
Equality Impact Assessment: Helpline Reorganisation
Step 1– scoping the equality impact assessment (EIA)

Building on the material included at the screening stage, you should begin the EIA by determining its scope. The EIA should consider the impact or likely impact of the proposed reorganisation in relation to all areas of our remit, including human rights. The EIA should be proportionate to the significance and coverage of the proposed reorganisation.

	Name of the project

	Proposed reorganisation of the Helpline Service

	What are the main aims, purpose and outcomes of the proposed reorganisation and how does it fit in with the wider aims of the organisation?

	The purpose of the proposed reorganisation is to develop an advice and information function which delivers a first class service for all callers, provides valuable intelligence for other parts of the Commission and offers satisfying and rewarding work for staff. 
Consequently the proposal aims to support three key areas:
Service Delivery

· The reorganisation will support the Commission’s Strategic objectives and operational goals, meeting the needs of the general public for advice and information across the seven protected equality areas and human rights, as well as more effective collaboration and partnering with partners and stakeholders.

· Address service delivery concerns that have been identified through management reviews, complaints and discussions with partners.
See Appendix 1 and Appendix 2 outlining the EHRC strategic objectives.
Employment 
· Address specific drawbacks of the existing team structures and operational arrangements, including creating greater opportunities for job satisfaction, personal development and career paths for staff.

Ongoing changes

· Review operation of the EHRC Helpline following 18 months’ experience to ensure resource levels are appropriate to the business needs and meet requirements for the Commission to demonstrate value for money.
· Recognise the impact on the current structure and operating procedures following the TUPE transfer of staff from Sitel.


	List the main activities relating to the proposed reorganisation  and identify who is likely to benefit from it

	
Should the proposed reorganisation be implemented as it currently stands, then the next steps would be to implement the proposed changes:

Service Delivery 

The main changes to the Helpline and Knowledge Team are as follows:
· Provide Helpline services for all seven equality areas and human rights from one site in England, to match the existing provision in Scotland and Wales. The range of services would be extended to include additional support for EHRC campaigns and other strategic work. The service would also give greater focus to developing high quality advice and information products and to building successful internal and external relationships key partners, such as the Legal Casework team and ACAS.
· The frontline service will be improved as the skills, knowledge and experience of advisers is enhanced through additional case-handling training; the proposed structure introduces a new second tier of Specialist Advisors who will support the frontline and identify and escalate potential strategic legal cases; over time and with training we plan to extend skills, knowledge and expertise of all advisers to provide advice across all seven equality areas and human rights.
· The proposed new frontline advisor role would minimise the number of calls abandoned. Currently 6% of calls are lost when the caller is transferred between Tier 1 and Tier 2. With a more flexible resource structure, this significant loss of service would be massively reduced. (See Appendix 4)

· Extend opening hours for users improving the service. A review of other support helplines indicate trends of extended hours including weekends (see Appendix 44)
· Provide dedicated systems support to the Helpline operation to improve day to day stability, reporting and monitoring, and systems development.
· Consolidate the three England sites (Birmingham, Manchester and Stratford) into one site to be located in Birmingham. The site selected will be fit for purpose and seek to optimise accessibility, so that opportunities to retain and recruit staff are increased. 

· Give specific accountability and responsibility to named roles for continuously improving advice and information services and partnership working (specific accountabilities included within the remit of the GB-wide Helpline Managers).
Employment

· Introduce a new function that brings overall headcount more in line with actual and best forecast call volumes, taking into consideration the complete role of Advisor and enquiry types. The proposed reduction in posts is from 115 full time equivalent (FTE) posts to 65 FTEs across Great Britain. 

The reduction by country is:

· Scotland: 16 FTE posts reduced to 12; 

· Wales; 11FTE posts to 9; 

· England (including Sitel) 84 FTE to 40. 

· GB-wide management support roles will increase from 3 FTE to 4.
· Create a better support structure, with an increase in job roles from 5 to 14, also creating more opportunities for career progression and development.

See Appendix 3, Call Volume Comparison and Appendix 34, Factors for determining the number of Advisors.

Address ongoing changes

· Acquire temporary facilities from 1st April for Sitel staff when they transfer to the Commission’s employment and when the disability advice in England is brought in-house. The temporary premises will take into account the accessibility needs of staff and minimise disruption for them during the planned reorganisation.

It is the Commission’s intention to secure a new office space in Birmingham, when its current lease on Lancaster House expires in June 2010. In the interim, staff based in Stratford will move to Lancaster House as part of the reorganisation process. Full consideration is being given to impacts on staff of these transitions in location.
In summary the proposed changes have the following benefits:

Service Delivery

A helpline providing joined-up advice on all seven equality areas and human rights and subject areas addresses the current problems caused by a fragmented service in England, namely:  
· The new role of Advisor operating as the Frontline will provide a more efficient service to users, improving the speed and accuracy of the service and address concerns regarding the number of abandoned calls (See Appendix 4).
· Improve the overall service through partnerships, as the referrals process, better signposting and reciprocal relationships are developed with other advice services. 
· Users will benefit from a better referral system giving them a better outcome and access to the tailored/specialised services.

· As demonstrated in Wales and Scotland, one England site covering all seven equality areas and human rights will facilitate greater joined-up working with other parts of the Commission, particularly Legal. The transfer of knowledge and expertise across Legal, Policy, Communications and the Helpline teams will be easier to develop as there will be one clear point of contact and staff dedicated to relationship management.
· One site in England will enable greater consistency of processes and advice. Users will benefit from more accurate, relevant and timely advice and information, and this will be more consistently provided to high standards of usability and accessibility. Through the work completed by staff Action Groups and during the preparation of the proposal a number of examples of inconsistency were noted. This included the different systems and processes in place inherited from the legacy commissions and at Stratford due to the team meeting the Sitel requirements.
· One England site will enable more effective use of resources to provide support across seven equality areas and human rights and will enable an extension to the opening times to provide improved services to the public and deliver more opportunities for flexible working and development time for staff. 

· One England site will enable greater use of resources available to support EHRC campaigns, support other strategic work and to respond to immediate issues of public concern.

