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Report of: The Managing Director, Urban Vision Partnership Limited

To: Customer and Support Services Scrutiny Committee – 26th January 2009

Subject: Attendance Management

Background

Urban Vision Partnership Limited (UVPL) was established on the 1st February 2005.  UVPL was set up as a joint venture partnership between, Salford City Council, Capita and Morrison Highway Maintenance.  One of the basic principles that Salford City Council established was that the charges UVPL could levy to the council would be at break even rates, i.e. no more than it paid for the services pre UVPL being established.  UVPL was also contracted to deliver cashable efficiency savings of 1.25% per annum for the first three years of operation.  This in effect meant that the only way for UVPL to take profit from City Council work is by driving in additional efficiencies over and above the 1.25% per annum efficiency it is contracted to deliver to Salford City Council.

One of the ways UVPL is able to derive profit from City Council work is by reducing sickness absence levels.  Clearly this has an effect on all work undertaken, as reduced sickness levels mean more available time to sell.  It means that staff utilisation is increased, and linked to staff efficiency this delivers profit.

The above affect on the bottom line of the business is important, and to this end a number of initiatives have been implemented to ensure that we do all we can to encourage staff to attend work.  The baseline position for staff prior to transferring into UVPL was a sickness absence level of around 5%.

Attendance Management in UVPL

From the commencement of UVPL, attendance management has taken on additional drivers than that of the council.  At the council sickness figures are seen as performance indicators feeding into the Comprehensive Performance Assessment and in the future the Comprehensive Area Assessment and are gathered “owned as a corporate indicator.”   Within UVPL whilst the data is gathered centrally, ownership sits firmly with each Business Unit Manager.  Each Manager is responsible for instigating and managing the attendance management process, as the lost business opportunity when staff are absent, drop straight to reduced profit margins as lost income.  This is the fundamental difference, UVPL see sickness as a lost opportunity rather than a statistic that feeds into an assessment process.  Attendance Management is discussed at UVPL Management Meetings and at the UVPL Board as well as the Capita Symonds Regional Board, all on a monthly basis.  It is given a high profile and is taken extremely seriously.

The above management of the process is fundamental to good financial management, sitting alongside the process management UVPL have also introduced a number of “wellbeing initiatives.”  These initiatives are as a direct result of the collaborative good practice being introduced across all Capita Symonds business centres (Carlisle, Blackburn, Salford, Sefton, Colwyn Bay, Gwent, Glamorgan, Swindon and Southampton).  The mix of staff has changed during the existence of UVPL.  On day one 392 staff were seconded into UVPL, all on Salford City Council contracts of employment.  Currently, nearly four years on, the total headcount for UVPL is 513, this comprises 360 on Salford City Council contracts of employment, 115 on Capita contracts of employment, 10 on Morrison contracts of employment, 21 agency staff, and 7 staff on zero hour contracts.  This is an increase of around 31% in the four-year period, and the mix of staff changing from 100% Salford City Council staff to 70% of staff on Salford contracts and 30% on partner contracts or agency staff.  The attendance management processes for all companies are broadly the same, and each secondee is dealt with following the parent company procedures.

The detailed breakdown of the attendance management process and the “wellbeing initiatives” will be set out in detail in following sections of this report.

The Attendance Management Process

Managing absence has taken a much higher profile in UVPL since the company was formed.  The initial outcome of which was that sickness absence was halved within 12 months.  However, over the ensuing period sickness levels have increased, but have now been arrested and are beginning to fall again.  The way the process is managed is designed to highlight the financial effects that sickness absence has on UVPL.  This process involves a number of steps that looks at the following:

· The last 12 months of sickness absence

· The overall effect on the financial performance of the business

· How individuals are being managed through the attendance management procedure

· Where are the business hot spots

· How does sickness in UVPL (white collar services) compare with other Capita businesses and the ACE average

· For illustrative purposes, how does sickness in UVPL compare with City Council Directorates

Examples of the monitoring reports are attached as appendices 1, 2 and 3

The Health and Wellbeing in the Workplace Policy

To supplement the monitoring process of sickness absence, a proactive initiative “Health and Wellbeing in the Workplace” is being rolled out across all Capita Symonds Regional Businesses.  The policy has a number of themes focusing on:

· The provision of information

· Actively promoting a healthy workforce

· Striking a positive work-life balance

· Promoting a healthy work environment

· The review of working practices to ensure that wellbeing is promoted throughout the organisation

In addition, contact has been made with Salford’s Health and Wellbeing Manager and Urban Vision had representation at the ‘Choosing Health’ event held last year and some of the initiatives from there have been implemented.

Successful implementation of the Wellbeing Policy should lead to the following outcomes:

· Improvement in the health and wellbeing of employees

· Optimal performance and attendance

· The business empowered to promote and protect the health and wellbeing of its employees

· Increased productivity

· A reduction in health inequalities and social exclusion – resulting in benefits for individuals and their families

An external wellbeing audit of UVPL was carried out by IIPUK/Centre for Assessment and Recognition, prior to Christmas, with the intention of assisting with the preparation of an action plan to deliver the outcomes set out above.  The audit has suggested a number of development areas, and opportunities to improve, which are currently being evaluated.   The key to the success of the policy will be in measuring the benefits and outcomes of the policy, resulting in a rigorous cost benefit analysis.

The challenge in implementing the policy will be sustainability.  There are some initiatives that have been implemented and are now embedded in the organisation, examples of this are the provision of free fruit for staff, stress buster sessions, smoking cessation and a cycle to work scheme.  There are also a number of initiatives that have been trialled but not fully implemented, initiatives such as head massage and alternative therapies need to be evaluated and if necessary embed them in the organisation.  As part of the policy it is recognised that wellbeing needs to be included as part of the induction and annual appraisal processes, and that the message needs to be effectively communicated.  

Conclusions
Attendance management continues to be a key element of line manager duties, the culture change of line managers taking ownership of the process is complete and being driven.  The realisation that absence is more than a statistic is embedded within UVPL.  Managers understand it is a cost to the business, it reduces productivity, it reduces efficiency and has a negative affect on staff utilisation.  Monitoring the attendance management process is undertaken at Board Level, within UVPL and Capita Symonds.

At the same time initiatives are being developed through the Health and Wellbeing in the Workplace Policy that are designed to encourage staff to attend work, make the workplace as welcoming as possible, and offer counselling and guidance for staff as necessary.

UVPL Management will continue to manage sickness absence through the recognised parent company policies and also through the implementation of policies that encourage and enable staff to increase their attendance.

Bill Taylor

Managing Director

Urban Vision Partnership Limited
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