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* North Central London CCG came into effect on 01 April 2020 as part of a formal
merger process. All staff from the five organisations transferred to the new CCG.

« At the point of merger, NCL CCG was midway through its organisational change
processes including a formal consultation process for a number of staff. Prior to
this work being completed a decision was taken by the Executive to stop any
organisational change processes to enable effective management of the Covid-

19 pandemic.

« Since that decision was taken there have been two significant and connected
changes in the landscape which expedite the need for reconsideration of the
scale and pace of the next phase of the evolution of the CCG. As a result staff
were informed that a review of the whole organisations structures, including the
Executive and Senior Management functions was required.
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The two significant and connected changes in the landscape are identified as:

1. The response of the NHS to the Covid-19 pandemic. We have worked together as a
system in ways that could not have been foreseen, removing the barriers to
collaboration and working as one system to deliver services for our population.

2. The rapid expectation that ICSs will move from ‘loose collaboratives’ to more formal
partnership and planning bodies, with responsibility for planning the next critical
phase of delivery of health and care services for local residents.

« As a direct result of these changes, the CCG must urgently consider what it needs and
wants to “be” going forward.

« The clear expectation both nationally and regionally is that the health and care system
must move forward from this position.

* For us this presents the opportunity to take stock of our purpose as commissioners. We

maintain our statutory responsibilities but it is apparent, and expedited by Covid-19, that
our role needs to change.
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The vision for the NCL ICS detailed below puts people at the heart of integrated care,
with all partners working together to do the best we can for our population.

- Working with patients/residents with a " " wil g the help
strengths-based approach, empowering SR il o
people to self-care and offering an integrated, ogether much school
coherent response when people need | T will gat more
statutory support, has been at the heart of our [ o e
vision for years. The Long Term Plan looked iyt s

to accelerate progress.

« Some processes, ways of working and
mechanisms reinforce fragmentation and Prarmac
ih i

discord within the health and care system.

Networks of health and care 4 Local hospitals working
that provide access to a wide i in networks to deliver

* In revisiting the role of the commissioner, we e e
need to consider how best the CCG can
enable and support the system to achieve this
vision for the benefit of our population.
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There are three main areas of strategic focus for the new CCG (in addition to all statutory
responsibilities, including safeguarding):

1. Understand our population and their needs
2. Ensure that services are planned and delivered to achieve the greatest possible

Improvement in outcomes for our population

v Understand outcomes for the system that will improve people’s lives in NCL, creating a better
balance between health and hospitals and tackling the inequalities that result in poor health.

v' Work with partners to plan services that deliver the greatest possible improvements to those
outcomes, by evaluating solutions and enabling evidence-based decisions.

3. Offer resource and practical support to enable successful borough partnerships focussed
on local population

v' Work more closely with Local Authorities, NHS provider organisations, the voluntary sector
and others to meet the needs of the local populations.

v Share resources, data and approaches to have the biggest impact for residents, and building
on existing close working relationships.
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 The communication from Frances O’Callaghan, Accountable Officer in mid-June stated
that the required organisational change process will begin over the summer.

« Refocusing our purpose will mean that some of the roles and functions we currently
perform in the system will need to change. Changes to roles will require different
behaviours, new skills, and ultimately a wholesale review of how we organise ourselves.

* The first stage of the change process was to undertake a review of the current NCL
Executive Management Team structure and portfolios.

« In accordance with the CCG HR Policies and Procedures, a consultation process for a
new NCL Executive Management Team structure took place with those staff, directly
affected by change.

« The consultation process with the Executive Management Team has now been
completed in accordance with the CCG’s Change Management Policy.

« The following slides provide an overview of the confirmed structures and portfolios
following this consultation.
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NCL CCG Executive management team functions
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« The structure sets out the portfolios sitting under each Executive Director post.
However, it does not provide an exhaustive list of all functions and teams that will
sit within these portfolios — so please don’t worry if yours isn’t explicitly listed.

 The implementation date of the new EMT structure will be 1 September 2020.

« We are considering how best to transition to the new EMT structure to ensure
there is no interruption to delivering critical business and to minimise disruption
for staff.

« As part of the transitional arrangements there may be a requirement to change
reporting lines for Directors where their Executive Director has changed. Should
this be the case, Executive Directors will discuss this change with any Directors
Impacted.

10
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« All current line management and working arrangements for other staff will remain
In place.

* The next stage of the change management process will require the newly
appointed Executive Directors to commence a review of the size and composition
of the workforce for their areas of responsibility to ensure that it is fit for purpose.

