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item 4

Horsforth Town Council
Staffing & Employment - Minutes and Action Points/Recommendations
Date of Meeting:

Wednesday, 31 August 2022

Venue:

Mechanics Institute, Town Street, Horsforth, Leeds LS18 5BL

In the Chair:

Cllr Tracy Stones

Minute taker appointed:

Cllr Dawn Collins

Present:
(Tick if present)

Cllr Dawn Collins

✓

Cllr Ray Jones

✓

Cllr Simon Dowling

☐

Cllr Tracy Stones

✓

Cllr Kat Firth

☐

Cllr Margaret Townsley

☐

Cllr John Garvani

✓

☐

Cllr Richard Hardcastle

☐

☐

☐

☐

In attendance
(officers/guests):

No guests or members of the public were in attendance either

Apologies and reasons
received and accepted
from:

Cllr Kat Firth – mother unwell
Cllr Simon Dowling - work
Cllr Richard Hardcastle - unwell

Declarations of interest:

none

ACTION POINTS AND RECOMMENDATIONS
No.

Actions/Recommendations Agreed & Any Deadlines

Action
assigned to

4

Minutes of the previous meeting were approved

note

5

In view of the confidential nature of the business about to be
transacted the press and public were temporarily excluded
from the meeting

note

6

Julie has emailed Cllr Stones offering her resignation. Julie has
kindly offered to work her months notice but the HTC staffing
committee are still concerned that her current position is
affecting her health. Cllrs believe it would be fairer if Julie
limited her remaining time with us by just working Tuesday,

note

Tick
when
done

Signed …………………………………………………………………………. Dated ……………………………………………………………………..
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ACTION POINTS AND RECOMMENDATIONS
No.

Actions/Recommendations Agreed & Any Deadlines

Action
assigned to

Tick
when
done

Wednesday and Thursday next week just to ensure that the
office responsibilities are handed over to Becky.
Cllr Stones to communicate this proposal to Julie

Cllr Stones

Cllr Dowling has shared the reference that he is proposing to
send to Julie’s new employers.

note

Verbally offer Becky (locum clerk) 35 hour contract as
permanent clerk and RFO.

Cllr Stones

Becky to advise us as to if/when she would like to start this
position.

Becky
Crabtree

Staffing Committee to confirm her job description, proposed
pay scale and contract. Formal offer can then be made to
Becky.

Staffing
Committee

Date of next meeting:

Monday, 12 September 2022

Meeting finished at:

7.30pm

6.30pm HTC offices

Signed …………………………………………………………………………. Dated ……………………………………………………………………..
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item 9

Staffing and Structure Review
for Horsforth Town Council
________________________________________________________________________________________________

Prepared by Stephen Butt on behalf of Local Council Consultancy
November 2021
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1.0

INTRODUCTION

In October 2021, Horsforth Town Council commissioned Local Council Consultancy to review its staff structure, roles,
and salary grades. This report sets out the findings and recommendations arising from the subsequent study carried
out on behalf of Local Council Consultancy by freelance associate Stephen Butt.
The review involved these stages:
Stage 1
Desk-based research and analysis of the current structure, service delivery and job roles (two roles). Identification of
the quantitative and qualitative data (e.g. financial information, committee structure, land and other assets managed
by the Council) required to understand capacity and capability issues and to benchmark the Council’s activity using
documents provided by the Council and those available from the Council’s website.
Stage 2
Remote interviews with staff and members to validate work from Stage 1 and to gather a range of perspectives about
how both the staffing and committee arrangements work at present. Information on the Council’s future plans, and
governance preferences reviewed to ensure that our recommendations are suitable for the future.
Stage 3
Production of a draft written report for the Council with recommendations and options on the committee structure,
staffing structure, job roles, including an evaluation of the pay grade for the Clerk role. Other roles to be
benchmarked against the Clerk’s grades. The report then finalised following feedback before submission to the
Council.
Any personal data processed in the course of undertaking this review will be deleted on completion of the work.

