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   Restructuring and Reorganisation
   Produced by the Strategy Unit,
   Improvement and Efficiency
   J
   
   une 2011 V1
   Equality Impact Assessment
   Restructuring and reorganisation template
   Guidance notes and template
   The following guidance and template has been developed to help
   managers who have not had training or do not have access the council’s
   Electronic EIA toolkit, to undertake Equality Impact Assessments
   (EIAs) for restructuring / reorganisation purposes within the council.
   It is based on existing guidance, which is appropriate for any EIA to
   be undertaken, whatever the driver. It also takes on board the
   Equality and Human Rights Commission’s guide for decision makers
   ‘Using the equality duties to make fair financial decisions’.
   Managers need to make sure that in any restructure / reorganisation
   they take account of employment law, equality legislation and guidance
   and the council’s own policies. If managers have any reservations that
   their restructure/reorganisation might not meet legal and / or council
   policy, they must seek legal and professional advice before
   proceeding.
   Although the current electronic EIA toolkit uses a two stage approach,
   initial screening and full assessment, for the purposes of simplifying
   and streamlining the process for restructuring / reorganisation, we
   have amalgamated the two stages into one.
   The guidance and template is designed to help managers carry out an
   EIA, thus ensuring we meet some of our requirements under the Equality
   Act 2010, our public sector equality duty and the council’s preferred
   approach. Compliance with Equality legislation and undertaking an EIA
   should not delay or prevent managers from taking difficult decisions
   when restructuring / reorganising, even though this may affect
   particular groups more than others. Instead, it will provide an audit
   trail, enabling managers to demonstrate their decisions are
   considered, fair, transparent and take account of the needs and
   impacts on different groups.
   What the EIA should do
   The EIA will enable managers to address three fundamental questions in
   undertaking the restructure/reorganisation:
     1. 
       Is there any direct discrimination?
     2. 
       Is there any potential for indirect discrimination?
     3. 
       What are the potential adverse impacts and how will they be
       mitigated?
   The time and effort put into the EIA should be proportionate to the
   decision being made (the proposals). The EIA should be undertaken at
   the formative stage so that it is integral to the
   restructuring/reorganisation. It should not be done, therefore, after
   the proposals have been adopted.
   EIAs are public documents and can be scrutinised. Scrutiny Management
   Board resolved in November 2010 that EIAs should be included in
   reports to the Executive on restructures and other staffing matters;
   and that details of any consultation outcomes should also be added. An
   EIA can be updated during implementation of the
   restructure/reorganisation as required.
   Where should I start with the EIA/ what should I do first?
   We would encourage managers to use the Council’s Electronic EIA
   Toolkit when doing an EIA for restructuring /reorganisation purposes,
   if at all possible. This has two stages; initial screening and full
   assessment. Managers should do the initial screening first, in order
   to identify or highlight any adverse impacts or issues of concern. If
   there are any, Managers should seek advice and/or move onto the full
   assessment stage. Help and advice on undertaking an EIA in general,
   using the electronic EIA toolkit or getting trained in its use is on
   hand via the following equality officers:
   Contacts in corporate directorates:
   Corporate
   Kashmir Singh - 0121 569 3828
   Surinder Punn - 0121 569 3810
   People:
   Juliet Herbert - 0121 569 3584
   Louise Letts - 0121 569 5425
   Some managers will not have had any training on the new system yet, or
   will not have time to do it before doing the
   restructure/reorganisation. Therefore, as an alternative, Managers can
   use the EIA template.
   Getting started
   The starting point for a restructure/reorganisation EIA is getting
   information and data on the employees likely to be affected. This
   should give an indication of the level of further work needed to
   undertake a more robust EIA (proportionality).
   The information you gather should be analysed. Some of the basic
   things you should consider are:
     * 
       Number of staff involved
     * 
       Equality data on staff involved
     * 
       Using the data to benchmark and test for proportionality or
       adverse impacts (comparing staff directly affected with data at
       unit, divisional, theme and borough wide population level where
       and as relevant).
   It is important that you consider the likely or actual impact by race,
   gender, disability, sexual orientation, religion and belief and age.
   You can get data on Sandwell’s population from the Research Sandwell
   website (see the Quick Link on the home page of the Council’s website)
   and local employee data from Employee Services, Transform Sandwell.
   Key prompts for questions on the EIA Template
   To help you answer questions on the template there is a list of key
   prompts for each question below. This is not an exhaustive list but a
   start to help you think about and put down the relevant information.
     1. 
       DELIVERING THE RESTRUCTURE/REORGANISATION
   Key Prompts
     * 
       What is the name of the restructure/reorganisation?
     * 
       What are its aims and objectives?
     * 
       What outcomes will it achieve and for who?