· Users will benefit from the operational improvements that come from better utilisation and maintenance of management reporting and information systems. This will also lead to more effective use of public resources by the Commission.
Employment

There are benefits for staff who remain with the helpline:

· The proposed structure (See Appendix 9) recognises the need to support staff through both the management structure and support infrastructure. Staff will benefit from a greater focus on people management and development. Staff that are well managed, developed and motivated will be more likely to be confident and satisfied and to deliver high quality service to users.
· Bringing the England team together in one location with the support of a local management team, who will provide greater support for staff, particularly those on the frontline, who often can feel under pressure due to the nature of the calls. Experience has shown that a number of smaller, more isolated teams across the UK would be difficult to support and would encourage excessive travel across the support areas and satellite teams.
· All advisors in England located together will optimise opportunities for staff to adopt greater flexible working patterns whilst maintaining service levels.
· The creation of new roles in the one location creates opportunity for variety and greater job satisfaction across the Helpline. The chance to work in different roles and develop project working will help personal development and career progression. Although there will be fewer posts, as it is proposed to reduce the number of FTE posts from 115 to 65, many of the roles are of a higher skill level and will be better supported. For example the reorganisation and ‘up-skilling’ of advisory roles will improve the quality and speed of response for users and create more motivating and challenging work for advisers. 
· Staff based in Stratford have identified a number of benefits for inclusion into the EHRC Helpline following their experiences of being employed through Sitel. In particular, being recognised as part of one team supporting the overall objectives of the EHRC through the Helpline whilst enjoying the same opportunities through training and development.
· The choice of Birmingham as the location for the one England site minimises the risk of compulsory redundancies, as there is greater opportunity for staff to be redeployed within the EHRC due to the number of posts available in Manchester, as demonstrated in the analysis of posts advertised over past 4 months.

Ongoing changes
· The provision of temporary facilities for Sitel Staff from 1st April weighted towards finding accessible premises and retaining staff will help maintain disability service to users and keep staff in employment, whilst we go through the consultation and implementation phases. 

· The reorganisation will align resources with more realistic forecasts of demand in the short and longer term and demonstrate value for money.



	What do you already know about the relevance of the proposed reorganisation? What are the main issues you need to consider?

	
Service Delivery
The further development of the relations with partnership organisations will assist the EHRC to explore the contact routes available to individuals, widening the reach to groups not benefiting from the information advice and guidance that the Helpline service provides.
· Current evidence (see Appendix 12)  tells us that 80 per cent of calls are received from the White ethnic group followed by Black/Black British callers (9 per cent) and Asian/Asian British (7 per cent), the Chinese ethnic group were the least likely to use our help line services (1 per cent).

· The selection of Birmingham is considered to be the best option for retaining the skills and experience to respond to the 60% of call received through the helpline (See Appendix 3.) as follows:

· Disability calls in England currently represent 46% of total calls; 
· Race calls in England currently represent 13% of total calls.
Knowledge and Skills

· Staff in Stratford have an average of 5 years service. It is critical that the EHRC retains this experience to maintain the levels of service, as disability is by far the highest volume of calls and a drop in service here would represent the highest risk to the Commission’s reputation from stakeholders. With such high volumes of disability calls, the loss of experience would present a real risk to service and the Commission’s reputation as a credible voice on disability issues. 

Conversely:
· The choice of Birmingham as the England site could risk losing the skills and experience of staff versed in the five equality strands other than disability and race. The team in Manchester have an average of 2 years experience on the helpline (or one of the legacy help lines). 
Employment

Choice of site of the new helpline function

· The choice of Birmingham as the England site will give more staff the chance for employment in the Helpline or redeployment in the Commission. As was demonstrated the last time staff transferred from Stratford to Birmingham the option to commute to Birmingham was considered a positive option for a number of the team. Through consultation the vast majority of staff in Stratford have indicated they will commute.  Because of poorer public transport links in the Stratford area, commuting from Stratford to Manchester would not be practical and not encouraged on a permanent basis. Discussions with the Stratford team have indicated a greater chance of redeploying staff based in Stratford in Birmingham rather than Manchester.

· Commuting between Birmingham and Manchester would be longer and more expensive – even for those living on the ‘right side’ of town. Staff at Manchester and Birmingham would be equally disadvantaged if the ‘other site’ were chosen. However, because of the greater presence the Commission has in Manchester the opportunities for redeployment into permanent and temporary employment in other directorates would be greater for Manchester staff as demonstrated since January 2009 (See Appendix 14)
Equality specific issues - (See Appendix 10)
Gender
· 57% of the staff affected by this re-organisation is female – the choice of Birmingham as the site in England will maintain a high level of female staff across the whole Helpline (58%). 22% of staff work part-time, with the largest number working in the Stratford team.  Currently, 27% of staff have child caring responsibilities and another 13% have other caring responsibilities. It is recognised that the move from three to one site will impact carers who may be less likely to be able to take on extra travelling.  Carers may also suffer adverse impact if redeployment is their only option and requires working at a different site requiring further travelling time impeding on their ability to care for a dependant or if their current work pattern is not matched in the redeployment. This may therefore constitute an adverse impact to part-time staff who often have caring responsibilities and consequently female workers who are more likely to take on caring responsibilities.
· Discussions with Staff Groups to support staff with caring responsibilities have highlighted the need to provide as much flexibility as possible for staff whilst maintaining a frontline service. 
· It is believed that staff with family commitments are less likely to relocate home, as indicated through initial discussions with staff at Stratford, although the majority indicate a willingness to travel and flexibility of working hours has been discussed e.g. compressed hours.
Disability

· Disabled employees who are made redundant may find it more difficult to find alternative employment, as evidenced in their overrepresentation in national unemployment figures. Disabled employees may also be adversely impacted if there residence of work is altered, creating a more challenging route to and from work. The workplace environment would also need to be considered for disabled employees, particularly if accessibility is an issue and the availability of assisted technology. 
· Disabled staff are less likely to be able to take on extra travelling without support. Early discussions with the team in Stratford have indicated that with support the disabled staff are willing to travel to Birmingham.
· Disabled people are less likely to relocate home.
· 34% of staff employed on the helpline have indicated that they have a disability. The largest group of disabled staff are based in Stratford and retaining this team is an important element of reflecting the equality profile of the helpline users in the staff profile.
· It is also recognised that unavoidable stress placed on staff when carrying out a reorganisation of this kind may have impacts on staff with a mental –health related disability and on mental health and wellbeing of staff overall.
· The number of staff employed by the helpline with need of adjustments (see Appendix 24) is noted and any changes to role or location need to be considered to allow a review of assessments.

