DRAFT FOR DICUSSION

LOCAL GOVERNMENT IMPROVEMENT PROGRAMME

REPORT OF PEER REVIEW TEAM

1.
INTRODUCTION
1.1
Members are aware that the Improvement and Development Agency’s Peer Review Team visited Salford between 29th October and 2nd November 2001.

1.2
A brief summary of their findings was presented to Members and Officers at the end of their week-long visit.

1.3
In addition, an Elected Members Seminar was held on 29th November 2001, to consider the Review Team’s findings.  A copy of the Peer Review Team’s formal report has now been received by the Authority and will be circulated to all Elected Members and all Directors for their attention.  

1.4
The purpose of this Report is to consider the Council’s response to the recommendations made by the Peer Review Team, an outline of which, is suggested below.

2.
SUMMARY AND RECOMMENDATIONS
2.1
A summary of the Peer Review Team’s report and their recommendations is as follows:-


Summary


Overall the peer review team concluded that Salford City Council is a good Authority with many strengths.  The members and staff of  Salford City Council impressed the team with their commitment to achieving the best for the City and for its local communities.  There is a determination to make every effort and to exploit every opportunity, to improve the quality of life of its residents.  It has a long history of working in partnership at a local level and this has assisted the Council in attracting exceptionally high levels of inward investment.  Tangible results are already evident.  Many areas have been transformed;  others are in the process of transformation.


Despite this, the challenges faced by the Authority are immense:  high levels of deprivation, run down estates, high levels of anti-social behaviour, limited financial resources and a location bordering the regional centre.


The regeneration of the Salford Quays and the building of the Lowry Arts Centre vividly demonstrate the capacity of the Council to innovate, be forward looking and to achieve its objectives, even when others believe them to be impossible.
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However, there is much more for Salford to do in order to make the whole city truly great and thereby stem the current decline in its population.  The following are of particular importance:

· Having recently agreed its six main priorities (6 Pledges) it needs to ensure that its actions and resources are aligned to them to ensure their achievement and avoid being side tracked by other initiatives which will not contribute to them.

· A clear focus on providing high quality services is required which will be achieved through the rigorous application of Best Value principles and a robust performance management framework and culture.

· Proactive and concerted efforts need to be taken to market and promote its many assets, which include a university, the Lowry, good transport links to all parts of the country, access to Manchester which offers further commercial, recreational and employment opportunities.


Recommendations


The report identifies a number of areas for improvement, which the Council will hopefully consider.  Of these, the team wishes to highlight the following as key areas for attention:

1. 
Introduce and implement a strong performance management framework and 


culture.

2. 
Align and rationalise strategic, corporate and operational priorities.

3. 
Recognise that the Community Plan is the key strategic document and align 


corporate and service plans to it.

4. 
Embrace Best Value to create innovative service solutions.

5. 
Revisit the overview and scrutiny function to engage members and strengthen performance.

6. 
Erase departmentalism at both officer and member levels to strengthen corporate working.

7. 
Develop and implement a coherent internal and external communication strategy.

8. 
Develop a marketing and promotion strategy with partners to improve the image of Salford.

9. 
Positively respond to and value the needs and differences of an increasingly ethnically diverse community.

10. Ensure a balance between social and economic regeneration.

2.2
Consideration of these recommendations is set out below.
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3.
ISSUES TO CONSIDER

3.1
The Peer Review Team have set out key areas  for attention.  As reflected by the Members Seminar on 29th November, these can be broadly grouped as follows:-

(A)
Best Value, Performance Management and Scrutiny

(Recommendations 1, 4 and 5)

3.1.1
Clearly, the Review Team believes that we need to improve our Best Value and Performance Management arrangements, which are closely linked with the scrutiny function.

3.1.2
As Members are aware, it is fair to say that, so far, the Council has experienced some difficult challenges in dealing with these issues:  certainly, the Best Value Review Programme has slipped behind schedule, while the Overview and Scrutiny has been in its developmental stage pending the allocation of dedicated resources.

