
Enabling Agreement between HMRC and PCS on job cuts, job 
security, privatisation and attendance management, 

effective 30 August 2012
Introduction
The following commitments  are  made in  good faith  and on the  basis  that  they  lead to  a 
withdrawal  of  planned industrial  action flowing from the current dispute  between PCS and 
HMRC on job cuts, compulsory redundancy, privatisation trials and consideration points. These 
commitments are framed to form the content of an Enabling Agreement which will  be the 
subject of further discussion on points of implementation and detail over the next two months. 
Assuming satisfactory agreement on these points of detail both parties would expect formal 
resolution of the current dispute between PCS and HMRC.

A number of the elements within this document apply to ARC with whom separate or joint 
discussions will be held as agreed between the parties. 

Job cuts
1.  You  will  know  that  as  part  of  the  2010  comprehensive  spending  review 
(SR10) settlement, and as part of the coalition government’s policy on public 
sector staffing,  HMRC is tasked with reducing its current  FTE complement to 
56,000 by April 2015.

2. HMRC is not in a position to re-negotiate the terms of the SR10 settlement.

3. The terms of the SR10 settlement represent a reduction of 10,000 staff from 
the April 2010 baseline. We have been open and honest about the considerable 
challenge  this  presents  to  the department,  to  our staff  and to  our ability  to 
maintain  and develop quality  service  delivery.  We remain confident  that  this 
reduction can be met in the main through natural wastage and by redeployment 
of existing resources.

4. As part of the SR10 settlement, however, HMRC successfully secured a £917 
million  re-investment  into  the department.  In terms of jobs this  means that 
8,000 permanent posts will be made available in the compliance areas of HMRC’s 
business by April 2015.

5. The majority of these posts will be filled by staff from within the department, 
including staff in surplus and for staff wishing to seek promotion or alternative 
work within the department.

6. Taking into account natural wastage, changes in working patterns and exits 
already agreed, HMRC is likely to need to recruit at least 3,000 new people into 
HMRC to  address  staffing  shortfalls  in  compliance  areas  in  key  geographical 
locations.

7. HMRC has also recognised that there is a need to accelerate contact centre 
performance improvement ahead of the original SR10 plan, and has announced 
an investment of up to £34 million over the next two years. This money will be 
used  to  recruit  up  to  1,000  additional  staff  to  support  contact  centre 
performance during 2012-13 and 2013-14. It is important to recognise that this 
is a short term increase in FTE in order to reach the target of 90% call attempts 
handled sooner than 2014-15. We were targeted to reach that level in 2014-15 
on existing staffing levels.  This additional  staffing does not change the 2015 
staffing levels set out in SR10.

8. We will also commit to converting the vast majority of 4,179 existing staff 
employed on temporary fixed term (TFTA) contracts to fixed term appointment 
(FTA) contracts.



9. Appointment of staff to FTA’s means that these staff (and new staff joining 
the  department)  will  be  immediately  and  automatically  eligible  to  apply  for 
permanent posts in the department and/or across the wider civil service.

10. HMRC also recognises that there is increasing pressure brought about by 
staffing and resourcing levels which are being felt in a number of areas. In areas 
such as IMS we will shortly be undertaking a recruitment exercise to address the 
shortfall of 70 FTE posts.

11. We are also committed to providing real career progression opportunities for 
our  staff.  As  you  know,  we  are  currently  running  three  separate  promotion 
exercises across the department involving more than a thousand roles at AO, O 
and HO bands. We will commit further to working with PCS to identify additional 
promotion opportunities in the coming months.

12. Assuming the department is successful in generating an additional £7 billion 
in tax revenue by 2015, as it is committed to do under the terms of the £917 
million re-investment, then HMRC will be making the argument for additional re-
investment into the department to tackle tax avoidance, evasion and uncollected 
tax debt and to tackle the tax ‘gap’. HMRC will commit to sharing details of any 
proposed submission in this regard with the trade unions and inviting input into 
the process.

13. We also recognise that the use of overtime for routine work remains a real 
area  of  union  concern  as  you  feel  this  issue  may  be  masking  underlying 
shortages  of  staff.  We  propose  to  address  this  by  asking  each  business  to 
conduct a review of its use of overtime. The aim will be to identify any options 
for  replacing  overtime  with  permanent  posts,  or  allocating  the  work  to 
potentially surplus staff, where this is possible and justified.