Race

· 22% of the staff employed on the Helpline have indicated they are from Black and minority ethnic (BME) backgrounds. The largest group of BME staff are based in Birmingham. Individuals from BME backgrounds may also find it more difficult to find alternative employment as evidenced in their overrepresentation in national unemployment figures, although the reasons behind this may be different to those faced by disabled employees. (See Appendix 10). It is also recognised that the proposed move to one site could impact on BME employees if relocating to an area with a smaller BME community e.g. Stratford - the choice of Birmingham as the site in England will help to reduce this and maintain a diverse ethnicity profile across the whole Helpline. 
Sexual orientation

· The updated monitoring data shows 29% of staff in Manchester have stated that they are lesbian, gay or bisexual.  There are currently no other LGB staff employed at other sites in the Helpline or Knowledge Team.  
· It is recognised that the proposed move to one site will impact on all LGB Helpline staff and that this will also impact on the equality profile of the Helpline overall.

· Meetings will be arranged with the LGBT staff group to consider the possible impact of the proposal and targeted support which can be provided. 
Religion or Belief

· 39% of staff on the Helpline state that they have no religious belief. 37% are Christians, 7% are Sikh, with smaller numbers of Muslim, Hindu and Buddhist staff. 
· Further work needed and meetings will be arranged with the RBM staff group to consider the possible impact of the proposal and support.  There may be an impact on employees relocating to an area with smaller communities or services available - the choice of Birmingham as the site in England will maintain diversity of religion/belief among staff across the whole Helpline
Age

· The age profile of Helpline staff shows that about a third fall into each of the following groups:

· 20-29
· 30-39

· 40 and above.

    Most young workers are based in Manchester, while most older workers are   

    based in Stratford.

· It is recognised that the impact of possible redeployment may have different potential impacts on older and younger staff. Although those over 50 may find it harder to find employment, with age might also come valuable experience and skills (although that does not always help with finding jobs). Consideration will be given to how this may affect those coming close to retirement and the implications to pensions and length of service.  The choice of Birmingham as the site in England will help maintain older staff across the whole Helpline, who may be more at risk of impact as a result of redundancy.
Human Rights

· The key elements of the Human rights Act are covered in the overall assessment of equality issues through both the provision of services and the impact on employment across the EHRC (see Appendix 42).
Other issues

· The adverse impact on staff losing their job in the current economic climate, with rising unemployment has not been ignored. Contact has been made with the regional Cabinet Office teams in both the North West and West Midlands to give staff access to csvacs (civil service job board as a priority). The recruitment process within the EHRC has been reviewed and all roles are managed through the project team to give staff access to opportunities wherever possible as a priority.
· We need to consider how any changes may affect the diversity profile within the organisation, however it is envisaged that the Commission will be able to draw on a diverse workforce to fill roles in the England organisation.


	What data, research and other evidence or information is available which will be relevant to this EIA?

	
Service Delivery

· Work completed on the Equality Scheme (Appendix 12) identified a number of actions required to improve the service and have been incorporated into the proposal as shown below:

· Launch strategic campaign using current evidence of the spread of callers to promote the service. 

· Produce quarterly monitoring reports to measure customer satisfaction, accessibility, spread of callers, profile of callers, complaints and identify ways to improve the quality and usage of the service where necessary. This may include on-going training and development in evolving equality areas and issues.

· Replace current 0845 number to a more affordable and accessible number and promote this change within our promotional campaign.

· Implement the use of ‘BSL Video Relay Service’.

· Continual improvement of our case handling to ensure effective referrals, with quarterly reviews. 

· Continue to monitor client satisfaction with the helpline advice on legal issues and develop strategies to address gaps as needed, with six monthly reviews.

· Work with funded groups and external partners to ensure that our signposting and referral mechanisms are improved. Conduct an audit of funded groups to ensure that our signposting and referral mechanisms are accurate.
· Complaints received against the helpline (see Appendix 27)

· Helpline Away Day 2008 (Appendix 21 & 22) – identified areas of service improvement and project groups specifically reviewing service improvements were identified as follows:
· Frontline Services

· System improvements

· Advice Support

· Correspondence

· Building Relationships

Employment

· Helpline Away Day 2008 (Appendix 21 & 22) – identified areas of service improvement and project groups specifically reviewing service improvements and a project team looked at improving People Management.

· Proposal for Pilot (Cardiff) (Appendix 28)
· Helpline Reorganisation – Information Pack One dated 18 February 2009 (Appendix 23) outlines the information made available to staff following the presentation of the proposal.


	What further data or information do you need to carry out the assessment?

	
Service Delivery

The following surveys are to take place prior to the EIA being completed:

· User Survey – a snapshot of users views will be undertaken and results to be shared (See Appendix 32)
· A survey is being undertaken with partner advice organisations to try and provide on the record views of stakeholders.

· Results of the recent promotion ‘Right to Fly’ and the impact on the helpline.
Employment

· Monitoring Information to be updated to recognise that staff have changing equality profiles and that additional information is required

· The following information would be collated during discussions with staff groups who may be affected by proposals:

· Disabled Staff Group - EHRC
· Carers Staff Group – Stratford
· Carers Staff Group – EHRC

· LGBT Staff Group - EHRC

· BME Staff Group – EHRC

· RM Staff Group - EHRC

· Stratford – additional information required to complete review regarding needs of team to relocate to Birmingham and potential impact.

