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Personnel Services
MODERNISING PAY AT ASTON:  Bulletin 1

I am writing to provide you with information about two important developments that will lead to the modernisation of pay structures at Aston. These are the implementation of the National Framework Agreement for the Modernisation of Pay Structures and the replacement of the existing job evaluation methodologies by a system called the Higher Education Role Analysis (HERA).  The purpose of this bulletin is to outline details of the progress that has been made in these areas and to advise you of some of the aspects of Pay Modernisation that will be introduced in the near future.  All of the changes outlined in this bulletin have been approved by the University Council. 
The Framework Agreement for the Modernisation of Pay Structures

The Framework Agreement represents the most radical shake-up in Higher Education pay structures in 40 years. The Agreement requires that all staff (except those posts covered by the Remuneration Committee) will transfer to scales based on a new 51 point single spine by no later than 1 August 2006. 

The Framework Agreement is the culmination of two years of intensive work within the Joint Negotiating Committee for Higher Education Staff (JNCHES). JNCHES comprises representatives of the Universities and Colleges Employers Association and of the nationally recognised Trades Unions in Higher Education. The Agreement leaves it to individual institutions to determine and implement their own grading arrangements, based on the new single spine, subject to certain principles. The grading structures are to be developed in partnership with recognised trade unions and are to link with the new single spine in a “clearly defined, rational and orderly manner”.

The Agreement commits institutions to allocate staff to grades based on the outcome of role analysis (job evaluation) which is to be applied on an institution-wide basis covering all groups of staff. The processes involved in the application of pay points to staff must be transparent, consistent, and fair and support the achievement of equal pay for work of equal value.  
The University has decided that staff will initially be converted to those new grades that represent the nearest equivalent to existing grades with effect from a date yet to be determined.  This initial conversion will not involve a reduction in pay for any member of staff.  The application of role analysis may result in some staff subsequently being allocated to a different grade, although it must stressed that the evidence of a recent trial suggests that this may only occur in a small number of cases. 
Each pay range is to feature a contribution threshold, progression above which will depend on assessment of an individual’s contribution. Progression within each new pay range will therefore depend in part on an individual’s length of service and in part on an assessment of their contribution, although staff will have a normal expectation of annual progression up to the contribution threshold for their grade.  

Other important features of the Agreement include working in partnership with the recognised unions to achieve agreement on the following: 

· Guidelines on progression between grades.

· Guidelines on progression within grades.

· Equalisation of working hours.

· Guidelines on attraction and retention premia.

· Equal opportunities and pay.

· Staff development and reviews

NEW PAY SCALES FOR ASTON

Work has been undertaken to develop new pay scales that not only conform to the National Framework Agreement, but also take into account the current distribution of staff across grades at Aston.

The determination and implementation of new pay and grading structures should, according to the Framework Agreement, be developed and introduced in consultation with those affected – i.e. managers, staff and their representatives. Heads of Schools and Departments and the Campus Unions will shortly be consulted about the pay scales that are currently being developed.  Details of the new scales will be made available to staff as soon as the consultation is complete. 

MANUAL WORKERS AND TRADES STAFF
Manual workers and trades staff are currently paid on hourly rates based on pay scales for Local Authority workers.  Specific discussions will be held with the campus unions about the most appropriate means of applying pay modernisation to this category of staff.

THE HIGHER EDUCATION ROLE ANALYSIS TRIAL (HERA)

HERA is an analytical scheme of role analysis, specifically developed within HE, in which all jobs are broken down into 14 elements. It uses a combination of questionnaire, interview and verification to produce a total points score. The scores are used to assess relative values which allow roles to be assigned to appropriate grades within the new salary structure.  

A trial has been undertaken in which the roles of 30 clerical and technical staff were subjected to HERA analysis. The purpose of the trial was to learn about:

· the overall appropriateness of HERA in terms of its scoring sensitivity.

· which of the various methods of applying HERA was the most suitable.

· the length of time it will take to implement HERA and the resources required 

The trial revealed that in terms of HERA outcomes, the rank order of the roles analysed was closely consistent to a rank order that determined from the salary levels of those on the trial. It is concluded therefore that if the existing job evaluation methodologies are regarded as credible, then HERA, judged on these results, also has considerable credibility.

During the trial a streamlined process was developed which, in terms of the limited trial undertaken, produced results that were consistent with those provided by the full process. The streamlined process involves the following steps:

· All staff whose posts are being assessed under HERA will first attend a briefing session lasting approximately an hour. 

· A questionnaire is to be completed by each role holder and approved by their Head of School/Department or nominee.  

· The completed questionnaire together with an up to date job description should be forwarded to the HERA team.  (The latest job descriptions currently held on files in the Personnel Services section, if available will be given to the role holder at the briefing session referred to above.) 

· Role holders may be interviewed by a Role Analyst to focus on responses that either requires clarification or more information. Evidence gathered in this way will be forwarded to the Head of School/Department or nominee for verification.

· All evidence is  to be scored by a qualified role analyst

· The role holder and the Head of School/Department (or nominee) will be notified of the score and have access to an appeal mechanism. 

HERA IMPLEMENTATION

HERA will initially be applied to clerical, technical and academic related staff.  Specific discussions with the appropriate campus unions will also take place to discuss the application of HERA to academic and manual posts.  This is because separate consideration needs to be given to the application of a national benchmarking arrangement developed for academic staff and because of the aforementioned contractual issues relating to manual workers.  

The first phase of the implementation will be to obtain and gather evidence in relation to a fairly large sample of clerical, technical and academic related roles totalling around 150 spread across the University. The evidence will be gathered in accordance with the above and scored by trained role analysts. The main difference between the procedures to be used for this sample and the remaining roles that will be analysed subsequently, will be the time it takes to notify the results. This particular group’s results will be used as a means of agreeing uniform scoring conventions and to enable scores to be related to grade. It will also be a means of identifying the scoring ranges that are to be mapped onto the new salary scales. Part of the process will involve certain scores being revisited during the exercise as scoring conventions emerge.

After the sample has been analysed, HERA will be rolled out to all other staff at Aston.

The University’s Role Analysts will be supported by representatives from the campus unions and those who have represented the University in assessing jobs under the existing job evaluation schemes. Participation from these groups will be voluntary.  Full training will be given to those who agree to participate. This will be a vital part in ensuring that the HERA is being applied fairly and transparently. 

In some cases groups of roles may be scored together. There are probably not many categories where this is possible but some posts may lend themselves to this approach. Academic posts may also fall into this category and for them there is the additional assistance of being able to use the National Benchmarking that has taken place. Again we will need to develop a process in partnership with the appropriate union representatives.

 

The campus unions made a large contribution to the success of the HERA trial. It is intended to continue to progress the development of HERA in partnership with the campus unions.  Many aspects of Pay Modernisation will be subject to discussions between University managers and the campus unions. I will endeavour to keep staff informed on any new developments.
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