PART 1 (Open to the public)
ITEM NO.

REPORT OF THE LEADER

To the: Cabinet Meeting

On:
2nd April, 2003
TITLE: REVISED ARRANGEMENTS FOR UNDERTAKING BEST VALUE REVIEWS AND CONTINUOUS IMPROVEMENT

RECOMMENDATIONS:    That Cabinet approve the revised arrangements for conducting best value reviews, including a revised policy statement in respect of Best Value and Continuous Improvement and revised roles for Cabinet and Scrutiny Committees.

EXECUTIVE SUMMARY:   The arrangements for conducting Best Value Reviews have been overhauled following the Audit Commission’s Inspection of Best Value Processes in January 2002.  Details of the new arrangements are included in this report.  The Audit Commission is undertaking a revisit of our best value arrangements on 4th April 2003.

BACKGROUND DOCUMENTS:   CPA Corporate Assessment report    





           Best Value Processes Inspection Report     

ASSESSMENT OF RISK:   The Audit Commission has been critical of our previous arrangements for best value and our ability to deliver reviews to programme.  The Council needs to be able to demonstrate significant, customer orientated improvements arising from effective best value reviews, in order to avoid further criticism.

THE SOURCE OF FUNDING IS:   Best value should be “integrated into the day job” and reviews are undertaken within existing resources.

LEGAL ADVICE OBTAINED:   None necessary.  

FINANCIAL ADVICE OBTAINED:  None necessary


CONTACT OFFICER:  Pam Booth  x2550

WARD(S) TO WHICH REPORT RELATES:
ALL


KEY COUNCIL POLICIES:

Best Value






Performance Management


DETAILS:   


1.  
BACKGROUND

1.1 
Members will recall the Audit Commission’s inspection of our Best Value processes last year.  The recommendations were referred to Peer Review Group 1 and the Director of Personnel and Performance and Director of Environment were asked to take the lead on supporting Members to initiate the action required to implement those recommendations.

1.2
Peer Review Group 1, through the Best Value Group has involved representatives from all Directorates in what has been a comprehensive review of all our existing arrangements on Best Value and Continuous Improvement.

1.3
This work has involved us in identifying, re-assessing and revising the roles and responsibilities of all participants – especially the role of the Best Value Performance Team.

Peer Review Group 1 have now completed this work and have codified it so that the role definitions, responsibilities and expectations of everyone involved are clearly expressed.  The outcome amounts to a new comprehensive Best Value Guidance Manual which covers the following:-

· Revised Best Value and Continuous Improvement Policy

· Revised Best Value Review Processes
· Clear Roles/Responsibility of:
· Cabinet

· Responsible Directors

· Review Team Leaders

· Best Value Performance Team – now Performance Development Team

· Overview and Scrutiny Committees

-
Challenge stages  - Terms of Reference/practical guidance

-
Mechanisms re: involving staff

-
Sharing Learning

-
Project Management

-
Options Appraisal

1.4   
Peer Review Group 1 has considered the full range of detailed documentation.   

Those items brought here for Cabinet’s approval are as follows:-

(i)
    Revised Best Value & Continuous Improvement Policy

(ii)
    Revised Best Value Review Process

(iii) (iv)   Role Outlines for Cabinet and Scrutiny Committees

(v)
    The challenge process

These key elements constitute the broad framework for undertaking best value reviews in Salford.

1.5
Discussions are currently taking place regarding a restructure of resources in the Personnel and Performance Division of the Chief Executive’s Directorate and this will result in changes involving the former Best Value Performance Team being incorporated within a new Performance Development Section.  An enhanced training and support capacity will also be encompassed within the new Section.  These changes have not yet been reflected in the papers, which are attached but will be incorporated shortly.  These changes will help provide additional support capacity for improvement initiatives.
CITY OF SALFORD

BEST VALUE AND CONTINUOUS IMPROVEMENT POLICY 

Salford City Council’s Mission is:

‘To create the best possible quality of life for the people of Salford.”
We aim to achieve this by establishing and maintaining a culture of excellence whereby continuous improvement is seen by everyone as “the day job.”