· EHRC Reorganisation and Redeployment Policy – currently being developed and consulted with the Trade Unions

· EHRC Relocation Policy – currently being developed and consulted with the Trade Unions

· Enquiry Types – Information relating to the complete role of the advisor

· Location – overview of the facilities strategy and implications to the location

· Location – overview of the cost analysis of sites

· Draft Job Description for the Advisor Role
· Outcomes of workshops through consultation period

· Further information relating to the EHRC Facilities Strategy including cost analysis.




Step 2 – involvement and consultation

When considering how you will involve and consult other people in developing the proposed reorganisation, you need to think about internal and external audiences and all areas of our remit.

	Please use the table directly below to outline any previous involvement or consultation which is relevant to this proposed reorganisation.

	Equality target group


	Briefly describe what you did, with whom, when and where. Please outline a brief summary of the responses gained and links to relevant documents, as well as any actions.

	Age
	Service Delivery
· There have been discussions with staff during the course of the previous nine months about how the Helpline might be improved for users and stakeholders following concerns raised in the media –aimed at the number of calls taken by the helpline compared to legacy commissions (See ‘Disability Now’ Appendix 25).
· The proposals set out in this paper reflect several of the suggestions developed through a range of projects conducted with staff involvement and from discussions with the unions, as outlined in the presentation and project notes following the Helpline Away Day in 2008 (See Appendix 21 & 22). There were some limited improvements to the service following the projects.
· Following only limited success in completing the projects a decision was made to delay the marketing campaign planned for EHRC Helpline as there were significant concerns regarding the structure in place to be able to manage an increase in volume of calls.

· There has also been informal feedback from stakeholder groups which has provided the context for improving the operating model. This is now being formalised through a partner survey.
Employment
· The proposed changes to the advisor role were discussed with staff in 2008 and a proposed pilot in Cardiff to train staff across all 7 strands and a combined operator/specialist role was on hold following discussions with the trade unions. However the success of advising across all 7 strands in Scotland and Wales were discussed with staff during team meetings.
· Consultations with the Knowledge Team have been on-going since November 2008 to develop their role and to be responsible to the Director of Stakeholder Relations (See Appendix 26).

· Staff were involved in the project group following the 2008 away day and in particular concerns relating to improving ‘People Management’.

	Disability
	

	Gender
	

	Gender reassignment
	

	Race
	

	Religion or belief
	

	Sexual orientation
	

	Human rights
	


	What do previous consultations show about the potential take-up of any resulting activities or services?

	
Previous discussions with partners and stakeholders, including staff, have been considered during the review of the Helpline and in preparation of the proposal. 
The discussions have focused on the needs of public, partners and stakeholders looking to increase the numbers of caller and improve the relations with stakeholders.

Outcomes of previous discussions:
Service Improvements

· The projects initiated in 2008 involved a number of staff from across all sites – the outcomes of the projects had been limited. Unfortunately there has not been an overall increase in the number of callers and the improved monitoring of calls had identified the number of abandoned calls despite of the high resource levels on the Helpline.
· Knowledge Team consultation (Appendix 26) - the benefits of working together under one management structure was reflected in the outcome of the consultation.
· Delays in the marketing campaign may have had an overall impact on the number of calls. However, the proposed number of advisors does account for a significant increase in calls following a marketing campaign.
Employment

· Management and Communications Structure - concerns have been noted through the 2008 Helpline away day and the outcome of the projects – however it has been difficult to address issues and concerns by staff across the 5 helpline locations, as supervision of an operational service like the Helpline over so many sites is difficult given the management resources and structures available.
· Advisor Role – In both Cardiff and Scotland the teams have developed the role of Advisor and provide support across all seven equality strands this has been successful and is reflected in the proposal for the England helpline.
· Discussions with the Cabinet Office in the North West have been very positive and there are 2 government departments due to relocate to the NW and the number of opportunities across the civil service is increasing. See Appendix 31 for details of opportunities advertised in NW since January 2009.


Step 3 – data collection and evidence

	What evidence or information do you already have about how this proposed reorganisation might affect equality in any of the areas covered by our remit, or human rights, and what does this tell you? What does available data tell you about the potential take-up of any resulting activities or services?

	Please cite any quantitative (for example, statistical or research) and qualitative evidence (for example, monitoring data, complaints, surveys, focus groups, questionnaires, meetings, interviews) relating to groups having different needs, experiences or attitudes in relation to this project. Describe briefly what evidence you have used.

	
The information provided supports the need to continually improve the service to both the users and partners. Over the past twelve months the improvements through project teams (see Appendix 22) have demonstrated only small improvements. It is believed that there needs to be a change in structure to address the many issues identified as follows:
Service Delivery

· Abandoned Calls: Call statistics are available and have been shared with the Trade Unions and the employees as outlined in Appendix 23 ‘Helpline Reorganisation – Information Pack One’ and Equality Scheme (Appendix Page 12).

· Stakeholders / users views through the media and meetings with the stakeholders as demonstrated in Appendix 25 and 33
· Nature of complaints against the Helpline in 2008 and 2009 (See Appendix 27)

· The Helpline Away Days with staff (See Appendix 21). Discussions with helpline staff identified problems with current service provision and the projects were designed to address the issues. 

Employment

· TUPE transfer of 31 members of staff from Sitel on 1st April 2009 
· Consultation regarding the proposals in 2008 (Cardiff advisor pilot and Knowledge Team/Helpline transfer)
· Away Days with the Helpline team 2008, staff discussions identified the need to develop people management to support staff to provide an improved and consistent service. (see Appendix 21 & 22)
· Monitoring Data (see Appendix 10) was available from the People Team but recognising that individuals’ equality profiles can change and to reflect best practice an updated form should be completed.

Ongoing Changes

· Call volumes currently received compared to the number of operators and advisors show the Helpline to be over-resourced. The predicted call volumes in the future with additional marketing do not currently indicate significant increases in call volume (See Right to Fly Campaign Appendix 29 and 29a). It is also recognised that building the support to other advice organisations with a Helpline could increase the overall capacity in the sector.


	What additional research or data is required to fill any gaps in your understanding of the potential or known effects of the proposed reorganisation? Have you considered commissioning new data or research?