2.0

SUMMARY OF RECOMMENDATIONS

The recommendations in this review address the following matters:

•
•
•
•
•
•
•
•

The working relationship between staff and councillors.
Operation of and staffing support for committees, sub-committees and working groups.
Councillors undertaking specific council work.
Business resilience and continuity
The acquisition of the new building.
The planning and management of events.
Proposal to increase staff establishment.
Consideration of creating a Responsible Financial Officer post.
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3.0
3.1

BACKGROUND
PARISH HISTORY AND GOVERNANCE

An ancient settlement with possible Saxon origins, Horsforth was historically a township in the parish of Guiseley
within the West Riding of Yorkshire. It became a separate civil parish in 1866. The several transport links including
the railways, tramways and canal network, made Horsforth a dormitory suburb of Leeds and by the late nineteenth
century it was declared to be the village with the largest population in England.
Horsforth Urban District was created in 1894. Both the parish and urban district were abolished in 1974 and
Horsforth was merged into the new City of Leeds Metropolitan District.
In 1999, after a campaign by local residents, Horsforth became a civil parish. A parish council was created which
exercised its right to declare Horsforth a town. The population at the time of the 2011 census was 18,895. It is one
of 37 parish and town councils in the Leeds City area.
Several business and economic surveys have cited the Horsforth area as one of the best suburbs in England for in
terms of quality of life. The Council formerly met the requirements to declare the General Power of Competence.
The Council has twenty-two members representing five wards. In 2020/21 the Council requested a precept of
£125,300. The Horsforth Neighbourhood Plan was made in February 2020. At present, the Council uses space in the
local library (owned and managed by Leeds City Council) as its office but is in the process of purchasing a building
from Leeds City Council to use as council offices.

3.2

STAFF STRUCTURE

Horsforth Town Council employs two members of staff who both work part-time. The Town Clerk, who is the
Principal Officer and Responsible Financial Officer, works 28 hours per week. The Assistant Clerk works 24 hours per
week. The latter post became vacant on 9 November 2021.

4.0

4.1

RECOMMENDATIONS

GENERAL COMMENTS

Introduction
The recommendations and comments in this report have been formed following an objective review of Horsforth
Town Council’s administrative processes. None of the comments or statements within this review represent a
criticism of any postholder or councillor. The recommendations are based on current guidance published by NALC
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and SLCC and draw upon examples of best practice from other councils and the local government sector as
benchmarks.
The assessment of the Council’s activities and performance has been guided by consideration of these broad
questions:
•
•
•
•

To what extent is the Council meeting its current service obligations?
Does the Council have adequate capability to deliver its existing and future services?
What may be preventing the Council from performing better in these areas?
What changes would make a lasting improvement in the Council’s performance?

There is often more than one solution to a problem, but every action has a consequence. To address the issues raised
in the course of this review, several optional recommendations may be offered which conform to the following
criteria:
•
•
•
•

Clear and unambiguous.
Relevant to the identified needs.
Realistic for the Council to undertake.
Achievable within a suitable timeframe and with the resources available.

Horsforth Town Council is advised to refer to all relevant legislation before acting on any recommendations and, if
necessary, to seek legal advice, particularly in the area of employment law.

4.2

SPECIFIC RECOMMENDATIONS

4.2.1 THE WORKING RELATIONSHIP BETWEEN COUNCILLORS & STAFF
There has been a high turnover of staff in the Administrative Assistant/Assistant Clerk role, with four individuals in
post in the last six years, two remaining in post for less than twelve months and one for just over two years. The
fourth person is the present Town Clerk. She was formerly in post as the Administrative Assistant and Assistant Clerk
for a few months before the then Clerk took extended sick leave and then, after six months, resigned
The processes and structures in place that bridge the gap between staff and council are clearly important. They can
be supportive and objective - with an emphasis on liaison, mutual support and wellbeing - but they can sometimes be
judgmental and critical because of a council’s statutory duties as an employer.
Councillors and staff are all servants of the public. Their responsibilities differ, but they are indispensable to one
another. The clerk carries out the decisions of the council but has an important and statutory role in its governance
ensuring the council operates within the law. It is a partnership. The Town Clerk is not answerable to any individual
councillor, not even to the Chair. She is an independent and objective servant of the Council as a single corporate
body.
It is recommended that:
•

The Council’s Staffing and Employment Committee and the Complaints and Grievance Sub-Committee are
replaced by a single Personnel Committee reporting to full council.

•

The Town Clerk to attend as an ex-officio member of this Committee unless her work is a subject of the
meeting.

•

The assignment of members of the Council as ‘line managers’ to staff is ceased.
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These recommendations are intended to create a less confrontational approach to the relationship between staff and
council, but attitudes and preconceptions cannot be legislated for. As noted above, there has been a history of sick
leave and resignations due at least in part to work-related stress. It is so important for the wellbeing of staff – and
indeed of councillors – and for the effectiveness of a council that the relationship between staff and members in
based wholly on respect, civility and trust.

