulted in a number of key vacancies from the 
establishment of sovereign services.  Temporary resourcing 
requirements were increased.

iv. Increase in project work: a number of major projects, including the BT 
Agresso exit to Hampshire, King Street Regeneration, Moving On and 
the desktop strategy (Techtonic) has created a demand for short-term 
assignments. 

5.4 Nonetheless, the Director of Corporate Services is overseeing a planned 
reduction in agency usage by the end of the financial year. 

5.5 In the year to September 2018, employee turnover was 17.8%.  This remains a 
concern and we will be undertaking a project to capture more accurately the 
reasons for people leaving the organisation.   Turnover can be costly resulting 
in an increase in agency use, the cost of recruitment and induction of new staff 
and the loss of organsiational memory.  The latest staff survey will also provide 
an insight about the reasons people consider leaving the organisation. 



5.6 Sickness absence has been stable for a number of years, although it is 
expected that there has been an under-reporting of sickness absence due to 
the complexity of the Agresso system. At present sickness absence represents 
2.1% (5 days per FTE) loss in productivity.  This is average for organisations of 
similar size and for the sector. 

5.7 Key trends around stress and mental health are increasing, alongside longer-
term conditions. Short-term absence is less of a concern.  The council is 
developing a revised health and wellbeing plan to meet the standards of the 
Healthy Workplace Charter, this includes re-providing our occupational health 
services to focus more on prevention and education.  An organisational 
commitment to wellbeing is also a key motivator and benefit for employees. 

5.8 Employee case management is a challenge with a greater proportion of formal 
procedures (disciplinary, grievances etc) undertaken than would be expected in 
the organisation.  This is being kept under review and new case management 
arrangements have been put in place to seek earlier, informal resolution.  

5.9 This has included tackling a number of long-term suspensions and a change in 
our risk appetite, working with employment solicitors in legal services. 
Suspensions and the length of suspensions has decreased rapidly.  On each 
occasion of a suspension, a dedicated team is put in place to ensure a rapid 
investigation and hearing (if required) takes place to avoid lengthy periods of 
suspension.  

5.10 Where a suspension takes place related to fraudulent activity alerted by the 
council’s anti-fraud team, the hearing date is set on the day of the suspension.  
This has significantly reduced the number of days of suspension that have 
resulted in dismissal for gross misconduct, ensuring the council does not retain 
individuals on the payroll where fraudulent activity has been proved.

5.11 Having said this, the focus of effort is being shifted in terms of resources to 
focus on the vast majority of employees who work had without any issues. 

5.12 We are currently planning to refresh our employee information related to 
equalties and diversity.  We have poor data and it is vital to our commitment to 
be a fair employer that we understand in more depth how we are meeting our 
commitment to fulfill the potential of all employees without barriers. 

5.13 We already understand through stautory reporting our gender pay gap is 3.8 
per cent between male and female roles.  This is driven predominantly be less 
representation of females in senior roles, and a greater proportion of females in 
lower graded and part-time roles. In 2017/18 we introduced a programme 
targetted at female employees to focus on their career development.  We will 
run a similar programme in 2019. 

5.14 The representation of BME employees at management levels will be an area of 
focus. In coming years as part of our talent management programme. 



5.15 We have poor information in relation to disability, particularly mental health 
conditions.  This is an area for improvement and will inform our wellbeing 
strategy. 

5.16 The council has signed the Armed Forces Covenant and has a designated 
Councillor who leads on ensuring we meet our commitments to those in the 
armed forces and their families. 

5.17 The council will shortly sign the Dying to Work pledge, a campaign led by the 
Trade Unions Congress to protect workers with terminal conditions from being 
dismissed from work.  As a compassionate council, and a fair employer, we are 
committed to being there for our employees when they need us most. 



6. HR & PAYROLL SYSTEMS 

6.1 In September 2017, the Cabinet agreed to move to HR, Payroll and Finance 
services currently provided by BT to a public to public partnership led by 
Hampshire County Council (HCC) using the SAP platform.