	
Service Delivery

·  Pilot Survey with Users – accepting this is likely to be an initial ‘snapshot’

· A survey is being undertaken with partner advice organisations to try and provide on the record views of stakeholders.

Employment

Packs of additional information have been provided for the TU, as requested, to further explain the rationale behind the proposal. 

· Update monitoring information to understand impact relating to equality.

· Meeting with Staff Groups/ representatives including DSG, Carers, LGBT and BME.
· Further consultation with the TU to review the proposals – outlining areas of concern and alternative proposals raised by their members

· Workshops/ action Groups to consider the impact of the proposal and improving the service.

· Further consultation with other staff including Sitel to review and discuss areas of concern and alternative proposals.



Step 4 –assessing impact and strengthening the proposed reorganisation 
What evidence do you have about how the proposed reorganisation will affect different groups and communities in relation to equality and human rights?

	How does/will the proposed reorganisation and resulting activities affect different communities and groups?

	
Service Delivery

Environmental Assessment – through consultation with staff and TU representatives it has been recommended that an Environment Assessment of the needs of service users is completed. It is believed that this has been completed through the combined discussions with partners and stakeholders, the ‘snapshot’ of users taken over the past month together with a review of complaints and informal discussions with partners. 

Equality Scheme – It has been identified that the future promotion of the helpline will be targeted to areas where call volumes are currently low as shown in Appendix 12 or to support partners who take frontline calls but need additional support for complex cases e.g. Stonewall who launched a helpline in 2008. It is a strategic aim of the EHRC to build capacity in the advice sector and the new helpline structure will assist in delivering this aim through increased partnership working and transfer of expertise.
Employment
· Involving the members of staff with the development of the role of the advisor (See Appendix 8) and the provision of additional training and development will ensure the helpline is prepared to meet the needs of users from the targeted groups and communities, as shown above, whilst recognising the needs of the staff during transition to minimise any stress, including access to EAP counsellors.
· The call statistics (See Appendix 3) together with the detailed examples of call enquiry types developed by the action group (See Appendix 6) will be factored into the total number of advisors required to respond to calls at the frontline. (See Appendix 34 for all factors to be considered)

· The impact on the helpline of the ‘Right to Fly’ promotion (See Appendix 29 and 29a) will be considered as part of the calculation to determine the number of advisors required in the future following a marketing campaign.

· Following the review of the updated monitoring information (Appendix 31) the proposal will have an impact on different communities and groups was considered and the impact indicted by the data has highlighted the need to provide additional support as follows :
· Disabled Staff – there is a high percentage of disabled staff and staff with accessibility requirements across all sites. The EHRC recognise there may be a need to support staff through the change process and this will be discussed with individual staff members including:

· Additional support through reorganisation to apply for posts, prepare and complete interviews

· Additional support to complete training

· Additional time to complete training

· Individual support to relocate or travel to an alternative location

· Carers – a third of the staff based at Stratford have indicated they are carers and the group met and considered the how they could best be supported following the relocation to Birmingham (see Appendix 15). Support during the transition to allow a more flexible approach to hours of work and the opportunity to review following a trial period was considered to be important Similar support for staff in Manchester with caring responsibilities will also be important e.g. in matching re-deployment opportunities to carers’ work patterns.
· LGBT –Following research completed by Stonewall indicates that more than one in three gay employees who change careers faced discrimination (see Appendix 17) – through a managed redeployment programme aimed at support and retaining staff in the EHRC it is believed that the impact on employees can be mitigated and future targeted recruitment advertising will aim to ensure LGBT representation across the Helpline.
On-going Changes

· The review of the facilities strategy See Appendix 36) and the monitoring data (See Appendix 11) from Stratford regarding the move to Birmingham has indicated that the majority of staff would be able to relocate with financial support through travel subsistence. Additional support has been identified for carers (see Appendix 15) and disabled staff (see Appendix 18) and this includes the completion of a full access audit before the final decision to relocate to Lancaster House as an interim measure.




	What measures does, or could, the proposed reorganisation include to help promote equality of opportunity?

	
Service

Examples of areas of improvement include: clarity of responsibilities across the helpline in England, greater skills, less abandoned calls and longer opening hours all will support greater access to the service and promote equality of service.
Employment
With the majority of staff in the England helpline on one site there would be a greater opportunity to offer flexibility of hours of work to employees to ensure that all staff on the team are able to develop their skills and experience. Flexibility is of particular value to some disabled colleagues, and to some colleagues with caring responsibilities. 
Further, extending the opening hours of the helpline will lead to the potential to recruit more part-time workers, which could benefit older people, carers and disabled people.


	What measures does, or could, the proposed reorganisation include to address existing patterns of discrimination, harassment or disproportionality?

	Service Delivery
Establishing a fit for purpose structure will allow the EHRC to commence a marketing campaign targeting under served users.

Through analysis of the statistics it should be noted that although the team in Stratford have the highest volume of calls the number of abandoned calls is lower than other sites in England (See Appendix 4). Retaining the experience of this team and learning from the training and systems in place will be an important element of developing the service to address disproportionality.
Employment

No existing patterns of discrimination, harassment or disproportionality have been identified. Through consultation with staff groups, the Trade Union and individual staff any issues not identified to date. 


	What impact will the proposed reorganisation have on promoting good relations and wider community cohesion?

	
Service Delivery
The proposed reorganisation emphasises the need to strengthen relationships within the EHRC and with partners. The need to refer quality information in a timely manner has been identified as critical to address patterns of discrimination, harassment or disproportionality. Developing relations with the partners to support their activities without taking calls from their own helpline is believed to be a critical balance to promote good relations and wider community cohesion.
The Stakeholders Action Group prepared a pilot user survey (See Appendix 32) and although only a snapshot at this time the group identified the need for regular surveys and monitoring of the users and partners to continually improve the service in line with the Equalities Scheme (See Appendix 12)


	If the proposed reorganisation is likely to have a negative effect (‘adverse impact’), what are the reasons for this?

	Including direct or indirect discrimination.