« Following this review, a consultation process will commence in accordance with
the CCG’s HR Transition Framework and CCG’s Change Management Policy.

11
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Indicative timescales

New Executive Management Team to review size and

composition of the future workforce requirements
Key activities include the review of function and determining
future proposed structures; Engagement with Local Authorities
with regard to joint commissioning teams; development of job
descriptions for any new roles and identifying pooling
arrangements.

Engagement Workshops
Executive Director engagement with
staff on emerging Operating Model.

)¢

Consultation Period
Given all CCG functions and structures
will be reviewed as a whole and to allow
meaningful consultation, the CCG will
undertake a 45 day consultation process.

Implement
Consultation
Outcome

Communication of
Consultation
Outcome

Transitional
Arrangements
to New
Structures

Consultation Feedback
EMT to review feedback received during consultation
and preparation of consultation outcome paper

12
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To ensure effective, meaningful consultation, we will
ensure that staff side representatives and staff will have
sufficient information during any consultation process.

We are committed to continuing to engage and work in
partnership with staff side organisations throughout the
change programme to meet the challenges ahead.

Ensure staff are supported, engaged and effectively
communicated with throughout the development and

implementation of the new commissioning arrangements.

Work with pace to minimise disruption and uncertainty
for staff affected by change.

Any proposed changes will be managed in line with the
NCL CCGs’ Change Management Policies.

There is minimum disruption to business as usual by
monitoring HR performance and mitigating risks.

NHS
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Any re-structuring requirements as a result of the
development of the new commissioning arrangements
are carried out fairly, equitably and in accordance with
good HR governance arrangements and in line with
agreed HR Policies and Procedures.

No final decisions on proposals will be made until the
conclusion of determined consultation periods.

All steps will be taken to ensure that we can maximise
opportunities for our staff through the change
programmes, and minimise staff redundancies via
suitable alternative employment, wherever possible.

Wherever possible, vacancies are currently being filled
on temporary basis via fixed term contracts,
secondments or agency workers.

In addition to support via line managers and the HR
Business Partnering team, we are committed to putting
in place additional resource to support staff through the
forthcoming transition process.

13
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We understand that everyone responds differently to change and that people have different individual
circumstances and needs. We are committed to providing all staff with continued support during the
change programme:

Staff briefings: To continue as a means of communicating directly with staff.
FAQs: To be updated fortnightly and shared with colleagues via intranets and staff newsletters.

HR drop-in sessions: To continue for all staff to drop-in if they have any individual questions or
would like any information on the HR process — dates and times to be scheduled and published
on the Intranet.

Building resilience workshops: Virtual workshops to be scheduled and dates/times to be
published on the Intranet.

Wellbeing support: available via the Employee Assistance Programme. Full details about what is
offered from the EAP is available on the Intranet.

Trade unions: If you are a member of a union, you can also receive support, advice and
guidance from workplace representatives and your trade union.

14
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* Following the merger of the five CCGs, North Central London CCG has
committed to the development of an Engaging Our People Forum.

 The Forum will ensure effective engagement and involvement with our staff that
will support the development of a compelling shared strategic direction.

* |nvolving and engaging our people is an essential component for a sustainable
approach to developing a culture of continuous improvement resulting in quality
Improvement, staff experience and improvement in patient care.

16
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 The Engaging Our People Forum has been formed as a key component of the
CCG’s approach to Organisational Development to:

o Contribute to the development and delivery of key HR and Organisational
Development activities and serve as a vehicle to improve internal
engagement with our staff.

o Provide a platform to involve and engage employees across NCL CCG to
contribute to key staff initiatives and ultimately, the success of the CCG.

o Provide a platform for staff to provide their views and influence key
Initiatives that affect them at work will result in greater influence and in turn
a more satisfied, engaged and motivated workforce.

 The CCG will continue to regularly engage with staff side colleagues via the Joint
Partnership Group and staff are reminded that staff side representatives are still
available for support outside of this forum.

17
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« The key deliverables of the Forum will be linked to the HR and OD priorities for
the CCG and agreed with the Executive Management Team on an annual basis.

« The key priorities will be reviewed on a quarterly basis throughout the year to
ensure the priorities and activities of the Engaging our People Forum remain
relevant to the needs of the CCG and its workforce.

« Developing and implementing clear, transparent work plans that will address key
priorities and have accountable and responsible persons linked to actions.