6.2 This is a tried and tested system used by c.85,000 public sector users and 
LBHF will adopt it and its associated processes. This means LBHF will need to 
change some of the ways it works to accommodate the new system.

6.3 LBHF have worked closely with HCC, Deloitte (their onboarding partner) and 
BT to ensure all stakeholders are committed to a successful outcome.

6.4 Westminster City Council and Royal Borough of Kensington and Chelsea are 
also moving to the Hampshire solution and whilst our programmes are 
separate, there is some co-operation on shared matters such as data.  Current 
go live dates align which is advantageous from the point of view of exiting BT, 
downloading data and using shared HCC resources.  However, should the 
timetable change, LBHF is fully prepared for a solo go live process.

6.5 This report summarises the progress made and the key activities scheduled     
between now and go live of the new system.  

6.6 The new IBC system build was completed in May and is well along the cycle 
of testing to ensure it meets LBHF’s requirements.

6.7 Business deployment and change management activities have ramped up 
and following User Acceptance Testing there will be a number of opportunities 
to try out the IBC system during drop-in sessions in October and November.

6.8 We gave formal notice to BT on 30 August 2018 to terminate the shared 
services contract (from the master contract of Westminster City Council). This 
puts us on a go live trajectory of 1st December 2018 with a release to the 
organisation on Monday 3rd December. 

6.9 A separate exit workstream from the BT system and archiving is in place 
within the council. 



Summary of progress

6.10 The design and build of the system was completed in May 2018. A testing 
strategy and approach was written and approved at board and testing of the 
system included the following stages:

 Unit testing: validates that individual functions are configured and/or 
developed to appropriately translate technical and functional 
requirements (successfully completed)

 System Integration Testing (SIT): there are 2 cycles of SIT: validates a 
set of business processes to ensure that the system functions as 
expected when the elements are integrated together i.e. end to end 
processes, interfaces, middleware, reports (successfully completed)

 Comparison payroll runs (CR): there are 6 comparison payrolls (4 
intensive monthly payroll cycles during test phase and two Comparison 
payroll cycles during cutover): recreating the payroll run and comparing 
the Agresso and SAP payrolls to ensure that SAP is running correctly

 User Acceptance Testing (UAT): end-to-end process testing to verify that 
the implemented solution satisfies business requirements (successfully 
completed).

6.11 We have completed SIT and UAT and satisfied the pre-determined entry/exit 
criteria.

6.12 Finance Data loads were completed with a 0.5% error rate (note manual loads 
at LBHF have had a greater success rate than bi-borough).  

6.13 The payroll loads and full organisational management (OM) structures have 
loaded for sovereign borough and also integrated OM for cross borough 
services.  This structure has been built from scratch and is a key part of 
ensuring that workflows and approvals within the system work correctly.  

6.14 We have completed successfully the key tasks of loading the sovereign 
organisation structure data and integrated data for services delivered with 
RBKC, the finance data and the full data set for payroll CR3 and UAT.

6.15 User feedback has been positive confirming the ease of use, fit for purpose 
and a great improvement on Agresso.

6.16 We have a plan for data remediation and loading prior to comparison payroll 
run 4 (CR4) which will be followed by two more comparison runs to ensure the 
data for pay is as accurate as possible. 

6.17 A cutover strategy and plan is in place for transitioning from the LBHF’s 
legacy system and processes to HCC’s shared services operation (and 
related systems and processes.  Cutover is the structured approach for 
managing the transition of people, processes and technology from the existing 
ways of working to new ways of working and adoption of the IBC services.  

6.18 Cutover includes applying the new code, configuration and functionality to IBC 
systems; migrating all data from legacy systems ensuring it is cleansed and 



validated to ensure its integrity; ensuring services are fully prepared for 
transition to the IBC; and operational readiness meaning that the IBC are 
ready to deliver services from go-live day.

6.19 A specific strand for business deployment (change management and 
readiness) has worked with over 200 subject matter experts and line of 
business users to design, build, and test the systems.  This is a significant 
contribution from across the organisation to ensure front line users have had 
the opportunity to test the system and participate in the change.  

