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EARLY IMPLEMENTER MONITORING BY JEWP

Background

It has been apparent from the various training courses undertaken by JEWP that there is a need to monitor what is happening regarding matching and local evaluation during the period of Early Implementation, both from the point of view of reassuring those undertaking the matching/evaluation that they are on the right track and to have a high quality overview of the whole process for consistency purposes.

JSG have produced a draft paper on monitoring of Agenda for Change, which includes evaluation of the number of staff assimilated to new pay bands; the number matched to national profiles and subject to local evaluation; the number of jobs referred to a review matching panel and the number local grievances taken.  In JEWP’s view the monitoring proposed here would complement the JSG proposals and provide the detailed view of progress, results and consistency required in order to alert JSG to any problems occurring during this critical EI period.

Purpose of monitoring

Andrew Thompson of LINK has prepared a discussion document on the types of monitoring that could be done using the computerized system and this is attached.  The document was discussed at the Computer Sub-Group of JEWP held on 7 July and subsequently at the full JEWP meeting on 8 July.

In summary, it would be possible to extrapolate the following data:

· Number of jobs matched and evaluated overall and by trust

· Distribution of jobs within bands (within trust, job family and job sub family)

· Comparison of results within job families and sub families

· Numbers of profile matches versus band matches and how well trusts are fitting their jobs to the national profiles

· Number of matches per national profile

· Numbers of variations of factor levels in matched jobs, either upwards or downwards:  this will be important to determine whether some panels are consistently overvaluing or undervaluing jobs

· Which job families have the lowest percentage of jobs matched, which will inform the creation of extra national profiles

· Information on the panel composition by gender, ethnicity and staff side/management side

· Information on whether panels are providing quality rationales for their decisions.

The information can be collated easily and reports prepared for JSG and JEWP, in order to provide an early warning system of problems and inconsistencies within the application of the scheme.

Timetable

JEWP believes that this work should be started as soon as possible in order to give maximum time to sort out any issues arising from the start up of Early Implementation.  LINK need several weeks to develop a working database, but they can deliver this in stages, beginning towards the end of August.

Resources

The Computer Sub-Group and JEWP proposes that at least in the first few months of monitoring, this data should be collected and disseminated by a dedicated person, who would be very familiar with the JE scheme and have a background of working with statistics.

Rapid Response Triaging and monitoring of technical queries

There is also a need for someone to be able to ensure that queries received via the website’s forum are directed to the appropriate source for a rapid response.  For the most part the queries are related to technical aspects of the JE scheme, but there may be some that need expert advice of a more policy related nature.  The requirement is not for someone to be able to answer all queries but to field them to the right place.  There is also a need for a record to be kept of the types of queries received, with a view to preparing a Frequently Asked Questions facility.

Eleanor Ransom/Seamus Elliott

Joint Chairs

JEWP Computer Sub-Group

Early Implementer Monitoring by JEWP 

Discussion Document

06.07.2003

Version 0.1

A.Thompson

Link HR Systems
Purpose of Monitoring

Before determining the functionality of any monitoring system it is important to determine what the key aims of the exercise are.

In broad terms these will include:

	No.
	Aim
	Potential Measures

	1.
	Monitor Progress
	· No of jobs matched and evaluated overall

· No of jobs matched and evaluated per Trust

	2.
	Monitor Results
	· Distribution of jobs per band (within Trust, job family, sub job family)

	3.
	Monitor Consistency
	· Compare results between like Trusts (e.g. PCTs)
· Compare results within job families and sub job families

	4.
	Monitor Effectiveness of National Profiles
	· No of profile matches vs. band matches

· How well are people fitting their jobs to the national profiles?

· No of matches per national profile

· Are some profiles not being used?

· No of  variations upwards versus variations downwards

· Where people do vary are they being more or less generous?

· Which job families have the lowest percentage of jobs matched?
· Are there gaps in the coverage of the National profiles

	5.
	Monitor Correct Usage of the system
	· How much explanatory text is being provided for each matched / locally evaluated job?

	6.
	Gender monitoring
	· What is the average panel composition for each evaluation (by Trust / Job Family etc)
· Which jobs have been evaluated by an all male / all female panel?


Some Basic Metrics

Jobs within the system – Monitoring progress

The monitoring system should be able to provide information on the following:-

· Total number of jobs

· Number of jobs which have been matched

· Number of jobs which have been locally evaluated

This information should be available for the following

· System wide level

· Trust group level (e.g. all Ambulance services, all PCTs)

· Trust level 

· Job Family level

· Sub Job Family level

Distribution of Jobs across Bands – Monitoring Results

The monitoring system should be able to show how jobs have been placed in bands as a result of the matching / evaluation process. It should provide the following information.