 Feedback to and involve directorate staff teams including linking with any current

staff involvement groups locally to ensure as fuller a representation of directorate
staff views are heard on the group.

18
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The Engaging Our People Forum will be formed of the following representatives

across the CCG:

Executive Director of Corporate Services — Chair

Deputy Director of HR/OD/Deputy Head of HR

Barnet Borough Directorate Representative

Strategy Directorate Representative

Camden Borough Directorate Representative

Communications and Engagement Team
Representative

Enfield Borough Directorate Representative

Quality Directorate Representative

Haringey Borough Directorate Representative

Strategic Commissioning Directorate
Representative

Islington Borough Directorate Representative

Finance Directorate Representative

Staff Side Representative

2 X Diversity & Inclusion Steering Group
Members

Additional members may attend, as required for specific specialist agenda items only

19
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« All members of the Engaging our People forum will operate inclusively, with all members
required to actively engage in discussions and delivery of actions to shape the
development and progression of work plans.

« Every action agreed by the group will have a responsible individual identified. Members
of the Forum will be identified as responsible for leading on particular work
streams/projects.

« Any staff that wishes to be a representative of the Engaging Our People Forum should
notify the HR team islccg.nclworkforce@nhs.net copying in their Executive Director by
Friday 14 August 2020.

« Should there be more than one member of staff in a Directorate that wishes to be a
representative on the Engaging Our People Forum, an informal expression of interest
process may be required and further details will be discussed if such cases arise.

20
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« NCL CCG is a diverse organisation employing staff from different social and cultural
backgrounds.

« Whilst we have made some good progress over the last few years in improving the
diversity of our workforce and our CCG workforce represents our diverse local
population, one of our biggest aims continues to be to build a more inclusive
organisation which is fit for purpose and where all staff feel engaged, valued and
respected.

« We want to continue to develop a fair, equitable and fully inclusive workforce and
address discrimination by engaging our colleagues and by using their lived experiences
In a systemic way.

« This is why we are launching a Diversity and Inclusion Steering Group and Staff
Networks (e.g. BAME, Disability, LGBT+) and we are putting in place a governance
structure to support and resource these initiatives

22
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Purpose: Why now?

NCL CCG
Merger

Black Lives
Matter

Covid-19

The merger of the five CCGs provides NCL CCG, as a single organisation to ensure effective
engagement and involvement of staff from protected characteristic backgrounds in decision
making and in developing strategies and action plans to tackle discrimination, bullying and
harassment in order to build an inclusive organisation that provides staff with a strong sense
of belonging and supports the CCG to meet their statutory obligations.

Started as a protest against incidents of police brutality against African-American people in
the US has now become a global intersectional movement which is supported by people
from all sections of the society demanding an end to race based discrimination. This also
includes public organisations like the NHS.

The disproportionate impact of the COVID 19 on BAME patients and staff resulting in a
higher death rate and further socio-economic disadvantage amongst them compared with the
staff and population from White backgrounds. Also taking into account the seven
recommendations in the report ‘Beyond the Data’ by Public Health England.

The CCG has made good progress with regards to the WRES indicators but further
improvements such as the representation of BAME staff at senior levels is required.

In addition to the
main drivers, there
are some other
nation drivers that
influence our work
which include the
NHS Long Term
Plan, NHS People
Plan, Workforce
Disability Equality
Standard (WDES).

23
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Staff Networks (BAME, Disability, LGBT+)

» Driving the development and delivery of annual activities that will
actively promote equality, fairness, equity and inclusion throughout
the CCG and will support the CCG to meet its statutory equality
obligations by overseeing and monitoring the work and activities of
the Staff Networks.

* Supporting the development of the WRES action plan in response
to the areas of improvement identified from the staff survey results
and workforce data analysis.

* Advising NCL EMT on the promotion of equality, diversity and
inclusion across the CCG via good practice, learning events,
training and the celebration of diversity events.

« Supporting the creation and development of the Staff Networks.

Provide a forum for staff to update each other on local and national
policy developments and opportunities.

Improving awareness of challenges including discrimination facing
BAME, disabled and LGBT+ staff.

Maintaining connections with local authorities and NHS local and
regional organisations, where appropriate.

Supporting the Steering Group to develop and deliver annual
activities that will actively promote equality, fairness, equity and
inclusion throughout the CCG.

Working with the Steering Group to raise awareness and promote
equality, diversity and inclusion across the CCG via good practice,
learning events, training and the celebration of diversity events.
Assisting in the identification and implementation of training needs
that will promote equality of opportunity and advise the Diversity
and Inclusion Steering Group on the provision of courses to meet
those needs.

