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Executive Summary

This report provides a summary of workforce metrics for FTE, basic salary, new starts and
leavers, monthly costs (overtime, agency, casual/supply, working time payments),
absence, transformation/redeployment, risk, and performance, as detailed on the Finance
and Resources Committee Workforce Dashboard, for the period of March 2018.

The report contains an analysis of workforce change observed since the previous period,
January 2018 and monitors ongoing and emerging trends.

The general trend since the previous report shows that there has been a reduction in
workforce FTE and basic salary costs. Our workforce FTE has reduced by 90 FTE and
our basic salary costs have reduced by £0.2M (including the increased costs for
Contributed Based Pay which is estimated to be £3M). The FTE reductions primarily
come from Communities and Families as contracts complete in line with funding
arrangements ending.

Overtime and Agency costs remain typical for the time of year. The cost of Supply/Casual

workers and Working Time Payments have reduced slightly; this would be expected given
the reduction in overall FTE. The 12-month rolling absence rate has stabilised for the first
time in 6 months with long-term open absences reducing by 39 cases since January 2018.


9062247
7.8


Report

Workforce Dashboard

1. Recommendations

1.1 To review and note the workforce information contained in the dashboard.
2. Background

2.1 The dashboard reporting period is March 2018.

3. Main report

3.1 The attached dashboard (Appendix 1) provides workforce information on:

e the number of Full Time Equivalent (FTE) staff employed by the Council, the
type of contract they are employed through and the turnover of new starts and
leavers;

e trends on absence rates, including the top five reasons for short and long-term
absence and cost;

e the cost of the pay bill, including the cost associated with new starters and
leavers;

e insight relating to our performance framework (launched April 2017) including
the percentage of annual conversations carried out, and the number of
Conversation Spotlight workshops carried out;

e the number of VERA/VR leavers and associated cumulative budget savings;

e the number of redeployees and associated costs.

3.2 Our workforce FTE has reduced by 90 FTE to 14,562; down from 14,652 in January

2018. Communities and Families experienced the greatest reduction by 34 FTE,
followed by Edinburgh Health and Social Care Partnership (down 28 FTE) and
Resources (down 22 FTE). Other areas also saw a reduction, except for the Place
directorate which increased by 26 FTE in the period. Changes in Communities and
Families relate to contractual changes at the end of the school term (Easter break)
and also reflects where funded arrangements have come to an end at the close of
the financial year. Changes in Place are attributable to appointments made to
vacancies in the directorate structure, following implementation of organisational
review in Passenger Operations.
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The table below outlines the total FTE change by Directorate:

FTE
Directorate Jan-18 | Mar-18 | Change

Communities & Families 7001 6967 -34
Chief Executive 158 145 -13
Edinburgh Health & Social Care Partnership 2323 2295 -28
Place 2333 2359 26
Resources 2280 2258 -22
Safer & Stronger Communities 507 491 -16
Redeployment 50 47 -3

14652 | 14562 -90

Since the previous reporting period we have recruited 148 FTE new starts and 188
FTE have left the organisation, yielding a net loss of 40 FTE. The additional
reduction in workforce FTE (50 FTE) can be attributed to contractual changes within
the existing workforce and yields a notional annual basic salary reduction in the
region of £1.0m (based on an average salary of £25K).

The cost of new starts was £1.7M less than the cost of leavers, yielding a cost
saving in this area.

In the period, the basic salary bill decreased by £0.2M.

Contribution based pay and pay progression, estimated to cost the organisation
approx. £3.0M on an annual basis.

Total agency costs showed a slight downward trend over the period April 2016 to
December 2017 (reported in Finance and Resources Committee Annual Workforce
Report, Figure 1). However, when we also include the last three billing periods in
the analysis we start to see a subtle change in the trendline with subsequent
analysis including increased billing over the festive period to meet service needs.
This trend will continue to be monitored.

The organisation costs for agency between June 17 and March 18 equate to a
monthly average of approximately 570 FTE (based on a notional monthly cost per
agency FTE). The March monthly agency FTE utilisation was 685 FTE.
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Figure 1: Organisation Agency Cost Trend, April 2016 — March 2018
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3.10 The cost of Supply/Casual workers has reduced by £11K in the period.
3.11 The cost of Working Time Payments reduced by £6K in the period.

3.12 Total Overtime costs reduced by around £232K since last period (see Figure 2).
Higher costs were observed in January and February 2018 and are related to
additional hours worked to run services and events during the festive period and for
winter weather emergency activities. The March 2018 monthly cost of £629K is in
line with claims made in the pre-Christmas period. The hours claimed for overtime
between June 17 and March 18 are equivalent to the FTE of around 244 employees
(monthly average); this analysis excludes hours claimed for “call out’. The March
18 monthly overtime FTE utilisation was 227 FTE.

3.13 Trend analysis to Jan 2018 (F&R Annual Workforce report) showed a subtle
reducing overtime cost trend, however analysis to March 2018 (Figure 3) shows
this trend reversing; this will be monitored.