	
Service Delivery
· The training plan together with a support plan for individual staff will ensure there is not a negative impact as the team are trained to meet the objectives of the roles identified in the proposal in particular loosing the skills developed in Manchester since October 2007. 
· The transition period is critical and it will be important to manage the redeployment of staff professionally and without delay to avoid any impact to service due to staff morale. Critical during this period will be the training program and management support to ensure service is maintained.
· The action group reviewing the impact of location on the proposal completed an analysis reviewing the benefits and risks to locating in one location compared to two locations and key points are noted in a report (See Appendix 38). The current business continuity plan (see Appendix 40) will need to be reviewed following if the England helpline is located in one site going forward. This should be considered in the decision making process although it has been identified that the impact on cost of location should not be a factor in the overall decision, with the exception of the Sitel licence agreement the cost benefit is not significant. (See Appendix 35)
Employment

The proposed reorganisation will affect a number of people employed by the EHRC as the overall full time equivalent posts would be lower and it is proposed that the helpline in England will be based at one site - Birmingham. 
The updated monitoring data (Appendix 31) shows that there are a number of staff in Manchester who are lesbian/gay or bisexual. Whilst in Stratford there is a high percentage of disabled staff and Birmingham the majority of staff are Black or Ethnic Minority. To minimise the negative impact to the majority of staff it is proposed that Birmingham is the location for the England Helpline. 
This reorganisation will have a negative impact on staff based in Manchester, and therefore a disproportionate impact on LGBT staff.  The majority of people affected would be based in Manchester and the EHRC would actively support redeployment. There are significantly more opportunities available in the EHRC in Manchester than Birmingham as demonstrated in the positions vacant since January (See Appendix 14). Matching staff to current vacancies in Manchester would be a priority during the transition phase.

The completion of the process to be an Accredited NDPB would further enhance the number of opportunities available across the civil service as staff would be able to continue their continuous service in other government departments.
Lancaster House – the choice of Lancaster House in Birmingham as the site of the England helpline is noted as an interim measure until a more suitable building is leased in Birmingham. The concerns of the move to Birmingham have been recognised and additional support and access requirements will need to be in place both in the short term and long term. See Appendix 11 & 36 for details of the impact of the move on staff at Stratford and the action plan to facilitate the move.


	What practical changes will help reduce any adverse impact on particular groups?

	Consider changes in communication methods, providing language support, collecting data, revising programmes or involvement activities.

· Have you considered our legal responsibilities under the Disability Discrimination Act, including treating disabled people more favourably where necessary?

	
Service

· The focus on learning and development will be given tangible support through the Training Manager and Team Leader roles and will encourage organisational as well as individual learning. Similarly, by giving Helpline Managers explicit accountability for improving advice and information and partnership working there will be a focus on delivering more accurate, useful information to the right audiences, improving the process of referring callers to the support offered by third parties and strengthening our working relationships with those parties to share information and develop services for users over the longer term.

· Action Groups have reviewed the impacts of the proposal as summarised in Appendix 6, 32, 37, 38 & 39
· A transition program of work is being developed to ensure the impact is minimal during the transition process.

Employment

· The affected staff will also be given the opportunity to attend workshops to develop their skills and priority access to roles, where appropriate. A Personal Profile has been drafted by representatives of an action group (See Appendix 39) to be used together with the Reorganisation and Redeployment Policy currently being developed.
· Support will include the opportunity to meet with a representative from the EAP, open door accessibility to project staff, regular updates and FAQ’s. 

· The project team will work closely with representatives to ensure the consultation with individual members of staff is meaningful and redeployment is proactively supported.

· Staff across the helpline will be given priority following the Disability Discrimination Act and discussions with the Disabled Staff Group (DSG) have identified areas of additional support such as ensuring that a complete access audit is completed for Lancaster House and the future buildings prior to a final decision.
· Job losses across the Helpline Service would be mitigated through dedicated resources to tackle redeployment and outplacement in the Civil Service or wider community. We will apply the Cabinet Office Protocol for Handling Surplus Staff Situations and have been reassured that there are a number of departments actively recruiting particularly in the NW.  Staff are now able to access the civil service jobs web site (csvacs) as pre-surplus employees at the consultation stage. In addition the EHRC is completing the accreditation as an NDPB – this would give staff access to further opportunities as a priority across the civil service and allow staff to retain their service with the EHRC when transferring

· We will offer training, and financial assistance to contribute to the costs of relocation or extra travelling. The proposed reorganisation will provide assistance in each country (England Scotland and Wales) across the full range of equality strands and human rights, recognising that people’s issues often do not fall into one or other category. 

Meetings have taken place with the following staff groups to mitigate and support staff groups and communities as summarised below and detailed in the Appendices 15 to 20:

· Caring Staff Group – Stratford

· Caring Staff Group – EHRC

· LGBT Staff Group

· DSG

· BME staff group

· RM staff group



	What evidence is there that actions to address any negative effects on one area of equality may affect other areas of equality or human rights?

	
Service

The proposal to retain the staff in Birmingham is believed to have a positive impact on the overall provision of services to partners and the public as the greater number of call are received by this team together with the team in Stratford (60%).
The impact on the service provided is therefore less likely to be affected during transition and improved on into the future.
Employment

The proposal to have one England site located in Birmingham ensures that the skills and experience of the team in Stratford and Birmingham are retained and this has a positive impact on the disabled staff and staff with caring responsibilities.

This may have a negative impact on the overall equality profile of the helpline and the EHRC as staff in Manchester will be most ‘at risk’ of redundancy. 

However there is a greater opportunity to retain the staff in the employment of the EHRC through the redeployment of staff in other departments across the EHRC - as the number of opportunities available in Manchester is anticipated to continue to follow the trends of the past 4 months as shown in Appendix 14.
To ensure the equality profile of the helpline continues to be representative in the future targeted recruitment of less well represented groups will be considered.



	What will be done to improve access to, and take-up of, services or understanding of the proposed reorganisation?

	
Service

We believe the proposed structure will:

· Encourage wider use of the helpline in areas where currently user volumes are low

· Encourage wider public involvement in our work or communications activities.