For further information about membership and the appointment of chairs please contact the
HR Equalities team via the dedicated email address: nclccg.inclusion@nhs.net

24
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The Diversity and Inclusion Steering Group and Staff Networks will be formed of the

following representatives across the CCG:

Diversity and Inclusion Steering Group

Staff Networks (BAME, Disability, LGBT+)

Chair: Arnold Palmer (GB Lay Member)

BAME Staff Network Chair

Disability Staff Network Chair

LGBT+ Staff Network Chair

Executive Management Team Lead

Senior Equality, Diversity and Inclusion Manager
HR Team Representative

Communications and Engagement Representative
Engaging our People Forum Representative

Staff Side Representative

Additional members may attend, as required for specific specialist
agenda items only. Additional attendees must be agreed with the Chair
in advance.

Chair: To be appointed

Membership to the Staff Networks is open to all CCG staff who define
themselves as BAME, Disabled or LGBT+ and subject to Chair’s
agreement, anyone who is interested in these three groups or wants to
play the role as an ally.

If staff would like to become a member of any of the staff networks,
please email the HR Equality Team (nclccg.inclusion@nhs.net) with
the following details:

*  Name

» Directorate

* The name of the network(s)

For further information about membership and the appointment of chairs please contact the
HR Equalities team via the dedicated email address: nclccg.inclusion@nhs.net

25
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The Chairs of each of the Staff Networks will be responsible for the following:

To plan and run meetings in accordance with the Terms of Reference.

To bring impartiality and objectivity to meetings and decision-making.

To ensure full participation of all members.

To maintain confidentiality and escalate any matters deemed worthy of senior management attention via the
Diversity and Inclusion Steering Group Chair.

To communicate effectively the vision and purpose of the Network.

To advocate and represent the Networks, as required.

To be aware of current issues facing staff from particular backgrounds that might affect the Network.

To be responsible for producing and presenting reports to show activities and progress of the Network to the
Diversity and Inclusion Steering Group, as required.

Process for appointments to Chair role

Staff can self-nominate to become chairs by completing an expression of interest form which is available on
the Equality, Diversity and Inclusion intranet page.

Completed Expression of Interest Forms should be submitted to the HR Equality Team
(nclccg.inclusion@nhs.net) by 07 August 2020.

All staff submitting an expression of interest form will be required to have an informal interview.

26
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» Directorate staff briefings
Publicise Steering Group and - Staff newsletters

Staff Networks (ongoing) - Information on the intranet
» Safe space conversations with BAME colleagues to inform themes for future action planning.

« Appointments Process to three staff network Chair roles via an informal selection process.

Appointment to Staff Network ) : . : :
Clinical Chairs and membership « Staff can self-nominate to become chairs by completing an expression of interest form.
» Induction will be arranged for the chairs

of the Networks (August) « Staff who would like to join the staff networks as a member to contact the Equalities team

» First Diversity & Inclusion Steering Group meeting

 BAME Staff Network to be launched with first meeting

« Agenda for both meetings will be circulated one week in advance
« Continue Leadership conversations about race discrimination

Launch meetings (August)

Equality objectives / action - Individual Networks contributing to the development of action plans
planning (from September)  Information of staff experience to inform key priorities and activities for the year ahead

 For further information about membership to the Staff Networks and the Appointments Process to
the Chair roles, please contact the Emdad Haque, via nclccg.inclusion@nhs.net

Further information - If any members of staff would like to have confidential safe space conversations to discuss

experiences and ideas to inform the development of the action plans and priorities for the year

ahead, please contact Emdad Haque, via Emdad.Haque@nhs.net

The draft terms of reference are available to access on the Equality, Diversity and Inclusion intranet page. 27
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A few other notes. . .
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* In accordance with the NCL Conflicts of Interest Policy, itis a
mandatory requirement for all staff to make an annual declaration of
Interests.

« This applies to permanent and interim staff, as well as contractors
working for the CCG.

 If you have nothing to declare, you must still submit a form.
* Only 50% of staff have returned this by the deadline.

* Please can you make it a priority to do this before the end of the
week.

 Completed forms should be sent to your Board Secretary or

Andrew. Tillorook@nhs.net.

29
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* New staff structures were mentioned in the staff briefing two weeks
ago.
* There were some inaccuracies In these which have since been

rectified and a new set of structures — as at May 2020 — have now
been added to the staff intranet.
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