Figure 2: Monthly Costs for Overtime, Agency, Casual/Supply and Working Time
Payments, June 2017 — March 2018
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Figure 3: Overtime Cost Trend, Jan 2016 — March 2018
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3.14 There was no change to the organisation’s 12 month rolling absence rate which
remained stable this period at 5.49% (Figure 4). The long-term rate absence rate
(3.71%) and short-term absence rate (1.77%) were unchanged. The organisation
lost 174.4K days to absence in the 12-month period to March 2018, the equivalent
working days of around 775 full-time employees. The notional cost of all absence
in the rolling period is in the region of £23.3M (based on an average salary value of
£30K).

3.15 Absence rates in Place (6.56% to 6.47%) and Resources (6.39% to 6.38%) both

saw minor reductions (Figure 5).

Figure 4: 12 Month Rolling Average Absence Trend
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Figure 5: Directorate 12 Month Rolling Average Absence Trend
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3.16 At March 2018 there were a total of 486 employees across the organisation with a

3.17

long term open ended absence, down from 525 in January 2017 (Figure 6). Atthe
time of analysis, 42 employees had been absent for a period of 12 months or
longer. Most directorates have seen a reduction in open ended long-term absence
cases since December 2017, with the biggest reduction in the Communities and
Families directorate in the Schools and Lifelong Learning service (down by 51
cases, which represents a 25% reduction on the original 206 cases). In the same
period the Edinburgh Health and Social Care Partnership reduced their total cases
by 20 (14% of the original 142 cases), mostly in locality services.

Figure 6: Open Ended Long-Term Absence Cases, Dec 2017 — March 2018

. ) Health and Safer and
Communities Chief
Period Council m . Social Care Place Resources Stronger
and Families | Executive
Partnership Communities
Dec-17 556 206 2 142 65 118 23
Jan-18 525 194 2 142 59 104 24
Feb-18 488 167 3 139 59 102 18
Mar-18 486 155 4 122 75 110 20

The total employees on the redeployment register has remained at 38 this period
(as per February 2018), but had reduced to 34 in March 2018. The associated
monthly salary cost increased by £3.8K to £134.1K. Figure 7 provides a summary
of the total number of employees on the register since November 2017.
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Figure 7: Redeployment Reqgister Employees
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Of the 38 employees currently surplus due to transformation, 2 are planned leavers,
23 have been temporarily redeployed, and 13 are not currently redeployed into a
temporary solution.

Of the total surplus FTE, 19.7 FTE is corporately funded and of these 1 FTE is a
planned leaver, 8.0 FTE are currently redeployed and 10.7 FTE are not currently
redeployed; 14.0 FTE of the corporately funded FTE has been on the redeployment
register for longer than 12 months, 4.7 FTE for a period of 6-12 months, and 1.0
FTE for less than 6 months.

A total of 28% of employees (who are due to have them) have engaged in Looking
Ahead 17/18 Conversations. This figure is slightly down on the previous month due
to additional groups joining the annual cycle in March i.e. Facilities Management.

A total of 62% of employees (who are due — approx. 8,000) have engaged in
Looking Back 17/18 Conversations.

4, Measures of success

4.1 The Council achieves the necessary employee reductions by voluntary means.

4.2 The costs of unfunded individuals are managed as best as possible (within the no
compulsory redundancy commitment).

4.3 That the monitoring of appropriate workforce data will evidence that the Council is on
track to achieve targeted budget savings.

4.4 Absence rates are within our target of 4.0%.

4.5 All employees have a ‘looking back’ conversation to reflect on the previous year’s

performance (the ‘what’ and the ‘how’ with a performance zone agreed and awarded)
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and ‘looking forward’ conversation to set their performance objectives and
development priorities for this performance year.

5. Financial impact

5.1 Achievement of agreed savings through voluntary redundancy.

5.2 Salary costs for redeployees.

6. Risk, policy, compliance and governance impact

6.1 The voluntary severance releases are essential to ensure that the Council can
manage and plan the people impact of achieving the planned business change and
associated savings.

7. Equalities impact

7.1 There are no significant equalities impacts arising directly from this report.

8. Sustainability impact

8.1 There is no sustainability impact of this report.

9. Consultation and engagement

9.1 Consultation and engagement with key stakeholders, including senior management
teams, Trade Unions and elected members is ongoing.

10. Background reading/external references

10.1 Workforce Dashboard Report to Finance and Resources Committee on 27 March

2018.

Stephen S. Moir

Executive Director of Resources

Contact: Katy Miller, Head of Human Resources

E-mail: katy.miller@edinburgh.gov.uk | Tel: 0131 469 5522
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11. Appendices

Appendix 1 — Finance and Resources Committee Workforce Dashboard

Appendix 2 — Finance and Resources Committee Workforce Dashboard Glossary
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Appendix 1 — Finance and Resources Committee Workforce Dashboard

Workforce Dashboard:

Resource

s Committee

Period: Mar 18 Issued: 01 May '18
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Appendix 2 — Finance and Resources Committee Workforce Dashboard Glossary

Workforce Dashboard Glossary: Finance and Resources Committee

Workforce FTE Pay Bill Transformation

. Sum of FTE for all staff on CEC payroll Actual (Period); Sum of pro-rated basic solary for dll
FTE Actual: . T ah staff on CEC payroll .
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