City Council Policy in Respect of Best Value is:
“Best Value is accepted as the provision of quality, value for money services which meet the needs and aspirations of the community at a price they are prepared to pay.  Salford embraces the pursuit of continuous improvement for all services and is committed to providing staff, where appropriate, with the training and resources to achieve best value.”

A Best Value Culture

As part of the continuous improvement of services managers are urged to employ best value principles, particularly a robust application of the 4C’s, in all strategic and operational decisions.  Staff are asked to take every opportunity to identify areas for improvement through their team meetings and other improvement initiatives.

Improvement Planning

The City Council’s Improvement Planning arrangements and programme of best value reviews are designed to address priorities for improvement highlighted in the City’s Community Plan, the Council’s Pledges, and the Strategic and Best Value Performance Plan, addressing services that are important to customers, and areas of poor performance, identified by the Council’s rigorous Performance Management arrangements.  The best value framework in Salford is designed to promote equality of opportunity, sustainability and inclusion.

Best value is seen as a tool for achieving continuous improvement and best value reviews provide an opportunity for us to work together to demonstrate continuous improvements.  Mechanisms are in place to ensure that managers and staff are able to contribute fully to the improvement process including key decisions, and all involved are encouraged to challenge the status quo and suggest innovative ways of doing things differently, to enhance services for customers and users.  Mechanisms are also in place to facilitate learning from improvement.

Competitive Service Provision

It is essential that all our services provide the best value for money, within the resources available to us.  We will continue to be outward looking and to provide services through a mixed economy.    We ensure that we know how well we perform by benchmarking our services with other public, private, voluntary and independent sector providers.  Where improvements to services are needed Improvement Plans establish clear performance targets and timescales and these milestones are monitored to ensure that improvements are realised.   A robust options appraisal considers all options for service delivery, including partnerships, co-operatives and competition, in order to maximise service improvement and may conclude that in-house teams cannot achieve the desired level of improvement.  Where we do conclude that the in-house organisation has the potential to improve, clear performance targets and timescales will be set and monitored to ensure that the desired outcomes are realised : if they are not then the City Council will explore alternatives.  We are committed to supporting good in-house provision and giving services the opportunity to improve, but the needs of users are our paramount concern.














BEST VALUE REVIEWS AND PERFORMANCE MANAGEMENT

Role of Cabinet

(i)
Achieving Best Value and Continuous Improvement

Cabinet as the executive leadership of the Council plays a major role in ensuring that best value is achieved in all that we do and that continuous improvement is part of the day job.  Cabinet oversees the production and approves the annual Strategic and Best Value Performance Plan.

(ii)
Undertaking Best Value Reviews

Cabinet has executive responsibility for best value reviews and plays a major role at the 3 key challenge stages of a review.  Key decisions resulting from best value review recommendations and Improvement Plans are approved by Cabinet.  Specific responsibilities of Cabinet are outlined below.

(iii)
Managing Performance

Careful consideration is given by Cabinet to the actions arising from the Quarterly Performance Evaluation meetings and implications for resource allocation; and to quarterly performance overview reports, assessing performance against the pledges.

Responsibilities

Specific responsibilities for Cabinet include:

1.
Approval of an Improvement Programme including best value reviews aimed at meeting national and local (Community Plan and Council Pledges) priorities and at improving specific areas of poor performance.

2.
Determination of actions arising from the consideration of quarterly reports from the Quarterly Performance Evaluation meetings, including resource implications.

3.
Lead role, in conjunction with the Chief Executive / Nominated Director, in ensuring a robust process at the three key challenge stages for each best value review:

(i)
visioning challenge – to determine the scope, terms of reference, desired outcomes and indicative timescales for the review and the resources required to undertake the review.

(ii)
options challenge – to provide direction by determining the most appropriate option for further development, that is most likely to deliver the desired outcomes.
(iii)
final challenge – to ensure that the recommendations of the final report and the actions included in the  Improvement Plan represent  significant customer-orientated improvement and are sufficiently urgent and ambitious; to ensure that the proposed improvements are achievable and can be resourced.

