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The Grange Centre for People with Disabilities 

Social Care Committee Meeting 
Thursday 8 November 2018 

 

Item 11: Options for the Future Management of Human Resources 

1 Background 

1.1 Since her arrival, the Chief Executive has intended to implement an 
organisational review, focussed on developing and extending the capacity of the 
management team – both senior and middle management. This is to ensure that 
The Grange has the right combination of leadership and professional skills to 
deliver a new strategic plan in an increasingly challenging financial environment 
for both local government and charities.  This intention was discussed at the 
Trustees’ Awayday in April 2018 and has been referenced in subsequent reports 
to the Board, notably the Chief Executive’s Report on 7 June 2018.   Whilst 
Trustees requested a slowing down of the pace of change following the 
probation period of the Chief Executive in September 2018, this is still the 
intention and it has been considered as part of wider discussions about the 
future of the organisation as the first Senior Management Team ‘Fit for the 
Future’ awayday which took place on 5 October 2018. 

1.2 During discussions with other charity leaders and business members of the local 
Chamber of Commerce, it has become clear that many small to medium sized 
organisations are now outsourcing the management of ‘back office’ functions 
such as Human Resources, Finance, Health and Safety etc.  This is done for a 
range of reasons, one of which is inevitably to make a saving on organisational 
overheads. 

1.3 The resignation of The Grange’s HR Manager, which will take effect from 30 
November 2018, has been a timely prompt for the Chief Executive to explore the 
outsourcing model in more detail.  Having secured the support of Trustees to 
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proceed with an investigation (via an exchange of emails in September 2018), 
there was a majority decision that: 

 a) the Chief Executive should proceed with the proposal to invite quotes for the 
provision of an externalised HR management service, based on a draft ‘invitation 
to quote’ document circulated to all Trustees; 

 b) an externalised service would only be sanctioned on the proviso that a junior 
HR officer would be retained on the establishment to handle day to day staff 
wellbeing and HR administration; 

 c) Trustees would be presented with the findings of the invitation to quote 
exercise for formal consideration during the November cycle of meetings, in 
order to avoid a protracted delay in the provision of the service following the 
departure of the HR Manager.  

1.4 This report is being presented to both the Social Care Committee and the 
Finance Committee during their meetings in November 2018 to ensure that 
there is strategic consideration of staff wellbeing issues by the former, and 
financial/procurement aspects by the latter. 

2 An Externalised Service 

2.1 The decision to externalise a service is unlikely ever to be ‘black and white’.  In 
their strategic role, Trustees need to consider the implications and reach the 
best overall conclusion based on the evidence provided.  To this end, the 
evaluation panel involved in the ‘invitation to quote’ process (see section 3 
below) sought to summaries the advantages and risks (or disadvantages).  This is 
set out below, supplemented by comments made in initial feedback emails from 
the Board of Trustees in September 2018.   

Advantages Risks and Disadvantages 

Potential savings which can be reinvested in new 
capacity to support strategic objectives of the 
organisation 

Some additional workload (eg for employing 
managers) compared with current provision 

More efficient use of the service by staff (eg less 
gossip; greater ownership of HR process by 
managers; less emotional involvement; advice 
kept simple to meet legal requirements) 

Possible software compatibility issues with 
potential implication for payroll (can be 
assessed in advance) 
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Advantages Risks and Disadvantages 

Wider professional skill set available via the 
outsourced ‘team’ as opposed to relying on the 
knowledge of one colleague 

Cultural change for colleagues – can be 
slow/impact on morale if not managed well (eg 
use of phone line rather than face-to-face 
support) 

Up to date legal knowledge of outsourced 
service (employment law can be included in 
contract) 

Additional training time required for current 
managers to give them greater management 
knowledge of HR practice/process 

‘Free’ management training at a time when 
availability of Quality Assurance Advisor has 
been reduced 

