[image: image1.png]


FINAL  
PaceSetter Joint Agreement

[image: image2.emf]

‘The PaceSetter Way’

Agreement between the PCS and HMRC on PaceSetter

This agreement is between HMRC and PCS – herein referred to as ‘we’.

We issued a Joint Statement in December 2010, to provide overall guidance on how to use PaceSetter consistently and fairly, supporting adoption of its core principles across HMRC.   

This agreement builds on the guiding principles outlined in the Joint Statement. It provides more detailed advice on how PaceSetter will be implemented in an effective manner, how a consistent and fair approach should be applied practically in order to address any concerns. 

We  recognise that the purpose of PaceSetter is not to cut jobs but is to help make the most effective and efficient use of HMRC's budget and staffing resources - as determined by the annual Spending Review and settlement - by improving output, customer waiting time and quality.

We recognise that people achieve their best in an environment of mutual trust and support. We are committed to full and open dialogue on all matters to do with PaceSetter and with the interests of HMRC, keeping staff and customers firmly in mind. These principles, based on common sense, sit alongside and support other national and local agreements regarding working matters and remain subject to the established industrial relations processes at the appropriate level. Where there are potential tensions, HMRC and TUS will engage in constructive dialogue in line with the HMRC Employee Relations Agreement, with the objective of agreeing a way forward. 

PaceSetter will be subject to both negotiation and full and timely consultation at local and national level with TUS - both during the roll-out period and post-implementation. Every effort will be made to resolve local difficulties and issues. Where this is not possible, the issue will be escalated to national TUS for resolution with senior management.

We acknowledge that PaceSetter will operate in accordance with existing HMRC policies such as Equality, Diversity and Health & Safety.  For example, the positioning of performance boards and hubs and conduct of meetings must take account of these. Standing around a team board for performance discussions is the preferred 'norm' in PaceSetter because it has been found to bring greater pace and energy to meetings, but no-one should be compelled to stand. All staff are required to comply with these policies and managers must ensure that any issues raised are addressed appropriately. 

We agree that PaceSetter contains tools and techniques that, where applied correctly, should help people to:

· Continuously improve the service HMRC delivers, from the perspective of the customer experience, involving the people who do the work. This will remove unnecessary and time consuming bureaucracy within working practices, improve efficiency, and improve the quality of customer service.

· Manage the performance of teams (whether in a small team or the whole Department).

However, to do this effectively, we fully recognise that everyone should be involved.  Managers must regularly seek the views of their people and talk to TUS at appropriate levels to develop an environment of mutual trust and support.  

As outlined in the Joint Statement, we believe that giving people a voice in how work gets done, through timely and constructive discussion, will benefit our people, HMRC, and our customers.  We also believe that when it is properly applied, with everyone helping shape it as it evolves, then PaceSetter provides us with a framework to build on the improvements already made.  

For a breakdown of how PaceSetter helps HMRC and its people please refer to the Joint Statement.  

What we need to do

The Joint Statement provides guidance on what we all need to do to apply PaceSetter principles in improving what we do.  This Joint Agreement goes further – talking more practically about how PaceSetter should be applied.  Specifically:

We recognise that long-lasting change will take time and would encourage everyone to also recognise this.  

Whilst PaceSetter does help us look at our processes and find better ways of doing things, it relies on everyone getting involved.  This is not simple, can be uncomfortable for some and will take time.  

At a leadership, team and individual level, everyone plays a key role in creating an environment that is both realistic and open to new ideas.  In doing this, everyone is supported by PaceSetter’s guiding principles, Roadmap, tools and Practitioners.  

PaceSetter is part of HMRC’s long-term strategy and will help the department achieve its Vision and Strategic Objectives.  And by 2013, everyone in HMRC should be using PaceSetter in their everyday work. 

To achieve this, we need to:

Communicate effectively

We recognise that people respond constructively if they are actively involved in decisions and have the licence to influence how their work is done.

Using PaceSetter tools, such as problem solving, performance meetings and Performance Hubs/Boards should help stimulate conversations between the whole team.  Staff and managers should openly listen to other people’s perspectives in an open-minded way. Everyone’s contribution should be valued, meaningfully considered and issues should be openly discussed in a constructive and respectful manner. 

Make decisions based on data

PaceSetter helps us make decisions based on the most accurate and relevant data available.  

The team needs to understand the reasons behind decisions, to contribute fully to the development of the team and its working practices and this should be supported by accurate, relevant and accessible data, made available to them.

Team meetings should also be supported by accurate and meaningful data that is visible and accessible to everyone who attends.  This will help everyone contribute and assist a full and frank discussion about performance.

