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1. INTRODUCTION 

 
1.1. Gosport Borough Council is committed to the principles of equal pay for 

work of equal value and is using the job evaluation scheme to measure the 
relative value of all jobs in its pay and grading structure. 
 

1.2. However, it is acknowledged that on occasion the total reward package 
determined by the council’s pay and grading system may not be consistent 
with reward packages offered to comparable posts in the wider labour 
market and that this could lead to recruitment and retention difficulties. 

 
1.3. In such circumstances, where there is a clear business need supported by 

objective market data the council will consider offering a recruitment and/or 
retention payment (R&R payments) in addition to the normal reward 
package for the post, in accordance with this scheme. 

 
1.4. There is no single solution to recruitment and retention problems as these 

vary by degree and intensity at different levels and in different parts of the 
organisation. This policy sets out to inform and remind what is available for 
use to enable the organisation to respond positively to the problem. It is 
probable that solutions will need to be mixed and matched to ensure that a 
successful outcome is obtained. 

 
1.5. It will be important to ensure that recruitment and retention arrangements 

do not create equal value/pay issues, do not corrupt the substantive grades 
and are not inflationary when the employment market changes. Therefore, 
there will be a need for corporate assessment and a review of all 
recruitment and retention applications at least every two years. 

 
1.6. The Council will require objective evidence (independent advice will be 

sought by Human Resources) based on analysis of the prevailing market 
position and trends before agreeing to award any R&R payments. 
Moreover, R&R payments will be reviewed and tested for continuing 
relevance and appropriateness at intervals of not more than two years from 
the date of the initial award and at least every two years thereafter. 

 
1.7. Where a review shows that the payment is no longer required or needs to 

change, the employee(s) will receive contractual notice of the change. 
 

1.8. R&R payments on top of basic salary will attract nationally negotiated pay 
awards.  

 A recruitment and retention policy which provides the ability to respond to 

the need to recruit and retain key staff will be applied within the authority. 

 This policy applies to all employees in Gosport Borough Council. 

 Recruitment and retention payments for senior posts (Section Heads) must 

be approved by the Deputy Chief Executive unless defined market sensitive 

payment rules are already in place. 
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1.9. All proposed solutions for recruitment and retention will be consulted and 
agreed with the Head of HR. 

 
1.10. The financing of recruitment and retention solutions will be contained within 

cash limited budgets. 
 
 
2. KEY PRINCIPLES 

 
2.1. It is the Council’s policy to make such payments only in exceptional 

circumstances and to follow a clear and consistent framework for the 
determination of any R&R payment, as this; 

 

 ensures the Council meets its obligations under equal pay legislation 
and maintains the overall integrity of its pay and grading structure by 
avoiding the creation of potentially unlawful pay disparities; 

 

 ensures payments are objectively justified i.e. genuine material factor; 
 

 allows payments to be considered only where a clear and demonstrable 
business need exists for a specific role; 
 

 ensures that other non-pay issues are fully explored before a 
recruitment and/or retention payment is considered; 
 

 supports payment where an objective assessment of appropriate 
evidence supports this approach and a rationale is recorded i.e. based 
on clearly evidenced recruitment or retention problems; 
 

 applies to existing as well as newly recruited employees in the relevant 
job; 
 

 ensures that the actual salary for the post and the R&R payments are 
clearly identified and shown as separate amounts on the contractual 
documentation and pay slip so that they can be justified if an equal pay 
issue arises; 
 

2.2. R&R payments should not only be considered in areas where it is difficult to 
recruit, but also when retention of staff is becoming increasingly difficult or 
problematic. However, when this is the case, it could be that there are many 
other reasons. For example, whether individuals are making full use of their 
skills, working conditions, career development, management training and 
development opportunities should also be explored. 
 