6.20 We have also established a network of 120 key business users to act as 
change advocates, cascading key information, timetables, and activities into 
their teams. 

7. OTHER SIGNIFICANT AREAS OF ACTIVITY 

Moving On: A move from Shared Services with RB Kensington & Chelsea / 
Westminster City Council 

7.1 The council has moved away from shared service arrangements with RBKC and 
WCC for a number of services in adult and children’s social care and legal 
services. 

7.2 The new sovereign structures for the Hammersmith and Fulham went live on 
1st  April 2018 following a consultation which commenced in November 2017 
and concluded in January 2018. This resulted in the creation of sovereign 
Children’s and Adults Directorates During the consultation It was established 
that many services which were mainly operational would directly lift and drop 
into the new directorates with the staff not affected. 

7.3 Legal Services were disaggregated following a proposal by the tri-borough 
management team to transfer the services to a third party.  LBHF concluded 
that it is in the best interests of the service to retain direct control of our legal 
advice. 

 
7.4 However, it was established that some services, would need to be reorganised 

particularly to establish new directorate leadership teams. In addition, a new 
directorate, Public Service Reform was established and took upon many of the 
commissioning functions previously performed by the Tri-borough shared 
services as well as other services.  

 
7.5 During the consultation it was identified that there were 59 staff who where are 

risk of redundancy. All individuals were directly consulted with and considered 
for alternative positions within the new structures as well as offered 
opportunities to apply for any new posts.  After the implementation 10 staff were 
made redundant as it was not possible to offer suitable alternative posts. 

 



7.6 In addition, there was a substantial level of recruitment required to form new 
sovereign teams, particularly within Children’s Services as new sovereign 
functions were established, these specifically were around Special Education 
Needs and Disabilities. Children’s Finance and Education. As a consequence, 
there was a period of intense recruitment has culminated in the appointment of 
34 staff.

7.7 The programme of change was particularly successful in retaining our existing 
staff and attracting new talent to the organisation.  The timings of the 
consultation in the other boroughs proposed as risk around the loss of key staff, 
however that didn’t materialise due to the change management, the council’s 
Vision and roadshows held with staff and our approach to communication and 
engagement. 

7.8 In 2019, we will consider further a move to bring back other services that 
continue to be shared.

7.9 In light of the move away from BT Agresso, the shared HR functions with RBKC 
will be ended.  There is already a functional split between the boroughs and the 
remaining resources for residual payroll and pensions will remain the only 
shared service.  Occupational health services have already been split. 

7.10 Other areas that remain shared include highways, parks, environment health, 
regulatory services and some joint commissioning functions for social care will 
be reviewed. 

Unified Reward

7.11 The council last reviewed our pay and reward offer in 2009.  This was primarily 
in response to risks related to equal pay across public services and a particular 
focus on local government.  

7.12 Most of council employees follow the Green Book, national terms and conditions 
of service.  The Green Book was last redrafted in 1997, with minor amendments 
related to legislative changes since then. 

7.13 The council is undertaking a systemic review of our pay, reward, performance 
management and organisational design under the programme of Unified 
Reward.  The current scope is still being determined although it is anticipated 
that this will seek to modernise employment practise. 

7.14 Key areas that the programme will seek to address will be:

Pay and grading: our current structures are being modified by national 
agreement in 2019.  We will have to realign our pay structures to the national 
model.  At the same time, lower grades have been eroded by the London Living 
Wage (LLW) and a review of the impact of the LLW on our overall pay structure 
will need to consider the longer-term implications. 



Performance: there are several performance related pay (PRP) (bonus 
schemes) in operation within the council.  These are not universally applied and 
the link between PRP and performance is not strong – this was previously 
reviewed by the Finance PAC. 