     * 
       Outline the business case i.e. why it is being done, policy
       drivers, strategic priorities, financial reasons etc.
   What is the relationship with other restructures/reorganisations, if
   relevant?
   2. EVIDENCE USED/CONSIDERED
   Key Prompts
   It is important that you consider the impact that the
   restructure/reorganisation will have on services.
   Lack of data is not sufficient reason to conclude that there is no
   impact.
     * 
       What evidence have you used?
     * 
       What up-to-date information/data have you used?
     * 
       Identify all evidence used i.e. numbers of posts affected, broken
       down by grade, equality groups, comparison with make up staff as
       relevant, i.e. division, service, theme, council-wide.
     * 
       Research or other data available locally or nationally on impact
       on different equality groups of restructures/reorganisation.
     * 
       If there are any gaps in the evidence how can we address these?
       E.g. if impact on services is not know, what can we do to address
       this?
   3. CONSULTATION
   Key Prompts
     * 
       How have you consulted with employees/unions/partners/service
       users (where relevant)? Please note - any consultation should also
       involve employees on maternity leave and on sick leave.
     * 
       How have the proposals been communicated?
     * 
       What are the arrangements for engagement and consultation as the
       restructure/reorganisation is being implemented?
     * 
       How have you consulted with partners and/or service users (where
       relevant)?
     * 
       Outline the outcome of the consultations.
   Identify future consultations to go into the EIA Action Plan.
   4. ASSESS LIKELY IMPACT
   Key Prompts
     * 
       What is the impact or likely impact of the
       restructure/reorganisation overall and on specific groups? (race,
       gender, disability, age, religion and belief, sexual orientation,
       pregnancy/maternity and other areas e.g. community cohesion)
     * 
       Identify the impact in terms of employees, and where relevant,
       services.
     * 
       Identify any adverse impacts and discrimination (direct and
       indirect).
     * 
       Can the adverse impact be explained (is it justifiable or
       legitimate? Equal treatment does not always produce equal
       outcomes).
     * 
       If impact is not immediately clear because the outcomes will not
       be obvious, state when and what you will do to identify these (put
       into EIA Action Plan).
   At this point Managers must make a judgment call.
   If there are no adverse impacts or any issues of concern, then you do
   not need to go any further. You must, however, also complete sections
   7 and 9 and publish the EIA.
   5. WHAT ACTIONS CAN BE TAKEN TO MITIGATE ANY ADVERSE IMPACTS?
   Key Prompts
     * 
       If you have identified discrimination, you must stop and seek
       advice immediately (personnel, legal, Strategy Unit).
     * 
       If you have identified any adverse impacts, what can you do to
       mitigate or reduce them?
     * 
       Identify policies that will apply to people affected, and how
       these will be applied (e.g. early retirement, at risk, recruitment
       and selection etc.)
     * 
       Is there anything else you can do?
     * 
       Where impact is identified on services for specific groups, what
       is being proposed to mitigate impact?
   6. ACTIONS TO BE TAKEN
   Key Prompts
     * 
       Identify what conclusions you have reached and course of action
       being proposed (explain the reasons for this).
     * 
       Options for action:
         * 
           No major change required.
         * 
           Adjustments made to ensure barriers identified by EIA are
           overcome.
         * 
           Continue despite identifying some potential for adverse impact
           or missed opportunities.
         * 
           Stop and rethink.
   7. MONITORING ARRANGEMENTS
   Key Prompts
     * 
       What are the plans to monitor the actual and/or final impact of
       the restructuring/reorganisation? (The EIA will help anticipate
       likely effect but final impact will only be known after
       implementation).
     * 
       What are the proposals for reviewing and reporting actual impact?
     * 
       This can apply to employees as well as impact on services
   8. ACTION PLANNING
   Key Prompts
     * 
       Any actions you have identified must be put into an action plan
       which is SMART and must be acted upon. As a minimum, it must
       include the equality objective, action/s, outcomes, responsible
       officer and timescale.
     * 
       The actions identified should be included in relevant service
       plans.
     * 
       Action plan should include:
         * 
           Monitoring arrangements for actual impact of restructuring/
           reorganisation on different groups of employees and where
           relevant, services.
         * 
           Any further consultation identified.
         * 
           Collection of additional evidence
         * 
           Actions identified to reduce or mitigate adverse impacts.
         * 
           Any additional actions identified or required.
   9. PUBLISH THE EIA
   Key Prompts
     * 
       Identify the mechanism for publishing the EIA and making it
       available to the public.
     * 
       The EIA template can be used as a report if needed. Alternatively,
       the information can be used as the basis for writing a report.
     * 
       Attach to reports going to the Executive on
       restructure/reorganisation proposals.
   7
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