· Total number of jobs in each band (1 – 8d)

· Number of matched jobs in each band

· Number of evaluated jobs in each band

This information should be available for the following:

· System wide level

· Trust group level (e.g. all Ambulance services, all PCTs)

· Trust level 

· Job Family level

· Sub Job Family level

Job Matching Variance

The monitoring system should provide information on how closely users are matching their jobs to the national profiles. Consequently it should display:

· No of jobs matched

· No of jobs which were profile matched

· No of jobs which were band matched

· Average number of upward variations per band matched job (e.g. “2 variations upwards on average were seen for each band matched job”)

· Average number of downward variations per band matched job

· No of local evaluations (as a reference to compare the proportion which have been matched)

This report should be available for the following groups

· System wide level

· Trust group level (e.g. all Ambulance services, all PCTs)

· Trust level 

· Job Family level

· Sub Job Family level

In addition a report should be available which provides the same details (with the exception of the No. of local evaluations field) for National Profiles. This will provide JEWP with the ability to see how each National profile is being used.

Gender monitoring

The monitoring system should be able to monitor the composition of panels which are matching and evaluating jobs.  Consequently it should display the following 

· Average panel size

· Average panel composition (%male, %female)

· No of panels operated with 100% male

· No of panels operated with 100% female

This report should be available for the following groups

· System wide level

· Trust level 

Correct Usage Metrics

The system should provide statistics relating to the correct usage of the system. In particular this relates to the amount of ‘back up’ information being provided for each evaluation. The ability to verify evaluation decisions through reference to this explanatory evidence is critical to the success of the project and as such requires monitoring.

The reports should consequently show:

· Number of words of explanation provided for each matched job

· Number of words of explanation provided for each evaluated job

This report should be available for the following groups

· System wide level

· Trust level 

User interface

The ability to readily access information within the system is critical to the success of the monitoring exercise. This will involve balancing the need for simplicity of information display with the equally important requirement of being able to ‘drill down’ to the detailed information underneath.

The proposed approach is to use a ‘Monitoring Dashboard’. This will display the key monitoring metrics on a single screen. At the click of a button the user can drill down to provide more detailed information. It is the intention of the system that no more than three ‘clicks’ of the mouse will be needed to reach the actual job information behind any statistic.

Monitoring Dashboard


A. Jobs within the system

All jobs  | Trust Group  | Trust  | Job Family | Sub Job Family

	
	No of Jobs
	Matched

%
	Local

%

	All jobs
	771
	80%2
	20%3


B. Distribution of Jobs across Bands
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C. Job Matching Variance

All jobs  | Trust Group  | Trust  | Job Family | Sub Job Family |  National profiles

	
	No of Matches
	No. of Profile Matches
	No of Band Matches
	Variations +
	Variations -
	No of Local Evaluations

	All jobs
	40
	15
	25
	3.2
	1.2
	23


D. Gender Monitoring

All jobs  |  Trust 

	
	Average Panel size
	Male %
	Female %
	No. of all Male panels
	No. of all Female panels

	All jobs
	4.5
	55%
	45%
	1
	2


E. Amount of Explanation provided to back up decisions

All jobs  | Trust  
	
	Words of explanation per Matched job
	Words of explanation per locally evaluated job

	All jobs
	55
	23


The following sections explain how each metric will work.

Jobs within the system [A]

Provides an immediate view of the number of jobs entered into the system and how this breaks down between ‘matched’ and ‘locally evaluated’ jobs.

By clicking on the top 5 options the following occurs

All jobs displays a single line summarizing the total number of jobs that have been evaluated and the percentage that have been matched and locally evaluated.

Trust Group displays a line for each Trust Group (e.g. Ambulance, PCT, Mental Health) summarizing the number of jobs that have been evaluated within that group of trusts and the percentage that have been matched and locally evaluated.

Trust displays a line for each Trust summarizing the number of jobs that have been evaluated within that trust and the percentage that have been matched and locally evaluated.

Job Family displays a line for each Job Family summarizing the number of jobs that have been evaluated within that family across all sites and the percentage that have been matched and locally evaluated.

Sub Job Family displays a line for each Sub Job Family summarizing the number of jobs that have been evaluated within that sub job family across all sites and the percentage that have been matched and locally evaluated.

Clicking on any of the underlined fields within the table brings up a Rank Order Viewer (see below) with the jobs concerned. 

In the following example the display has been chosen at Trust level.

	Trust
	No of Jobs4
	Matched

%
	Local

%

	East Anglian Ambulance
	721
	80%2
	20%3

	North East Ambulance
	5
	33%
	67%


Clicking on

1. Takes the user to the full rank order the East Anglian Ambulance system (in read only mode)

2. Takes the user to the rank order (matched jobs only) of the East Anglian Ambulance system (in read only mode)

3. Takes the user to the rank order (local jobs only) of the East Anglian Ambulance system (in read only mode).

4. Clicking on a heading sorts the data by that heading

Rank Order Viewer
This will provide a window with the similar functionality to the main rank order it will provide the user with access to the following:-

· Matching summary report (provides the ability to see which jobs have been assigned to each national profile and the explanations provided with each decision)

· Data analysis (provides the ability to see the actual on line questionnaire responses and explanatory text against each decision)

· Individual job details (by clicking on the job concerned)

· Individual job report (either matched or local evaluation as appropriate)

The rank order viewer is READ ONLY. This means that it will not allow the alteration of any job details, matching or evaluation answers

Distribution of Jobs across Bands [B]
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This provides a view of the numbers of jobs in each band. This is broken down further into the number which are matched and the number which are locally evaluated. 