14. We will also discuss with the unions any revisions to central guidance on the 
use of overtime which flow from this review. The business will discuss at local 
level plans to introduce overtime. Consultation will  cover the reasons for the 
overtime with an escalation route for disagreements.

Job security
15.  HMRC  remains  absolutely  committed  to  taking  all  possible  measures  to 
avoiding compulsory redundancies and compulsory home moves.

16. HMRC also recognises that by working closely with PCS and ARC since 2008 
the department has successfully avoided all compulsory redundancy situations 
within the definition agreed in the National Protocols. Around 22 people have left 
on compulsory terms over this period because the payment terms were better 
for them, and none have left without their agreement.

17. Our approach on the use of FTA’s as set out in this document is to avoid 
compulsory  redundancy  and  should  not  be  interpreted  in  any  way  as  an 
indication  of  any  move  away  from  permanent  full  and  part  time  employed 
contracts as our core employment offer.

18. HMRC reaffirms its  commitment  to continue to work closely  with PCS to 
uphold the terms of the HMRC Staffing Agreement in order to find solutions for 
staff in surplus situations.

19. HMRC therefore remains committed to avoiding compulsory redundancy and 
compulsory moves of home where a reasonable and practical alternative solution 
can be found. It is emphasised that solutions to difficult individual situations are 
best found when all parties are prepared to be as flexible as possible.



20. We will therefore continue to develop and use the measures described under 
the  Staffing  Agreement  to  try  to  reduce  the  risk  of  compulsory 
redundancy/moves of home.

21. We will continue to actively monitor changes and situations where staff are 
becoming at risk, and discuss options with you. This will be undertaken using 
arrangements which involve the unions at an early stage.

22. To support this process, businesses are setting out plans for future staffing 
requirements  to  2015/2020  which  will  allow  us  jointly  to  address  potential 
surpluses. The aim in each business will be to set out known plans for changes 
affecting personnel levels in this period and to use this as the basis for engaging 
with the unions. This long-term planning approach also positions HMRC well in 
terms of readiness for the outcome of the next Spending Review.

23.  As  under  the  terms  of  the  Staffing  Agreement,  plans  will  be  open  to 
amendment  as  discussions  take  place  and  as  situations  develop.  We  will 
therefore bring the unions into the process to consider both the business plans 
and the best way to apply HR tools to achieve them. These forward looks will 
highlight changes which may place staff at risk of redundancy and compulsory 
home moves and enable us to focus on possible solutions at as early a point as 
is practical.

Building Capacity trial
24. We recognise that the use of private sector companies in the CCD network 
particularly is a cause for concern for PCS.

25. Whilst we currently expect the trials in contact centres to run for a full year 
we stress again that these are intended as a small-scale, short-term exercise 
designed to test how using additional  capacity  from the private sector might 
possibly work and what the costs and benefits of doing so might be. Equally, the 
trials  enable  HMRC to  learn  about  potential  improvements  to  our  processes, 
planning or service which may, if adopted internally, be of benefit.

26. HMRC’s long term and fundamental commitment is to public services being 
provided by our own people, and therefore we again offer assurances that the 
current trial is not about outsourcing or replacing existing HMRC jobs.

27. One of the key benefits of the current project is that it enables HMRC to 
demonstrate the effectiveness of HMRC’s own people compared with the private 
sector at delivering services in order that we can demonstrate the value of public 
services being provided by HMRC-employed staff in terms of comparative cost 
and customer service levels.

28. Recognising, however, the concerns that you and your members have, and 
recognising equally  that  the trial  itself  and what  happens  after  the trial  has 
ended is a central part of your current dispute with us, HMRC is prepared to 
offer PCS full involvement in the evaluation of the trial.

29.  In  order  to  create  the  environment  within  which  this  high  degree  of 
involvement can take place, HMRC is prepared to:

a) Develop and agree terms of reference for PCS involvement both 
in developing the final review criteria and in participating in the 
review itself;

b) Commit that no decisions regarding any next steps in regard to 
any  potential  future  private  sector  involvement  will  be  made 



before  full  meaningful  consultations  with  the unions  have been 
concluded.  This  is  not  to  imply  that  such  consultations  will  be 
needed; that is dependent on full evaluation of the trials.

30. In order to involve PCS in this work, it is important that HMRC is able to 
work  with  PCS  to  achieve  an  end  to  the  dispute  or,  if  not  achievable,  a 
suspension of it, across the period of this involvement. It follows that PCS is free 
to withdraw from involvement in the reviews should the union determine that 
this is appropriate. Equally, if PCS go into dispute on this matter then HMRC will 
be free to end PCS involvement in the review process.