BEST VALUE AND PERFORMANCE MANAGEMENT 

Role of Overview and Scrutiny Committees

(i)
Achieving Best Value

By their very nature Overview and Scrutiny Committees play a key role in ensuring that the City Council delivers best value in all that it does and achieves its Pledges, particularly in working with our key partners to the benefit of citizens.

Their experience also enables Scrutiny Committees to provide valuable input into the production of the annual Strategic and Best Value Performance Plan.

(ii)
Undertaking Best Value Reviews

Overview and Scrutiny Committees are well placed to provide informed, independent input into the three key challenge stages of best value reviews, and to monitor Improvement Plans for completed reviews, to ensure that tangible, customer-focussed outcomes are achieved.

(iii)
Managing Performance 

Scrutiny Committees give consideration to the actions needed in response to:  Quarterly Performance Reports; quarterly progress of Improvement Plans for completed reviews; half yearly progress against Directorate Service Plans. They may undertake specific work in order to ascertain how well the council is achieving its Pledges.

Responsibilities

Specific responsibilities for Overview and Scrutiny Committees are:

(i)
Achieving Best Value
1.
The Chairs of Overview and Scrutiny are on the Editorial Board overseeing the production of the annual Strategic and Best Value Performance Plan.

(ii)
Undertaking Best Value Reviews

2.
The Chairs of Overview and Scrutiny Committees provide a key input in ensuring a robust process at the three key challenge stages for specific best value reviews:

· visioning challenge – to determine the scope, terms of reference for the review, desired outcomes and indicative timescales.

· options challenge – to provide direction by determining the most appropriate option for further development which is most likely to deliver the desired outcomes

· final challenge – to ensure that recommendations of the final report and the actions included in the Improvement Plan represent significant improvement and are sufficiently urgent and ambitious

3.
Scrutiny Committees receive the  Improvement Plan from completed best value reviews in order for the Committee to determine the frequency of monitoring reports.  These monitoring reports, will provide an independent check on the implementation of Improvement Plans for completed best value reviews in order to ensure that significant customer orientated improvements are delivered in the medium to long-term that support achievement of the Community Plan and City Council pledges, and that improve the Council’s Performance against best value performance indicators. 


If there are any intended variations to the Improvement Plan these must be discussed immediately with the Chair of the Scrutiny Committee.  


Where a Scrutiny committee is not satisfied with the progress against the Improvement Plan, and the explanations provided by the Director and Lead Member, the Chair will report the Committee’s concerns to Cabinet or Council, as appropriate.

(iii)
Managing Performance 

4.
Overview and Scrutiny Committees form an independent view of performance and pay particular attention to the effectiveness of actions and plans to address areas for poor performance, through the consideration of quarterly reports.

5.
Performance is assessed on a quarterly basis, alongside twice yearly monitoring of Service Plans, in order to assess priorities for improvement in the context of the achievement of City Council pledges and the Community Plan.

BEST VALUE REVIEW AND IMPROVEMENT PROCESS – THE CHALLENGE PROCESS

1.
THREE KEY CHALLENGE STAGES

The responsibility for achieving best value in Salford rests with the Cabinet.  Best value reviews are a major tool in the drive for continuous improvement.  Reviews are officer led and are the responsibility of particular Directors and Review Team Leaders.  Significant input by Members into reviews is facilitated around three challenge sessions at key stages in the review process with each stage having specific objectives.

The three key challenge stages for each best value review are:

(i)
The Visioning Challenge

To determine the scope, terms of reference, desired outcomes and indicative timescales for the review.

(ii)
Options Challenge

To provide direction by determining the most appropriate option for further development by application of the options appraisal ; this should be the option most likely to deliver the desired outcomes.

(iii)
Final Challenge

To ensure that the recommendations of the final report and the actions included in the Improvement Plan represent significant customer orientated improvement and are sufficiently urgent, ambitious and realistic.