Workforce Planning: Our use of agency staff is partly driven by poor systems 
(to be replaced as part of the Hampshire IBC solution) and poor workforce 
planning and design.  We want to have longer-term planning linked to an overall 
target operating model to ensure that we plan for skills and succession to reduce 
the need for external recruitment and short-term assignments.  We should also 
be considering the impact of new ways of working, IT skills and automation on 
the workforce.  Links between health and social care need to be considered for 
the future, alongside new skills and professions emerging from technology and 
legislative advancements. 

Policies and procedures: Our policy framework requires a significant overhaul 
to match more closely to our ambition set out in the Our People strategy.  The 
tone and approach of the policies and procedures are more restrictive and 
directive, removing discretion of managers to act fast and take appropriate 
decisions.  Very often the policies are barriers to resolving issues rather than 
focussing on the early resolution of issues rather than a reactive slow process 
in response. 

7.15 We are in th early stages of defining the extent of the programme.  We will 
ensure that our trade union colleagues and employees are involved in the 
design and consultation of our proposals.  At the same time, some contractual 
elements, where changes are proposed, will require a formal negotiation and 
agreement with the trade unions. 

World Class Manager Programme

7.16 As part of our commitment to improve the consistency and skills across our front-
line managers, the council is creating a comprehensive leadership and 
management programme.  The first two elements of this are a basic skills 
development course, adopted from the World Class Manager programme used 
by many multinationals. 

7.17 This focuses on 12 key modules for basic skills, like good performance 
conversations, setting standards and goals, productive team meeting, modern 
management practise etc.  Alongside this, we are facilitating action learning sets 
to build a management cohort who can better support each other.  In addition, we 
are developing an in-house coaching model to support our ambition to use 
managers as coaches to our staff. 

7.18 An evaluation of the first wave of activity will be undertaken in February 2019. 

7.19 A wider framework for leadership and management development will be 
developed by November 2018. 



Desktop Strategy 

7.20 The council’s current technology platform is performing poorly.  In the last staff 
survey the technology was a major source of frustration for employees meaning 
they had slow systems and were unable to work flexibly.  The roll out of Office365 
online versions is hampered by the desktop technology and our bandwidth. 

7.21 A major investment in technology devices to allow for faster, more reliable 
systems alongside more flexible working options and online collaboration will be 
a significant step forward. 

7.22 A change management programme is in place to look at the potential impact in 
terms of new styles of management (to account for more flexible arrangements 
for working and remote working teams).  Training is a key element to ensure 
people are familiar with, use and adopt the technology available including mobile 
working, electronic documentation, unified communications tool and collaboration 
tools. 

7.23 The desktop strategy will affect almost all employees. 

King Street Regeneration

7.24 The regeneration proposals for West King Street will require the council to decant 
from the Town Hall Extension and the Town Hall during the works.  This will affect 
around 1,000 employees. 

7.25 Again, in the 2016 staff survey, the working environment was one of the lowest 
satisfaction scores for employees. 

7.26 We are working up proposals for a decant in the spring to modernised offices.  
This requires a major change programme to support the decant to ensure we only 
move what is needed (to reduce cost and floor space requirements) and to 
implement shared desk spaces and more collaborative spaces. 



8. BACKGROUND PAPERS USED IN PREPARING THIS REPORT

No. Description of
Background Papers

Name/Ext of holder of 
file/copy

Department/
Location

1 Our Vision https://www.lbhf.gov.uk/sites
/default/files/section_attach
ments/260_59_hf_vision_a4
_booklet_rev8.pdf 

Internet

2 Pay Policy Statement http://democracy.lbhf.gov.uk/
ieListDocuments.aspx?CId=
114&MId=5614 (ITEM 6.4 of 
the Annual Budget Setting 
Council Meeting)

Internet 

3 Our People https://officesharedservice.s
harepoint.com/sites/intranet/
hf-
hr/Intranet%20Documents/H
&F%20Our%20People.pdf#s
earch=people%20strategy 

Intranet

4 Gender Pay Reporting http://democracy.lbhf.gov.uk/
documents/s95863/171101
%20Finance%20PAC%20G
ender%20Pay%20final.pdf 
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