· Encourage different groups, including disabled people, to get involved in what the commission do and to ensure the support provided by EHRC meets their needs.
Employment

· The proposed structure including the introduction of a support team and time set aside for project work and training will promote the development of skills and experience across team members.
· Actively promote the employment of a diverse team through targeted recruitment advertising in future.



Please note that you may need to revisit this section once you have completed the proposed reorganisation development process.



Step 5 – procurement and partnerships

	Consideration of external contractor obligations and partnership working

	Is this project due to be carried out wholly or partly by contractors? If yes, have you done any work to include equality and human rights considerations into the contract already?

The project is being managed internally by the EHRC. The service will remain in-house and will not be outsourced. To ensure effective support for staff, a specialist HR project team has been employed through recruitment agencies to ensure the affected team are supported throughout the process. This team reports jointly to the Director of Stakeholder Relations and the People Director.
Staff from across all five helpline teams and the Knowledge team have been actively involved in the development of the proposal through a number of Action Groups looking at different elements of the proposal and service provision. 
Additional support for the project was identified and a number of interim roles advertised for internal affected staff, including two Team Support Managers to support 1. Stratford/ Birmingham and 2. Manchester/Cardiff/Glasgow.

The management team at Sitel supported the process of transferring staff to the EHRC. Discussions are now complete and a licence agreement in place to allow staff to remain on site during the initial stages of transition.

If you have, please set out what steps you will take to build into all stages of the procurement process the requirement to consider the general equality duties and equality more broadly.

Not applicable
Specifically you should set out how you will make sure that any partner you work with complies with equality and human rights legislation. You will need to think about:

· tendering and specifications

· awards process

· contract clauses

· performance measures, and

· monitoring and performance measures.

Not applicable





Step 6 – making a decision

	Summarise your findings and give an overview of whether the proposed reorganisation will meet the Commission’s responsibilities in relation to equality and human rights

	
This impact assessment has highlighted the following equality issues with regard to service delivery:
Longer opening hours will benefit all users, but particularly those in work, who have other commitments during the working day, for example, carers.

Fewer abandoned calls will benefit all users, but particularly older and disabled people who may have difficulty placing calls and also those on low incomes who may not be able to afford to place multiple calls.

Referral partners in under-served areas, such as age, sexual orientation and religion and belief will be targeted to try and improve access to the Helpline for those users.
Disability

The highest volume of calls relate to disability, so it is vital that the EHRC retains the staff most experienced at dealing with these calls, and if possible enhances its capacity in this area. The choice of Birmingham as the site facilitates this possibility. 

Gender

There is a risk of losing expertise and experience relating to gender by ceasing to operate the Helpline from Manchester. 

Sexual orientation 

There is a risk of losing experience and expertise relating to sexual orientation by ceasing to operate the Helpline from Manchester. 

This impact assessment has highlighted the following equality issues with regard to employment:

Age
The Helpline and Knowledge Team have a reasonable spread of employees based on age, with roughly a third aged 20-29, a third 30-39 and a third over 40. Around half of the youngest staff group is based in Manchester, which partly reflects the fact that the current Level 1 Operator role is based there. Half of the oldest staff members (50+) are based in Stratford.
The Commission will do its utmost to retain these older members of staff because their experience with disability related calls is essential to our reputation and the credibility of the service.

Disability
Around a third of affected staff state they have a disability. The largest number of disabled staff are based in Stratford, but there is a significant number in each team.

The largest group of disabled staff are based in Stratford and retaining this team is an important element of reflecting the equality profile of the helpline users in the staff profile. 

Relocating this team to Birmingham provides the best method of retaining the largest possible number of them.  

Gender
The affected staff are 57% female. 27% of staff care for children and a further 14% have other caring responsibilities. Cardiff and Glasgow have the highest proportion of female staff. 22% of staff work part-time, with the largest number working in the Stratford team.
The choice of Birmingham as the site in England will maintain a high level of female staff across the whole Helpline (58%). 

Any impact on carers, or on part time staff, is likely to constitute a disproportionate impact on women. Currently, 27% of staff have child caring responsibilities and another 13% have other caring responsibilities. 

We believe that this impact can be minimised because we can provide flexibility for carers and part time staff, as highlighted in discussions with Staff Groups and because the majority of staff at Stratford indicate a willingness to travel, and to consider flexibility of working hours e.g. compressed hours.

Race
22% of affected staff are from an ethnic minority group. Over two-thirds of staff in Birmingham are BME, as are a quarter of staff in Manchester. Currently no staff in Cardiff or Glasgow are BME. There are only 2 BME staff in Stratford.

Religion and Belief
The largest group of staff (39%) state they have no religion. 37% of staff are Christian, the next largest group is Sikh staff (7%). There are small numbers of Muslim, Hindu and Buddhist staff.

Sexual Orientation
The equality monitoring of staff shows that 8 out of 28 staff in Manchester are lesbian, gay or bisexual. There are currently no other LGB staff employed in the Helpline or Knowledge Team. This reorganisation will have a negative impact on staff based in Manchester, and therefore a disproportionate impact on LGBT staff.  The majority of people affected would be based in Manchester and the EHRC would actively support redeployment. There are significantly more opportunities available in the EHRC in Manchester than Birmingham as demonstrated in the positions vacant since January (See Appendix 14). Matching staff to current vacancies in Manchester would be a priority during the transition phase. 

Other impacts
Consolidating the England Helpline team on one site in Birmingham would obviously have negative impacts on many staff currently based in Manchester and Stratford. If staff are unable or unwilling to relocate, their jobs will be at risk of redundancy. Staff that can relocate could face increased travel times to work and this will in turn impact on their personal and family responsibilities.
The unavoidable stress placed on staff when carrying out a reorganisation of this kind may have impacts on mental health and general wellbeing.