2.
PROGRAMME OF CHALLENGE SESSIONS

Best Value reviews in Salford are programmed to take place within a 12 month period and to feed into the annual budget process.  The Member challenge sessions are timetabled to reflect the project plans for individual best value reviews.

3.
INVOLVEMENT IN CHALLENGE SESSIONS


Contributions to challenge sessions are provided by:

(a)
The Chief Executive or nominated Director 

Challenge sessions are chaired by the Chief Executive or nominated Director.

(b)
Cabinet Members 


These sessions provide the structured platform for elected Members to provide strategic input into best value reviews.  Cabinet Members may attend all programmed challenge sessions and Cabinet may nominate specific Members (particularly appropriate Lead Members) to contribute to individual reviews at each stage.

(c)
Overview and Scrutiny Committee Chairs

Participation by the Chairs of appropriate Overview and Scrutiny Committees, and one other member of the Scrutiny Committee provides a valuable contribution to the challenge process.

(d)
Opposition Members


Representatives of opposition parties provide valuable, independent challenge to each of the three stages.

(e)
Responsible Director and Review Team Leader

The Responsible Director and Review Team Leader assemble and present the evidence for the challenge sessions in accordance with the agreed framework.

(f)
Key Partners

Partners and suppliers provide a valuable external perspective on how well the Council works with others in providing tangible, customer-orientated outcomes.

(g)
External Challenges/Critical Friends

It is vital that we open ourselves up to external challenge and careful consideration is given as to who can provide appropriate, robust challenge to a specific review, e.g. alternative providers (public, private or voluntary sector), consultants, appropriate academics or officers or Elected Members from best practice local authorities. The Review Team Leader agrees with the Chair of the Challenge Panel who should be invited.

(h)
Service Users

Service users, or their representatives, provide essential insight into the experience of the current service and into views of proposed alternatives. The Review Team Leader agrees with the Chair of the Challenge Panel who should be invited.

(i)
Staff and Trade Union Representatives

Trade Unions representatives provide input on the staff perspective of proposals.  In addition staff views provided by the shadow arrangements are also fed into the session.

(j)
Best Value and Performance Team

Independent challenge is provided by representatives of the BVPT who can also advise of the lessons learned from other reviews and inspections.

4.
DETAILED TERMS OF REFERENCE AND TYPICAL AGENDA FOR CHALLENGE SESSIONS

There are clear aims and objectives for the challenge sessions at each of the key stages which are outlined in the following terms of reference and typical agenda guidance notes, and a note in respect of “Challenge Protocols.”
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FUNDAMENTAL BEST VALUE REVIEW AND IMPROVEMENT PROCESS








PREPARATORY STAGE





FINAL CHALLENGE











To ensure that the findings and Improvement Plan represent significant customer orientated improvement; and that the proposed improvements are achievable and can be resourced.





OPTIONS CHALLENGE











To provide direction by determining the most appropriate option for further development by application of the options appraisal





VISIONING CHALLENGE











To determine scope and terms of reference, the desired outcomes and indicative timescales





IMPLEMENTATION











Quarterly monitoring of the Improvement Plan by Directors and Overview Scrutiny Committee





UNDERTAKING THE REVIEW











The review continues with the development of the preferred option and the compilation of the Improvement Plan





UNDERTAKING THE REVIEW











The Review Team Leader, on behalf of the Responsible Director:


 	assembles a review                   	team and ensures any 	skills needs are met


 	determines a work plan, 	including an 	involvement plan


 	finalises the data 	collection


 	applies appropriate 	tools and techniques for 	analysis


 	undertakes a rigorous                  	assessment against the 	4C’s


 	identifies and considers       	the options available 


 	provides evidence for	the options challenge


 	liases with BVPT


	advises Directors Team 	of progress monthly





The Improvement Planning process and programme of best  value reviews determine the timing 


of reviews





BEST VALUE SERVICES





Early data gathering is undertaken to inform the best value review





3 – 6 months preparatory stage





REVIEWS COMPLETED WITHIN 12 MONTHS AND FEED INTO THE BUDGET PROCESS
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