4.2.2 WORKING GROUPS
If full council is unable to decide on a matter it may appoint a working group to investigate the issue further.
Working groups (and working parties) serve a valuable function in providing qualified and focused advice, but they
can only advise and undertake background research. They cannot make decisions. Often, the research element of
this work could be provided by the Town Clerk or other staff.
As they are not committees or sub-committees of the Council, there is no requirement for a member of the Council’s
staff to attend in order to take minutes.
It is recommended that the council’s working groups nominate a person from within their ranks to take notes to
forward to the Town Clerk for future reports to full council.
It is further recommended that the Council scrutinises its use of working parties and groups and disbands those that
deemed not to be necessary.

4.2.3 COMMITTEES & SUB-COMMITTEES
As with working groups, committees play an important role in the efficient running of a council. However, if the
committee structure is too complex, it can have a negative effect by impeding the decision-making process.
Committees also draw on staff time, not only in attendance, usually in the evening and therefore outside normal
office hours, but also in preparing agendas and supporting material, and in writing up minutes. At present, staff at
Horsforth Town Council have the option to claim overtime for hours worked in excess of their contracted hours – this
has to be approved by the line manager (a councillor from Staffing and Employment Committee).
The recruitment of additional staff, as outlined above, will enable the Town Clerk to step back from providing clerking
support to all the committees and sub-committees. With appropriate training, one or other of the Administrative
Assistants, as well as the Deputy Clerk, should be able to fulfil this role.

4.2.4 THE ROLE OF COUNCILLORS IN UNDERTAKING SPECIFIC COUNCIL WORK
Throughout the country, parishes benefit greatly from the skills, experience and knowledge of elected councillors.
This is often unnoticed by the public. However, a council is not an assembly of individuals, but a ‘body corporate’ and
no one councillor or group of councillors can make decisions on behalf of the council. There is an inherent danger in
a councillor agreeing or volunteering, albeit for the best of intentions, to undertake a specific action such as sourcing
a supplier or contacting a certain community group.
It is recommended that the knowledge and experience of councillors is utilised fully and within the law by providing
information for the Town Clerk to act upon and follow through.

4.2.5 BUSINESS RESILIENCE & CONTINUITY
It is important that the business of local councils is not disrupted by events such as the unavailability of staff or
premises. In this context, at present, Horsforth Town Council’s vulnerability is considered to be high due to the lack
of planned and trained cover for the Clerk. Although locum clerk support could be arranged, there would be a delay,
and there would be further disruption as a result of non-access to bank accounts or the administrative areas of the
council’s website, and other vital material.
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The appointment of additional staff will enable a Business Continuity Plan to be drawn up by the Town Clerk for the
Council’s approval. As noted elsewhere in this review, appropriate training opportunities will enhance further the
Council’s business resilience.

4.2.6 ACQUISITION OF A NEW BUILDING
Horsforth Town Council is in the process of purchasing a building (3 & 5 The Green and the Stables) from Leeds City
Council to use as their offices.
A detailed business plan has been drawn up, including future running costs, but there is no reference to how the
operation of the building will impact on town council staff. The building is of considerable size and is likely to be
occupied by tenants such as the local museum and other community-based activities. There will be a need for site
management including cleaning, statutory health and safety checks, and keyholders.
At present, the council has an office within the local library, an arrangement that does not require the staff to be
involved to any great extent in site management.
It is recommended that a strategic plan is drawn up and adopted for the move to the new premises, and to address
ongoing operational aspects of the new building, including refurbishment, maintenance, cleaning, security and keyholding.

4.2.7 EVENT PLANNING & MANAGEMENT
It is a tradition in many councils that members and staff are involved in annual events such as Remembrance Day
parades and Christmas festivities. These important occasions bring the community together and unite councillors
and their staff in a common aim. However, any event must be properly, and carefully organised, and adequate
resources must be in place to ensure this is the case.
It is understood that Horsforth councillors previously took a lead role in organising events but for governance
reasons, much of the responsibility now falls on the staff.
Recruiting additional staff will address the issue of the Town Clerk having to divert her attention and time to event
arrangements.