In terms of existing skills and experience amongst the England teams, the Stratford team have a wealth of disability advice experience and knowledge, while the Manchester team includes a number of staff with similar expertise in Gender. Manchester also has staff with more developed knowledge of age, religion and belief, sexual orientation and transgender issues and they currently are mainly responsible for airline accessibility calls. Consolidation of the three teams places business continuity risks in terms of ongoing advice that need to be mitigated.
Overview
In putting forward the final proposal for decision, the above issues have been considered carefully. Despite the potential negative impacts outlined above, it is strongly felt that the positive aspects of moving forward with this project shift the balance in favour of the key points of the proposal, namely:
· consolidating teams to improve management support and operational effectiveness;

· reducing headcount to a more appropriate level for the service;

· creating a revised organisational structure.

The reasons for this include:

· experience has shown that having staff based on multiple sites has detrimental impacts on the capability of management to build an effective team culture across the helpline;

· multiple sites mitigate against team working and developing a learning culture as staff are less able to collaborate and share experiences;

· an operational service such as the helpline has to prioritise the ability to effectively manage staff resources to cover phone lines during opening hours, which is more difficult with split resources;

· currently working practices differ across the five helpline sites, fewer sites will enable management to deliver uniform systems and processes which are critical to a high performing service;
· experience of the teams in Scotland and Wales has shown that a more flexible advisor structure combined with a co-located team and effective internal relationships has the potential to deliver a more integrated helpline service with the Commission’s other functions;

· staff who are more effectively supported by management will perform better and have a more positive experience of working at the Commission;

· staff co-located will be able to build stronger team relationships and will be able to support more flexible working arrangements, bringing benefits to staff and the service;

· a more realistic and sustainable headcount for the helpline service will lead to more fulfilling and demanding work, greater development opportunities and higher morale;

· a significant training programme will ensure that staff are able to carry out their new roles and that the new helpline service is able to meet users’ needs, while more broadly a new learning culture will be developed; and

· a redesigned organisational structure will provide greater opportunities for staff development and career progression.
It is therefore strongly the feeling of management that for the good of the service and staff the reorganisation should move forward. To meet its equality and human rights responsibilities the practical actions that will be taken to mitigate any negative impacts of the reorganisation are set out below and in the action plan.


	What practical actions do you recommend to reduce, justify or remove any adverse/negative impact?

	
Since announcing the intention to reorganise the Helpline and Knowledge teams in February, the Commission has already taken a number of steps to mitigate impacts on affected staff. These include:

· immediate recruitment of specialist HR staff to support the project and provide a dedicated focus for staff support;

· significant uplift of Employee Assistance Programme counselling, including site visits;

· immediate work to review internal recruitment possibilities for at risk staff;

· immediate work to liaise with the Cabinet Office over possible external opportunities in the wider civil service for at risk staff;

· dedicated intranet site and communications channels to ensure staff were kept informed;

· interim team support managers appointed to better support team leaders and other staff;

· regular visits by Director of Stakeholder Relations and project support team to all five sites.

These actions are ongoing and will be continued through the reorganisation process. In addition we are considering what further measures we need to take to mitigate any particular equality impacts of the proposal, for example on young and LGB staff in Manchester, or for disabled staff and carers in Stratford.

Following an SMT decision, we will undertake an immediate review of the transition arrangements and produce a full action plan in addition to the other review processes outlined in Step 7.



Please note that these should be reflected in the action plan (see Step 8).


Step 7 – monitoring, evaluating and reviewing

	How will you monitor the impact and effectiveness of the new proposed reorganisation?

	· This could include adaptations or extensions to current monitoring systems, relevant timeframes and a commitment to carry out an EIA review once the proposed reorganisation has been in place for one year.

	
At key stages of the project and consultation process there will be a review of the process including the monitoring process.
Commitment to review 12 months following the completion of the reorganisation through user surveys, discussions with partners, analysis of call volumes, consultation with helpline team.



	How will the recommendations of this assessment be built into wider planning and review processes?

	· This may include policy reviews, annual plans and use of performance management systems (e.g. project briefs, project initiation documents etc).

	
A transition project plan will incorporate the need to monitor and assess through the 12 month transition. The assessment will also built into the Equality Scheme action plan review as detailed in Appendix 12.

	Give details of how the results of the impact assessment will be published, including consultation results and monitoring information if applicable.  

	
All communication is available on the intranet for staff to review and ask additional questions as required. Questions may be asked through the recognised Trade Unions, EIA Action Group or by individuals directly to the management or project teams.


Step 8 – action plan

	Taking into consideration the responses outlined in Steps 1-7, complete the action plan below.

	
	Actions
	Target date
	Responsible post holder and Directorate
	Monitoring post holder and Directorate

	Step 2

Involvement and consultation
	TU and Staff consultation with Rep’s
Meetings with staff Groups including:
- Stratford Team
- EHRC helpline staff

- EHRC knowledge staff

EIA Action Group – see terms of reference (Appendix 41)

	May 09
Mar 09

Commence Mar 09
	BB – Director of Stakeholder Relations
DH – HR Project Manager
	Project Board
Bradley Brady, Debbie Harper, Joanne Clifton, Thelma Stober

	Step 3

Data collection and evidence
	Collection of data from stakeholders including Action Groups

Helpline users &
Partners  

Consultation with the all  stakeholder groups.

	See above
	BB – Director of Stakeholder Relations

DH – HR Project Manager
	Project Board 

Bradley Brady, Debbie Harper, David Ede, Thelma Stober

	Step 4

Assessment and analysis
	Analysis of data collected and assessment of information provided.
	Initial review end April 09
	BB – Director of Stakeholder Relations

DH – HR Project Manager
	Project Board

Bradley Brady, Debbie Harper, David Ede, Thelma Stober 

	Step 5

Procurements and partnerships
	Consultation with the external and internal stakeholders re proposal.
	May 09
	BB – Director of Stakeholder Relations


	Project Board

Bradley Brady, Debbie Harper, Joanne Clifton, Thelma Stober 

	Step 7

Monitoring, evaluating and reviewing
	Complete assessment – end May 09
Ongoing assessment as part of transition process.
	May 09 to end of transition period.
	DH – Project Manager

Head of Helpline
	Project Board

Bradley Brady, Debbie Harper, Joanne Clifton, Thelma Stober 
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