Clicking on the options along the top (All jobs – Sub Job Family) produce corresponding breakdowns. Each breakdown shows, for each breakdown element (e.g. trust, job family etc), the total distribution of jobs across the bands and the distribution of matched and evaluated jobs.

Clicking on any number within the grid displays the corresponding jobs in a rank order viewer. The rank order viewer allows the user to look at the job report (matching or evaluated as appropriate), the data analysis report and the matching summary report.

Bar Chart

Clicking on the graph icon displays the distribution in a bar chart format. Those lines of information which have been ticked (() will be displayed.
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The system will enable the user to select and display up to three distributions for comparison purposes.
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Job Matching Variance [C]

All jobs  | Trust Group  | Trust  | Job Family | Sub Job Family | National profiles

	
	No of Matches
	No. of Profile Matches
	No of Band Matches
	Variations  +

per match
	Variations –

per match
	No of Local Evaluations

	All jobs
	40
	15
	25
	3.1
	1.2
	23


The purpose of this report is to determine the accuracy of matching to the national profiles. The report displays the number of profile (exact) matches and the number of band matches. It also records the number of times that the user has varied the level of a match up or down. The final column shows the number of local evaluations that have been conducted.

The report can be produced for each trust group, trust, job family and sub job family as before.

Clicking on any heading sorts the report by that heading.

Clicking on any underlined value within the grid calls up a rank order viewer prefilled with the relevant jobs.

National Profile report

An important additional report can be produced by clicking on the National profiles option.

This report shows for each national profile how many profile matches, band matches and variations (up and down) there have been. It will look as follows:

All jobs  | Trust Group  | Trust  | Job Family | Sub Job Family | National profiles

	
	No of Matches
	No. of Profile Matches
	No of Band Matches
	Variations  +

per match
	Variations –

per match

	(Ambulance) Call Taker / Control Assistant
	40
	15
	25
	3.2
	0.2

	Ambulance Paramedic
	25
	12
	13
	1.1
	0.3

	Ambulance Station Officer (Team Leader)
	16
	1
	15
	1.3
	2

	Ambulance Service Area Manager
	5
	3
	2
	2
	1

	
	
	
	
	
	


Again, clicking on any underlined number within the grid will give access to those jobs in the rank order viewer.

 Gender Monitoring [D]

All jobs  |  Trust 

	
	Average Panel size
	Male %
	Female %
	No. of all Male panels
	No. of all Female panels

	All jobs
	4.5
	55%
	45%
	1
	2


The purpose of this report is to determine the gender composition of panels being used to undertake matching and local evaluations. It is available at Trust level or for the entire population.

Clicking on the underlined figures within the grid (No. of all male panels, No. of all female panels) brings up a rank order viewer with the relevant jobs.

Amount of Explanation provided to back up decisions [E]

All jobs  | Trust  
	
	Words of explanation per Matched job
	Words of explanation per locally evaluated job

	All jobs
	55
	23


Without proper explanations to back up matching or evaluation decisions it will prove difficult to audit decisions at a later date. This report highlights the average number of words of explanation provided during each job match and each local evaluation. It operates at Trust level or for the entire population.

Key Breakdown Fields

The above monitoring schedule depends on the two fields which have not, to date, been put into the system. These are Job Sub Family and Trust Group. Without these fields being put into the system as a matter of urgency the monitoring system will be severely impaired.

Job Sub Family
For each job family field a list of sub family options needs to be provided. This will serve two purposes. Firstly it will improve the clarity of the job family field (users struggle with some jobs to find the correct job family, seeing the sub job family will help). Secondly it will enable much finer analysis of information – both for the user and those monitoring the system.

This needs to be set up as soon as possible. Currently there are 200+ live jobs within the system. Each of these will have to have the sub job family entered. Delay could lead to a situation where it is a large task for each trust to revisit each job to put this information in. Consequently the risk that it will not be done will increase with delay.

Trust Group
Comparison of results within groups of like trusts will be beneficial. This can be set up without recourse to the individual trusts.

Timing

The proposed monitoring system outlined above will take a several months to complete in its’ entirety. Consequently it is suggested that each feature be graded by JEWP in terms of 

· Necessity (e.g. Essential / Nice to Have / No importance)

· Urgency (e.g. Need to have as soon as possible / Need to have later in the process)