4.2.8 STAFF ESTABLISHMENT
A recurring theme of the recommendations in this review has been the need to matching staff establishment to the
business needs of the Council. The work of a local council and the services it delivers seldom contracts. The concept
of localism means lower-tier councils are likely to undertake more business in the future.
In general, a council’s business includes internal governance, financial management and the delivery of services and
facilities. To those can be added communications, which includes informing the public of the council’s activities and
efficient communication between councillors and staff. In many councils, project management is also an essential
role.
The work of local councils is dominated by dates and deadlines. The summons to attend meetings, The preparations
of agendas, reports, briefings and minutes are all subject to deadlines. Other deadlines dictate when budgets are
agreed and financial statements prepared for audit, and when safety checks are made, and payment records are sent
to HMRC.
For the clerk, interwoven with this time-based regime is the day-to-day delivery of services, the maintenance of
facilities, the extra ‘space’ that is needed for forward planning, and the ability to listen to members of the public and
respond to their enquiries and concerns. The natural strategy for all of us, when facing an overload of duties, is to
prioritise work into either a ‘Do now’ or a ‘Do later’ category.
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At present, at Horsforth Town Council, all these functions are covered by two part-time staff who work a total of 52
hours per week including attendance at evening meetings and a presence at public events. This staffing level is
equivalent to 1.43 full-time staff and is significantly lower than councils of comparable size in the area.
Although it is not within the remit of this review to consider the council’s financial policies, a recommendation to
increase the staff establishment clearly has financial implications. In the last financial year, staff costs at Horsforth
Town Council amounted to £48.5K against total spending of £80K with a precept of £125.3k and a total income of
£157K. In the current financial year it is noted that the precept has been reduced (to £124,201), so with a tax base of
7323.8, Band D homeowners are now paying £16.96 per year for the council’s services.
With the caveat of the ‘Covid effect’ which may have had a negative impact on the Council’s income, and recognising
the agreed policies of the Council, in comparison with neighbouring councils, Horsforth Town Council does not spend
more on staff, nor does it levy a higher council tax, than most neighbouring authorities. Given the level of its
reserves (which it is accepted include ringfenced grants and funding earmarked for future commitments) it would not
seem unreasonable for Horsforth Town Council to increase spending on necessary staff support, and the increases
proposed (below) should not have a significant effect on future precept levels.
The role of Town (or Parish) Clerk has evolved greatly in recent years from mainly clerical duties to administrative,
managerial and advisory roles. Whereas the clerical work of the past was largely reactive and focused on servicing
the council, today the role involves considerable forward planning and project management as well as new statutory
duties relating to legislation such GDPR and the Local Government Transparency Code.
It is recommended that in addition to filling the current vacancy (for a Deputy Clerk), Horsforth Town Council
considers recruiting additional administrative support. It is suggested that the business of the Council justifies the
appointment of two part-time Administrative Assistants. These could be offered as a job-share equivalent to one fulltime post, and with the facility to cover for each other’s leave.

It will be for the Town Clerk to specify the duties of these new staff members, with the aim of freeing up more of her
time for forward and strategic planning. The jobs could include:
Administrative Assistant (1)
•
•
•
•
•

Circulation of material to councillors.
Responding to email, correspondence and other communications from members of the public.
General office functions – printing, filing and opening the post.
Office filing and archiving.
Purchase of office consumables (stationery, printer ink, cleaning materials, etc.).
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•

Maintaining an online ‘actions’ page for staff and councillors listing the Council’s current business and
relevant deadlines.

Administrative Assistant (2)
•
•
•
•
•

Basic planning for public events.
Updating website and social media.
Updating council noticeboards.
General publicity including liaison with news media.
Lettings in the new building.

4.2.9 RESPONSIBLE FINANCIAL OFFICER
With a turnover in the region of £80K, and the ongoing auditing checks which are in place, the appointment of a
separate Responsible Financial Officer would appear not to be justified at this time. However, it is noted that due to
the Clerk’s absence (on sick leave), two aspects of the annual financial review process were not carried our last year.
As stated in the Council’s Annual Governance and Accountability Return, it is important for business resilience for the
Deputy Clerk to be able to cover some of the financial processes if the Clerk is unavailable. It is recommended that,
after appointment, the new Deputy Clerk is given the time and financial support to study for the FiLCA qualification.

5.0
5.1

JOB EVALUATION
METHODOLOGY

This evaluation is based on The National Joint Council for Local Government Services (NJC) revised pay spines
introduced on 1 April 2019, set out below which also lists the current pay scales, and the SLCC Job Evaluation Advice
Note published in August 2009. The SLCC job evaluation process uses the following criteria:
Knowledge
Mental (thinking) skills
Interpersonal and communication skills
Initiative and independence
Responsibility for people
Responsibility for supervision/direction of employees
Responsibility for financial resources
Responsibility for physical resources
The skill level required for each of the above criteria is assessed according to the Local Council salary scales and
placed within the LC1 to LC4 range. It is important to note that these are assessments of posts, not of postholders.
Posts are also measured according to the business demands of the council in terms of its size (small parish to large
town), number of staff, number of meetings and committees, the amount of devolved and statutory services
delivered, and the council's budget.
Additional factors such as whether the clerk is also the Responsible Financial Officer or holds the CiLCA or similar
qualification are also considered.
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These are recommended salary scales based on job descriptions. The service record of current postholders has not
been taken into consideration nor instances where a member of staff is bringing to his/her post a specialism which
should be recognised by an adjustment in salary scale.
The current salary scales are set out in the Local Government Services pay agreement dated 24 August 2020 and
applicable from 1 April 2020.