2.3. Before deciding to pay an R&R payment, managers need to be aware that 
making a payment to a specific group of staff can become a source of 
friction and can also undermine efforts to create team working and a fair 
reward system. It may also set precedents within and across services. It is 
important to remember that once the payment has been created, approved 
and implemented, it is very difficult to withdraw it without causing disruption 
to the workplace and the individuals involved and this in itself could lead to 
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retention issues. Managers should seek advice from the Principal HR 
Officer when considering implementing such a payment. 
 

2.4. The procedure will be followed whenever a case for an R&R payment is 
considered. 

 
 
3. DEFINITIONS 

 
3.1. Market Supplement Payment – is an amount paid on top of the base 

salary which brings the salary range in line with the external market for that 
particular post. Market Supplements can be paid to those posts or groups of 
posts that are experiencing recruitment and/or retention problems. Market 
Supplements will be paid in 12 equal monthly instalments as an allowance 
on top of the monthly basic salary. As the payment is a monthly allowance 
to reflect competitive market rates, the employee would not normally be 
required to repay the amount in the event of leaving the Council, or moving 
to another area within the Council. 
 

3.2. Recruitment Incentive Payment (Golden Hello) – is a one off lump sum 
payment, paid to new employees to encourage recruitment into areas 
deprived of specific skills and qualifications. The employee must agree to 
work for a minimum period of time (i.e. 2 years).  If the payment is made 
prior to the completion of specified timeframe and the employee leaves the 
post prior to completing the required length of service, the employee would 
be required to pay back a percentage of the total amount paid. 

 
3.3. Retention Payment (Golden Handcuff) – is a one off lump sum payment 

paid to existing employees who are already working in posts where a 
recruitment incentive payment is made to new employees to act as a 
retention payment.  If an employee leaves the post that carries this payment 
prior to the completion of specified timeframe after the payment is made, 
the employee will be required to repay a percentage of the total amount 
received. 

 
The Retention Payment may also be payable to existing staff working on 
time critical projects in order to retain the individuals key skills and 
knowledge until the project has reached fruition.  

 
3.4. Monthly Payment and Lump Sum Combination - a combination payment 

based on the market value for the post which is then split into monthly 
payments and a one off lump sum.  For example, if the market value of the 
role is £5,000 higher than base salary, £2,500 could be paid in a lump sum 
and £2,500 paid in 12 equal monthly instalments.  Should the employee 
leave prior to completing the relevant length of service they will be required 
to pay back the lump sum element of the payment.   

 
 This option gives greater flexibility in terms of the employee receiving a 

higher monthly payment with the advantage of a lump sum payment. This 
allows a "handcuff" agreement to tie the employee in for a pre-agreed 
period of time. 
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4. PAYMENT CALCULATION 
 
 The R&R payment will be calculated by determining the difference between 

the market rate and the highest SCP of the pay band. This means that 
when the employee reaches the top of the pay band, they will receive the 
market rate for their post.   

 
When recruiting for a post which attracts an R&R payment, the manager 
with assistance from Human Resources should offer the post on a lower 
SCP with the same R&R payment applied on top.  

 
 The employee should be appointed on the appropriate SCP within the band 

to take account of their skills, knowledge and experience as is the normal 
practice on appointment, however the R&R payment must remain the 
same. This allows for the individual to receive incremental increases until 
the top of the band is reached. It also allows for a pay differential for 
existing employees who may have been employed for a number of years 
and are already at the top of the band.  

 
 
5. APPLICATION PROCESS 

 
5.1. It is the responsibility of the manager to identify when an R&R payment is 

required and to discuss this with the Principal HR Officer who will assist the 
manager to put a case forward for approval by the Head of HR, by following 
the procedure detailed below. 
 

5.2. A key requirement of this procedure is that R&R payments will only be 
considered once other ways of improving recruitment and retention 
have been exhausted and market pay is shown to be the main issue. 

 
5.3. When gathering evidence to support an R&R payment application, it is 

important to take into account all aspects of an employee’s pay and benefits 
package, for example: 

 

 Work life balance/Flexible working arrangements. 

 Annual leave entitlement plus bank holidays. 

 Pension Fund including employers % contribution. 

 Other allowances paid in that role. 

