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Agenda for Change: Maintenance Craft

Profile Guidance

Introduction

This guidance has produced at the request of the regional health sector conferences which took place during March-April 2006 as the result of concerns expressed by stewards and representatives on mismatching of profiles and the resultant inconsistent outcomes.

Have procedures been followed?
Before proceeding to a review of profiles it is important that you check that the correct procedures have been followed in the first place.

Was your job description and person specification agreed by you or the Amicus representative for this process? If not then you have grounds to lodge a grievance.
If you job was “clustered” with other maintenance jobs for matching did you agree to this? If you did not you have a grievance.

Amicus was the sole Union involved in the review of the maintenance craft profiles. For those stewards and members who attended the regional roadshows which followed the review we stated that as a result we believe that all time served maintenance craftworkers should be on Band 4.

Our evidence for this belief is the following:

1) The successful challenge to Band 3 outcomes in the Early Implementer pilot sites in England.

2) Our evidence submitted in the review of profiles was sustained by the eventual published drafts.

3) The knowledge that vast majority of mechanical and electrical maintenance craftworkers have indeed matched at Band 4 (80%+) and according to our expectations.

We have no objections to employers stating their own case. We only request that their arguments are similarly evidenced base.

Key to understanding the profiles for the maintenance craft is a comparison of the factor levels for each profile.
The table below illustrates the differences between the profiles. This table should be read along the factor descriptors contained within the Job Evaluation Handbook (Second Edition) available on www.dh.gov.uk for a comprehensive understanding. 
	FACTOR
	Estates Maintenance Worker
	Estates Maintenance Worker (Higher Level)
	Estates Maintenance Worker Specialist

	CRS
	2
	2-3
	3

	KTE
	3
	4
	5

	AJ
	3
	3
	3-4

	POS
	1-2
	2
	3

	PS
	3
	3
	3

	PCC
	1-2
	1-2
	1

	PSD
	1
	1-2
	2

	FPR
	3
	3
	3

	HR
	1-2
	2
	2

	IR
	1
	1
	1-2

	RD
	1
	1-2
	2

	FTA
	2
	3
	3

	PE
	3-4
	3-4
	3-4

	ME
	2-3
	2
	2-3

	EE
	1-2
	1-2
	1-2

	WC
	3-4
	3-4
	3


The key test for Amicus is to challenge Band 3 outcomes for time-served maintenance craftworkers. 
The key factors determining whether postholders are Band 3 or Band 4 are Factor 2 – Knowledge Training and Experience and Factor 12 – Freedom to Act.

Factor 2 - Knowledge, Training and Experience

There is a literal reading of the descriptor for this factor which leading some employers to state that making level 4 is a function of multi-skilling. This is an incorrect reading of the descriptor as it is very rarely that any postholder meets all the requirements of any particular descriptor in any profile. Reaching level 4 is a function of depth and/or breadth of knowledge. The key part of the descriptor in terms of the Job Evaluation Scheme (JES) in establishing the KTE level is “BTEC/HNC Level or City and Guilds plus relevant post apprenticeship training or equivalent experience”.

	Case study 

You are a time served electrician. Your matching outcome is Band 3. You believe that the matching panel has not taken account of your post apprenticeship acquired knowledge and skills and additional short courses. Amicus advice: seek a review.

You are a timed served electrician. You have recently undergone a review to match at Band 4 and been informed that you cannot make this level unless you agree to multi-skill. Amicus advice: take out a grievance, as the trust/health board should not relate matching outcomes to broader management objectives that need to be raised via the KSF. An intervention with the review panel is likely to have taken place that goes beyond consistency checking.


Therefore we believe that “equivalent experience” is met through being time-served and this results in a stepped increase in knowledge, training and experience from Level 3 to Level 4 as defined by the JES.

So what is our evidence for this?

In matching maintenance craftworkers at KTE Level 3 means in effect that post apprenticeship they acquire no additional knowledge through experience or being time served. This in effect “freezes” the knowledge level matched at the point of qualification and takes on board no additional training and acquired knowledge and skills through undertaking the work. 

This is patently absurd.  Many job descriptions and person specifications requires minimum periods of experience in a hospital works department or a similar setting. The apprenticeship gives a theoretical and practical basis to work competently in the core trade. Maintenance craftworkers need to apply these skills with regard to the Hospital Technical Memorandums (HTMs) and IEE regulations which can be the trades parallel with “codes of practice and professional guidelines” mentioned in other posts with a higher KTE level.

Many of the systems, machinery and equipment that are maintained are unique to the NHS and therefore a newly qualified maintenance craftworker would not be able to rectify without hands-on supervision.  

If following review the KTE factor remains at Level 3 there may be a case for an equal value claim using medical secretaries as comparators however this would be our least preferred route as it would be a long drawn out procedure with an uncertain outcome. Medical Secretaries move from Level 3 to Level 4 on the basis of “knowledge acquired through experience”.  This acquisition of knowledge has been clarified by the Project Manager for the NHS Employers. We have no problem with this as we value the work of our medical secretary colleagues, however, we believe that the principle applies equally to our craft members.
Factor 12 - Freedom to Act 

The Level 3 descriptor for the Estates Maintenance Worker Higher Level could be extracted, almost word for word, from the job description/person specification of a time served maintenance craftworker.