Lack of in-depth knowledge of The Grange 
and/or the care sector  

Personal development of retained HR Officer 
enhanced by working with a team of 
professionals 

Lack of clarity around roles and responsibilities 
– leading to associated additional cost - if not 
identified before award of contract 

Split of HR Officer and HR management roles 
more clearly defined for staff (less duplication of 
discussion) 

Day to day management of HR Officer (‘pay and 
rations’) will need to be managed by another 
colleague 

Resilience of service (compared with possible 
illness or absence of single HR Manager post) 

Adopting a new approach to provision when 
internal changes/digital transformation has not 
yet been tested in terms of savings/efficiencies 

Sharing of best practice enabled through 
external team’s involvement with other peer 
group organisations and sector networks 

 

Risk minimised and indemnity provided in 
relation to employment law, subject to following 
the advice given 

 

Reduction of workload for Chief Executive (line 
management, professional/personal support, 
one to ones) 

 

Management skills across the organisation 
developed through greater ownership of HR 
policy/practice 
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Advantages Risks and Disadvantages 

Flexibility to revert back to retained HR Manager 
if outsourcing not felt to be effective 

 

 

2.2 Many of the above impacts (positive and negative) can be assessed and 
managed as part of a formal contract awarding process.  In order to encourage 
potential providers to play an active role in this, they were asked to submit risk 
assessments as part of their submissions based on their previous experience of 
‘on boarding’ with other similar organisations. 

3 The Invitation to Quote Process 

3.1 The Chief Executive based the invitation to quote on a commissioning process 
used by local government.  It ensures that bids received from potential service 
providers are based on a standard specification, and that they are evaluated 
using pre-agreed criteria which are set out in the specification.  It also requires 
the service providers to write a succinct and tailored submission, rather than 
relying on marketing brochures and sales visits as is often the case when 
companies bid for new work.  A copy of the specification used to invite 
quotations was circulated to all Trustees in September 2018, and is attached for 
reference at Appendix 1. 

3.2 The invitation to quote was circulated to a variety of potential providers, ranging 
from individual consultants to multi-national companies.  It also included some 
third sector organisations who provide HR services as commercial contracts to 
supplement their income.  In addition to taking advice from other charities, the 
opportunity was posted via a charity procurement hub which elicited interested 
from other relevant providers.  A total of six bids were received by the closing 
date.  

3.3 The bids were evaluated by a panel consisting of: 

 two trustees 
 the Chief Executive of The Grange 
 the Finance Manager 
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 the Chief Executive of Surrey Community Action (which supports and 
advises local voluntary, faith and community groups to help them to 
operate more effectively), in the role of critical ‘friend’. 

3.4 The scoring criteria used by the panel were as set out in Appendix 1: 

Scoring Criteria Maximum 
Score /100 

Suitability of bidder (eg track record, skills mix, references, 
proposed delivery method, flexibility to meet evolving 
need)  

20 

Revenue cost of core services required (as set out in 
section 2.2 above) 

30 

Start-up cost (if any) 10 

Quality of quotation (eg response to brief, presentation of 
bid, clarity of costings, risk analysis and response) 

10 

Compatibility (company style, values, understanding of 
care sector/charity sector)  

20 

Proposed approach to monitoring and evaluation 10 
 

3.5 Based on the results of the evaluation process, the panel felt that a shortlist of 
three different providers should be invited to make formal presentations (or 
‘pitches’) to The Grange if Trustees decided to proceed with an outsourcing 
process.  It was agreed that this decision should be made before holding the 
formal presentations (timetabled in the Invitation to Quote document at 
Appendix 1).  Trustees who had not so far been involved and who had concerns 
about the outsourcing proposal could then take part and ask their own questions 
of the potential providers. 

3.6 The evaluation panel felt there was a compelling rationale for outsourcing, based 
on what they read and discussed: indeed the Chief Executive of Surrey 
Communication Action stated that The Grange would be making the wrong 
decision if did not choose to outsource, based on what had been presented and 
on his own extensive experience of working in the charity sector. 