 Access to Learning and Development opportunities. 

 Career progression opportunities. 
 
5.4. It will need to be noted within the application how the details of the payment 

have been determined and any supporting evidence should be provided for 
comparison. 
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6. STAGE 1: INVESTIGATING RECRUITMENT AND/OR RETENTION 
PROBLEMS 

 
6.1. Where recruitment and/or retention problems have been experienced, or 

there is significant evidence that this will be the case, the manager should 
investigate the causes and record the findings as this will form the business 
case for an R&R payment.   
 

6.2. In order to establish that a problem exists, it is useful to consider the 
following criteria: 
 

 Has there been failed recruitment activities, i.e. the post has been 
advertised at the existing salary and has failed to attract suitable 
candidates?  
 
Ensure that advice has been sought from the Human Resources to 
ensure that the post was advertised in the right place and at the right 
time, that the job title is reflective of similar roles within the market place, 
that the full benefits package including relocation where appropriate has 
been advertised, etc. 

 

 Is there a local or national shortage of this particular skill/knowledge/ 
expertise? 
 
Evidence will be required to show this is a national or local problem, for 
the business case to apply for a recruitment/retention payment. If this is 
the case, the service will also need to think about medium and short 
term plans to manage this situation, potentially having training roles to 
help with succession planning over the longer term.  
 

 Is there high labour turnover within a particular area, or a number of 
resignations within a short period of time? 
 
It may be useful to look at exit interviews to see if there is are any 
common themes being raised and consider how these can be 
addressed for the remaining team members to prevent further 
resignations. 

 
6.3. Where, as a result of this investigation, it is established that: 
 

 no problems with the advertising or recruitment process can be 
identified, 
Or 

 evidence suggests that the main reason for staff leaving is for more pay 
(other than as part of the normal career/personal development process), 
Or 

 strong evidence exists to suggest that such problems are likely to arise, 
 

the manager in conjunction with the Section Head should consider whether 
any improvements can be achieved by offering or making applicants more 
aware of non-pay benefits (e.g. pension scheme including employer’s 
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contributions, training and career development opportunities, facilities, 
access to a range of policies that support work-life balance) prior to making 
an application for an R&R payment. 
 

6.4. If non-pay approaches are not appropriate or have proved ineffective and 
the evidence suggests that the normal reward package offered may be 
uncompetitive, the manager should discuss this with the Principal HR 
Officer. Investigation and analysis of relevant external pay data will then be 
undertaken by Human Resources in order to determine whether an R&R 
payment might be appropriate. 

 
 
7. STAGE 2: ANALYSING THE MARKET DATA 

 
7.1. The manager via their Section Head and in conjunction with Human 

Resources are responsible for identifying and analysing an appropriate and 
relevant sample of labour market pay data in order to establish whether 
justification exists for an R&R payment. The sources from which this data is 
gathered will vary depending on what is relevant for the particular post, 
however, data from a minimum of two reliable sources will usually be 
required and will typically be: 

 

 regional LA pay data for LA only posts, 

 regional LA pay data and relevant (e.g. professional body) private sector 
pay data again for our region and/or, 

 national LA pay data and relevant private sector pay data, particularly if 
there is a local skill shortage, 

 advertisements and information from the local labour market via 
recruitment agencies for comparable roles. 

 
7.2. If the evidence indicates that the market rate is equal to or lower than the 

value of the total reward package offered by the Council, an R&R payment 
will not be appropriate and the Principal HR Officer will work with the 
manager to identify other underlying recruitment or retention problems and 
the most appropriate ways of overcoming these. 

 
7.3. Where market pay investigations have established evidence to suggest that 

the market pay rate is significantly higher than the reward package offered 
by the Council, the manager (with approval from the Section Head) should 
put together a business case detailing the findings for approval by the Head 
of HR. In normal circumstances, the level of R&R payment will be no more 
than the average market rates.  