The appropriate information will depend on the nature of the work.  Teams should consider what will help them and support meaningful discussion and open and constructive challenge.

Recognise that everyone is both allowed and encouraged to take an active part in discussions, and should be willing to consider new ways of doing things, building our personal skills and contributing through training and other means

PaceSetter encourages team performance discussion at all levels, creating a culture that is open to new approaches and ways of doing things.  To achieve this, we need to:

Take part in team meetings/discussions 

Using PaceSetter to improve performance relies on everyone taking part in regular team discussions about performance and developing working practices.  

The majority of team meetings will be planned and at a frequency which suits the needs of both staff and managers.  

All team meetings should involve open and frank discussions, within which staff and managers can discuss ideas and solutions that improve the team’s business delivery. While it is reasonable to discuss matters that impact on team performance (including planned and unplanned absences), individual performance, sick absence, etc, cannot be part of a team discussion.  

Use PaceSetter tools to discuss/track performance

Visual management tools (such as Performance Hubs and Boards) are used widely in PaceSetter teams to provide a focus for open and constructive conversations about team performance.  Using accurate and timely data, they help teams identify issues, areas for action and celebrate successes. 

Business areas need to consider the right frequency of reporting/team meetings to best inform performance discussions.  This should include any differences between planned and actual performance (contained in outputs, targets or objective Key Performance Indicators KPIs).

Managers will discuss work processes with their teams in an open and constructive way where everyone’s contribution is valued.  The data and discussion at the team meeting will inform necessary actions and decisions which are transparent and based on accurate, relevant data.  

We agree that in any workplace there must be a level of monitoring.  But this must be proportionate and meaningful, supporting team performance improvement.  The reporting frequency should be discussed with the staff, taking account of the nature of the work undertaken.  There should be arrangements for staff to tell managers if they identify problems, to enable managers to support them in dealing with any immediate challenges.

Feedback on monitoring that has been carried out will be given in a positive and constructive way.  Management interventions will be based on evidence e.g. quality indicators, and the team should contribute to how an identified issue should be addressed. 

Team discussions will be informed by data from a range of sources. How frequently the data is captured will depend on the agreed rhythm of reporting.  Staff should alert managers if they identify a problem prior to reporting, if it is likely to affect the productivity output. 

In order to use the most relevant data, it is expected that businesses which have electronic tools in place to monitor performance, (eg. BPMI and MIS) will use them appropriately and in line with national agreements. 

Process changes

In line with the three principles of PaceSetter, every individual should follow an agreed process and suggest amendments for continuous improvement. Teams work towards meaningful problem solving within set parameters, national agreements and legislation.  Possible changes to processes will be discussed in an open way between managers and those who do the work and will then follow the PaceSetter Standards process

Use Key Performance Indicators (KPIs), Standard Operating Procedures (SOPs) and Standard Work Instructions (SWIs)

KPIs and SOPs should be developed with full and meaningful consultation with representatives of those doing the work, including LTUS, to ensure that they are technically viable, realistic and achievable.  Managers will distribute work fairly and realistically between team members in a way that respects individual skills and experience, in line with the Equality & Diversity Policy.   

Everyone needs to behave in a way that helps people work together to create an open, honest and trusting environment – colleagues should respect each other and work together within teams and across HMRC as a whole.  Individuals should feel that they can raise concerns and expect them to be dealt with appropriately.   They should be raised with team leaders or, if needed, through established channels.  The expectation is that most issues can be resolved informally and we will work together to help achieve this.

Staff and managers will be respectful of the need for an effective work environment in line with Health & Safety and Data Protection guidelines.

Take time to understand the leadership behaviours and be prepared to challenge constructively at any level, if they are not happening consistently in practice, without fear of retribution

Everyone needs to work in accordance with the Leadership Behaviours.  Unless this happens consistently, PaceSetter will not work effectively.  All managers need to foster an environment where everyone can challenge and know that their views will be taken into consideration before decisions are made.   

Ensure everyone is comprehensively trained in all aspects of the roles that they undertake to ensure they deliver the business to the best of their abilities

We recognise that the pace of change within the department presents major challenges to the skill sets of staff.

People will receive training in using PaceSetter tools and support to do their job effectively and develop transferable skills. This is to the advantage of both individuals and HMRC, as it allows for flexibility of delivery as well as career progression. 

Opportunities arising from departmental-wide initiatives on skills and training will be identified and discussed with TUS.

All new managers will receive appropriate PaceSetter management training. 
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