Attendance management
31. HMRC is committed to continuing to work closely with PCS on all aspects of 
the attendance management policy. We believe that through the approach of 
joint working we have developed a set of policies which positively support the 
wellbeing of staff, recognising the important role that managers have to play in 
this  process  and  seeking  to  foster  a  culture  of  manager  discretion  and 
independent  decision  making  which  recognises  the  important  relationship 
between manager and staff member.

32. PCS will appreciate that CSEP generated policy, supported by the Cabinet 
Office advice is based on the expectation that all departments will now strongly 
consider  a  move to  introduce trigger  points  which require  managers to take 
action after a certain number of absences within a defined period.

33.  Whilst  HMRC has  a  duty  to  strongly  consider  implementing  CSEP  policy 
which has been subject to consultation/agreement with PCS at the centre, and 
to act on Cabinet Office advice, we also want to demonstrate good faith and in 
the spirit of trying to find a resolution to the current dispute HMRC will commit 
to retaining the current points as consideration points only.

34. On this  basis  we will  work with PCS to identify  where there are specific 
remaining problems, by business area, site and workplace as necessary, in order 
to  address  the  remaining  concerns  about  the  use  of  existing  consideration 
points.

35.  HMRC therefore  proposes  to  introduce  two trials  aimed at  testing  other 
approaches to consideration points, and to discuss and agree the parameters, 
timescales and success criteria for these trials.  These trials will  take place in 
absence “hot spots” with locations being discussed with PCS.

36. In terms of consideration points, and recognising that IT systems changes 
cannot be implemented for specific sites, the following trials are proposed:

a) To reposition consideration points to become a straightforward 
reminder  for  managers  to  check  that  they  have  input  absence 
data  ie  day  one  reporting,  and  a  note  of  the  discretionary 
decisions they have taken;

b) A separate trial to require managers not to respond specifically 
to the consideration point  at all;  in  this  trial,  managers will  be 
encouraged to input any absence on day one or as soon after day 
one  as  now.  They  will  also  be  encouraged  to  use  their  full 
discretion to determine any action in the light  of guidance and 
individual circumstances including length and reason for absence 
and  at  a  point  of  their  choosing,  taking  advice  as  necessary. 
Managers will be expected to set their own review timeframe as 
the case progresses in  the light  of  the guidance and individual 
circumstances and to keep appropriate records;



c) Throughout both trials PCS will be fully involved in review and 
evaluation at each stage, with significant emphasis being placed 
on working to upskill managers in the trial areas to successfully 
operate the arrangements;

d) At the end of the trial periods (3 or 6 months to be agreed) 
HMRC and PCS will  evaluate  the impact  on measures including 
proportion  of  day  one  reporting,  and  AWDL,  with  a  view  to 
extending any arrangement which is seen to work.

Conclusion
37. HMRC is committed to reaching a serious and lasting negotiated settlement 
to  the dispute  PCS has with  us on job cuts,  privatisation,  and consideration 
points.

38. Our desire to reach a negotiated settlement with PCS is set in the context of 
the commitments HMRC has already given, and the actions we are taking, to 
work with the unions to recognise and positively address issues relating to staff 
engagement consistent with our joint endorsement with the unions of the Nita 
Clarke report and the Agreement on Trust and Engagement that flowed from it. 
HMRC is also committed to work in line with the Employee Relations Agreement.

39. The commitments given in this document will therefore form a central part 
of the work we are taking forward with PCS (and indeed ARC) to address and 
implement the recommendations made in the Nita Clarke report and as part of 
our commitment to engage with staff and the trade unions in relation to the Civil 
Service Reform plan.

40. This document represents an enabling agreement to support further work, 
recognising that the separate strands of activity relating to the separate strands 
of your dispute with us will need to be developed and agreed by both parties.

41.  HMRC  and  PCS  recognise  that  positive  progress  is  supported  by  an 
environment free of the threat or actuality of industrial strife and free of the 
circumstances which provoke unions to consider the need for industrial action.

Signed on behalf of HMRC…………………………………………....Dated:……..……
Jonathan Donovan, Deputy Director, Employee Relations and Advice

Signed on behalf of PCS………………………………………………Dated:……..……
Peter Lockhart, National Officer
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