 
 
8. STAGE 3: FORMAL CONSIDERATION OF THE CASE 

 
8.1. Where evidence established at Stages 1 and 2 of this procedure indicate 

that an R&R payment may be a reasonable and proportionate response to 
recruitment and retention difficulties, the resulting recommendations will be 
formally considered by the Head of HR who will decide whether a payment 
may be approved. If no agreement can be reached then the P&O Board will 
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make the final decision. The decision will be recorded in writing and the 
outcome emailed to the relevant manager to manage the appropriate 
course of action.   
 

8.2. Human Resources will retain a record of all cases that have been 
considered including a rationale of why applications have been approved or 
refused.  This will ensure the evidence is available to meet any equal pay 
challenge. 
 

8.3. Should a recommendation be approved, an R&R payment will be 
established within the service area. This may include (as set out in 
paragraphs 3.1 – 3.4), 

 

 one off lump sum payment; 

 on-going payments in addition to salary 
Or, 

 a combination of a lump sum and monthly payments, 
 
8.4. The total of any R&R agreement will not normally exceed 30% of the basic 

salary. However, if the market value of the job role dictates, the R&R 
payment should exceed 30%; this must be highlighted to the Head of HR 
and the Deputy Chief Executive.  
 

8.5. All employees entitled to benefit from an R&R payment will be provided with 
a written statement detailing the amount and how this will be paid. If there is 
a lump sum payment, the individual will be required to sign an agreement. 

 
8.6. Main terms and conditions will identify payments made under the R&R 

scheme as a distinct and separate element of pay, specifying the duration 
of the payment. Payments will be paid through the normal payroll system, 
but will be identified separately from the base salary in documentation and 
records, including payslips. 

 
8.7. R&R payments will be subject to National Insurance, PAYE income tax and 

in the case of ongoing payments, pension deductions. Payments will be 
taken into consideration in the calculation of all statutory entitlements such 
as sickness, maternity, adoption, paternity leave and redundancy. 

 
8.8. Employees in receipt of an R&R payment will continue to progress 

incrementally up the normal pay scale for their grade and receive relevant 
inflationary pay awards on that scale. Pay increases under the standard pay 
and grading arrangements will apply whenever the R&R payment is 
reviewed. 

 
 
9. REVIEW STAGE  

 
9.1. Human Resources will review R&R Payments at least every two years and 

will highlight any areas of concern with the Principal HR Officer who will 
address the situation with the relevant Section Head.  
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9.2. If the evidence shows that the R&R payment being made is out of line with 
the labour market, the Principal HR Officer will discuss this with the relevant 
manager to consider whether the payment should be preserved, varied or 
withdrawn. 

 
9.3. Where the outcome of the review is that the payment will be increased to 

reflect the current market conditions, this will take effect in the month 
following the review date. 
 

9.4. Where the outcome of the review is that the payment is to be reduced or 
withdrawn, the employee(s) concerned will be given contractual notice of 
the change, after which time the reduction/withdrawal will take effect. 

 
9.5. Where an R&R payment has been made on appointment to attract a 

candidate from another employer the payment will be reviewed in line with 
this policy. The candidate will be made aware at the offer stage of the terms 
relating to the R&R payment and any future review period. 

 
9.6. Where the research shows that the R&R payment is at the correct amount 

to reflect the labour market, no changes will be made and the arrangement 
will continue, until the next review date. 

 
 
10. EQUALITY AND DIVERSITY MONITORING 

 
10.1. It is important to note that there is a danger of creating inequality within the 

workplace when making R&R payments. Therefore the Council will 
undertake regular equalities monitoring through regular equal pay audits 
including gender monitoring of the jobs in receipt of such payments. 
 

10.2. Under Equal Pay legislation, the Council must justify using R&R payments 
by showing that there is a real skills shortage and that no other option could 
have been used to attract or retain staff. 

 
10.3. The Council must also prove that the amount of the payment is proportional 

to the additional amount needed to secure the skills needed. For example, 
£5000 would not be justified if £500 would have attracted the level of skill 
and qualification required. 

 
 
 
 
 