So what is our evidence for this?

These job descriptions/person specifications often call for the requirement to work on installations in the Hospital or site and associated properties. On such occasions there is no supervision available and the only management support is by telephone.  

Often decisions have to be taken as to the best way to deal with what may be a sophisticated problem in a speedy and professional manner to ensure that the minimum amount of disruption occurs to clinical areas.  This can be as simple and localised as a faulty nurse call point or more complex as in heating or drainage problems, which may affect a whole building.

Management is primarily concerned with work allocation. Once this is done the craftsman works independently without direct supervision.
In many cases where there is a requirement to work on-call where it is unlikely that supervision will be available.

This indicates a higher level of Freedom to Act, certainly comparable with those in the Band 4 and Band 5 profiles, given that there are few operational procedures relating to maintenance matters.

These two factors are key to determining whether you are Band 4. However you should ensure that you match at the higher level as indicated by the Band 4 profile, rather than lower part of the range on the Band 3 profiles for these factors.

Factor 4 – Planning and Organisational Skills 
(This factor measures the planning and organisational skills required to fulfil the job responsibilities satisfactory).
Factor 9 – Human Resources
(This factor measures the responsibilities of the job for management, supervision, co-ordination, teaching, training and development of employees. It includes work planning and allocation; checking and evaluating work).
The requirement for meeting the demands of the higher factor level in the Band 4 profile is self-evident from the relevant factor descriptors and the JES.

There is also merit in seeking to match at the higher levels of the range in the Band 4 profile for

Factor 1 – Communications and Relationship Skills 
(This factor measures the skills required to communicate, establish and maintain relationships and gain the cooperation of others).
Factor 7 – Responsibility for Policy Service Development
(This factor measures the responsibilities of the job for development and implementation of policy and/or services).
Factor 11 – Responsibility for R&D
And above the factor level for the Band 4 profile but in line with the Band 3 profile for

Factor 14 – Mental Effort

(This factor measures the nature, level, frequency and duration of mental effort required for the job).
If we are right that all time served maintenance craftworkers should match Band. This does beg the question:
So who is the Band 3 for?
We believe that this profile is suitable for newly qualified maintenance craftworkers. Because of traditional work patterns and average experience of current maintenance craftworkers there are very few staff in this position. Hopefully this may change as NHS employers  are encouraged to take on more apprentices. 
The other group that we believe that the profile is applicable for is Maintenance Assistants who have developed their role through further education and training to meet the requirements of the Band 3 profile e.g. training inspection and testing of electrical equipment (PAT).

So who is the Band 5 for?
Many colleagues who used the facility for becoming a multi-skilled technician are asking whether they should match to the Estates Maintenance Worker Specialist profile.

Colleagues have to understand that the multi-skilled route to Band 4 was a defensive reaction to the fear of a possible Band 3 outcome for maintenance craftworkers which has been addressed by the review of profiles and confirmed by the vast majority of outcomes to date.

In the main the training requirements to become a multi-skilled technician are not at the same level as those required for technician status by the Industry Training Boards and do not meet the requirement for KTE level 5 as defined by the JES.
To achieve KTE level 5 rather than level 4 roles are required to work on complex multi-faceted equipment or installation systems. This requires additional training and experience over and above that of a time served craftsman.  This level is further evidenced by the desirability of a HNC level qualification. 
Supplementary guidance will be produced by Amicus following any successful reviews by technicians who were initially matched at Band 4. The Union is monitoring a number of sites for possible reviews.
Supervisors, Team Leaders and Chargehands

We believe that we negotiated away the Band 4 Maintenance Supervisors. This is evidence by the publication of the Estates Maintenance Worker Team Leader profile at Band 5. The Band 4 profile has a KTE Level 3 (please see case for time served maintenance craftworkers to have a KTE Level 4). This is obviously incorrect. Besides the managerial knowledge of being a supervisor should take anyone from KTE 3 to KTE 4.
Amicus believes that no supervisor should match this profile.

As for chargehands we realise that they have more demanding roles than a Band 4 maintenance craftworker. In the main this though is not sufficient to take colleagues into Band 5. However we also believe that some chargehands are working at supervisor level and this is not recognised. Where this is the case we would encourage members to seek a Band 5 match. For those at Band 4 we would encourage you to continue to take on chargehand duties so that you can apply for promotion to a supervisors position at a later date.
Recruitment and Retention Premias

Some employers have sought to claim that the matching outcome depends on whether the national Recruitment and Retention Premia is paid or not. This is an abuse of procedure. R&RPs are objectively justified at Bands, 3, 4, and 5 and a contractual entitlement as set out in Annex R, paragraph 13 of the national agreement. Refusal to pay the national RRP by any NHS employer should be reported to the relevant Amicus Regional Official who will both consult members on an industrial action ballot and consider an application on behalf of our members to the Employment Tribunals on the grounds of unlawful deduction of wages.
Further advice, support and information
If members have any queries regarding this guidance they should first contact their local steward and/or their Amicus Regional Officer. They may in turn access technical advice from the Amicus Health Sector Office, the Lead Officer for Maintenance Craft and the relevant Occupational Advisory Committee. It is important members take action in pursuit of our bargaining objectives which are sustained by agreed National Job Evaluation Scheme.
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