5.2

EVALUATION

The SLCC evaluation guidance provides a structure for the assessment of a parish clerk’s responsibilities and the skills
needed to fulfil the role. SLCC also offers a training and learning structure to encourage the highest standards of local
council operation. The following is an assessment of the role of the Town Clerk at Horsforth Town Council:
Knowledge
As the Proper Officer for one of the thirty-seven town and parish councils in the Leeds city area, the Town Clerk must
hold a detailed knowledge of the wider Leeds area as well as the parish. She also needs to have a broad
understanding of the governance of local councils, the powers and duties, and the legislation that controls their work
such as the Local Government Act, the Localism Act and the Town & Country Planning Act. Additionally, she needs to
be aware of the requirements of additional legislation including GDPR, employment law and, as Responsible Financial
Officer, the Transparency Code for Local Authorities and Governance, and Accountability for Smaller Authorities in
England. In her work she also encounters issues that require a working knowledge of health and safety legislation
and best practice.
Mental skills
The work of a Town Clerk requires the careful balance of reactive and proactive thinking. During the office day she
will switch her attention from immediate and urgent issues to longer-term strategies and planning.
Interpersonal and Communication Skills
The Town Clerk must work with people from all walks of life including the general public (some of whom will have a
limited knowledge of the workings of a council), community leaders, contractors, councillors (regardless of political
affiliation) and officers from other local authorities. She must be able to connect and engage equally with everyone.
Initiative and independence
At present, the Town Clerk is the only member of staff of the Council. Normally, she would be working with an
Assistant Clerk, but as both roles are part-time, she is on her own for a considerable proportion of her working days.
Although advice and guidance is available from supporting organisations, she must decide when she needs to seek
advice. Much of her work relies therefore on her own judgement.
Responsibility for People
At present, having no staff to supervise or manage, the Town Clerk’s responsibilities for people rest with supporting
councillors, particularly those who may be unfamiliar with local government. She also has to provide a level of care
for members of the public who contact her and seek reassurance about local issues and problems.
Responsibility for Financial Resources
The Town Clerk is the Responsible Financial Officer and therefore has total responsibility for the Council’s financial
management which involves managing funds amounting to over £250K.
Responsibility for Physical Resources
The Town Clerk has overall responsibility for all physical assets and resources. The completion of the transfer of 3 & 5
The Green and the Stables from Leeds City Council will be a major addition to the Council’s physical assets.
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5.3

PARISH PROFILE ANALYSIS

Profile

Size

Meetings
annually

Committees

Staff

Devolved
functions

Statutory
functions

Budget

LC1

Small Parish

Up to 6

None

None

None

None

<25K

LC2

Medium Parish

Above 6

None

Few

2

Several

25K – 250K

Large Parish

12

2

Up to 20

Some

Most

250-750K

Small Town

12

2

Up to 20

Some

Most

250-750K

Large Town

12

5

20 +

Many

Most

750K+

LC3

LC4

Possibly because Horsforth Town Council is a relatively new authority compared with neighbouring parishes, it is
difficult to define its profile. With twenty-two members representing five wards, and a considerable number of
committees, sub-committees and working parties, it is a relatively large council in terms of governance and
administration; but it has a very small staff establishment and provides only a few services and amenities. Events
such as the switching-on of Christmas Lights and the forthcoming Queen’s Platinum Jubilee celebrations will require
the involvement of councillors because at present, the Council has only one employee. However, councillors speak of
being ‘a very active council’ and look to the commercial areas of the parish which are developing and will have an
impact on the town.

5.4

PROPOSED SALARY SCALE (SPINAL POINTS)

Scale

Below Substantive

Substantive

Above Substantive

LC1

5-6

7-12

13-17

LC2

19-23

24-28

29-32

LC3

33-36

37-41

42-45

LC4

46-49

50-54

55-62

The four standard profiles listed in the table (above) are broad definitions but offer useful guidance when assessing
the ‘size’ of a council in terms of staff, activity and budget.
The appropriate salary grades for other staff will relate to the salary scale of the Town Clerk and will depend on job
content and responsibilities. These may be revised as a result of some of the recommendations in this review. The

11

14

current National Minimum Wage and National Apprenticeship Wage will provide markers at the lower end of the
scale.
In my view, based on the above criteria, I would place the recommended salary grading of the Town Clerk as between
LC2 Above Substantive and LC3 Below Substantive, as changes take place.

6.0
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