3.7 One Trustee who was invited to participate in the evaluation meeting but was 
unable to attend has requested a full analysis of the existing HR service before 
progressing the proposal.  As part of this, she has requested job descriptions, a 
software analysis, absence management procedures, task lists and a number of 
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other details which the Chief Executive feels to be operational rather than 
strategic ones.  The rationale is set out in the Invitation to Quote document at 
Appendix 1, and job descriptions are included at Appendix 2.  However, the Chief 
Executive feels that Trustees should be focusing on the principles rather than the 
detail of the process, which can be managed. She has consulted widely with 
other chief executives in the sector, who are supportive of the outsourced 
approach and have made it work effectively in their organisations.  

3.8 Furthermore, it is not recommended that an outsourced service be directly 
compared with internal provision: it will and should require changes to the way 
staff currently work.  ‘Like for like’ is not necessarily what The Grange needs at a 
time of change, and a new direction. This is a time to review current practice, 
management capabilities and organisational behaviours, and part of the ‘on 
boarding’ process is an audit of practice and policy by the external supplier.   

4 Financial Implications  

4.1 The full year budget, including on-costs, for the post of HR Manager is £38,700.  
Given that the bulk of The Grange’s budget each year is spent on salaries, any 
organisational review is likely to require a different line-up of management roles 
in order to achieve a net neutral cost if the charity is to be able to employ staff of 
the appropriate calibre and with the skill sets required to deliver the new 
strategic plan.  

4.2 The three preferred bids ranged in price from around £7,600 per annum to 
£28,100 for a three year initial contract.  Prices quoted here include VAT, but are 
likely to be negotiable, based on feedback from bidders.  The cheapest of these 
quotes scored the highest mark in evaluation, and the company is a preferred 
partner of Surrey Care Association.  

4.3 Whilst each bid did have different features, a decision to outsource to the 
cheapest provider would generate a saving for The Grange in the order of 
£30,000 and include free software for absence management, free training 
modules for the care sector and invitations to professional networking and 
development sessions (eg on recruitment and retention).  

4.4 The involvement of the Finance Manager in the evaluation process has ensured 
that costs are properly calculated and that implications for the monthly payroll 
process taken into account. 
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4.5 If The Grange proceeds with the appointment of a new HR Manager and the 
organisational review then suggests that disestablishment or reconfiguration of 
the post, the charity will have to consider redundancy processes and costs which 
are not a consideration in the current situation. 

5 Conclusion 

5.1 The resignation of the HR Manager provides an excellent opportunity to test a 
new way of working at The Grange.  It carries no long term commitment and has 
the potential for a range of benefits such as more modern working practices, 
access to ‘free’ HR management software and an advice service which is always 
current and indemnified.   

5.2 It is important to note that the decision is also fully reversible, in terms of opting 
to return to a full time HR Manager if it is not considered to be the right 
arrangement for The Grange after a suitable trial period. This would not have to 
be as long as three years, but given the cultural change involved this would seem 
a reasonable duration.  The assessment of what is ‘right’ for The Grange would 
be determined at the award of contract, and performance indicators developed 
as a means to assess this. 

5.3 Trustees should also be reassured by the fact that the Chief Executive has direct 
and extensive experience of commissioning from her previous role in local 
government.  She has not only developed a commissioning process for the 
Council which attracted commendation from suppliers, but also oversaw the 
procurement of services and projects using the process.  She is aware of the 
cultural and practical changes that such a decision would require. 

5.4 The risks/disadvantages can, it is felt, largely be managed through appropriate 
mitigation measures which would again be devised at the award of contract. 

5.5 Clearly, Trustees need to make the decision on whether an outsourcing initiative 
is the right approach for The Grange.  But the Chief Executive – supported by the 
independent evaluation panel – commends the proposal to the Social Care and 
Finance Committees. 

 

 Ends  