3.1.3
The Review Team’s findings and consequent recommendations are valid and need to be acted upon.  

(B) 
Alignment of plans and resources with Council priorities to develop greater corporacy and strengthen performance    


(Recommendations 2, 3, 6 and 10)

3.1.4
The Review Team suggest we need to erase departmentalism at both officer and member levels.  We need also to assemble our resources and efforts behind the Council’s priorities i.e. the 6 pledges.


3.1.5
Increasingly, the Government’s focus for local authorities is to achieve greater alignment behind priorities in order to achieve success.  This can only be done if all Members and Directorates work together.

3.1.6
Also, clearly we need to address the issue of how to achieving greater corporacy as a matter of urgency.

3.1.7
We need to look at various ideas such as:


(i)
Allocate cross-directorate “lead responsibilities” for achieving pledges.

(ii)
Appoint cross-directorate teams chaired by a Lead Member/Lead Director, as champions of each pledge.

(iii)
Require such Lead Directors (Champions) to report on performance against each pledge to Scrutiny Committees.

(iv)
Review Terms of Reference of Scrutiny Committee to align with 6 pledges.

- 4 -

(C)
Improve the Council’s image by developing an effective marketing promotions and communications strategy


(Recommendations 7 and 8)

3.1.8
The Review Team have said that overall, Salford is a good authority, but we have a poor image.  Clearly, much more needs to be done, in conjunction with partners, to bring about a change in the public’s perception of Salford as an area in which to live and work.

3.1.9
Councillor Mrs. Maureen Lea has recently been asked to chair a Members Communications Group covering these issues and has a representative officer team in support.  The group have been developing an Action Plan along the lines referred to by the Peer Review Team.  It would be sensible to ask this Communications Group to examine the Peer Review Team’s recommendations in this area of activity.

(D)
Equalities/Diverse Community/Cohesion


(Recommendation 9)

3.1.10
The Authority needs to respond positively and value the needs and differences of an increasingly diverse community.

3.1.11
As Members will be aware, currently there are developments taking place on the issue of Community Cohesion following the publication of the Oldham Independent Review Report.  A report being developed by the Director of Community and Social Services makes proposals for joint working arrangements to be established as quickly as possible.  These arrangements will cover the question of setting up a Salford Partnership “Steering Group”, together with an “Operational Team” of officers to address the issues involved.  Again, it would seem sensible to refer the Peer Review Team’s recommendation to these proposed groups for attention.

4.
PROPOSALS
4.1
In responding to the Review Team’s recommendations we need to consider how we will seek to bring about the changes which are needed.  Our approach needs to be reflected in an “Improvement Plan” which covers all the issues to be considered.  It is also vitally important to ensure there is ownership of the changes to be made by those affected and that (i) all Members and Officers have an opportunity to participate as appropriate; (ii) in doing so, we clearly also need to take the opportunity to develop a more corporate approach to ensure success.

4.2
It is probable that in order to respond effectively to the Review Team’s recommendations, there is likely to be some significant changes needed in each of the four broad categories mentioned.  For instance, under the topic of Best Value and Performance Management, we may need to consider (i) the 5 year programme; (ii) scope of Best Value Reviews; (iii) resources required for success; (iv) the rigour


of the 4 C’s.
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4.3
Under the topic of Alignment of Resources with Priorities, we may need to consider a more structured approach to what realistically can be achieved within existing resources and what may not be a priority in the future.  We will need to identify the opportunity cost of a more focussed and targeted approach.

4.4
So far as the city’s image is concerned, clearly the Council cannot act alone.  A partnership approach will be needed and some early work has begun.

4.5
In all cases, however, there can be no lasting changes brought about without a sustained and concerted effort via dedicated resources.  This is likely to mean that staffing and possibly financial resources will need to be redirected to this area of activity if we are to achieve success.  Again, this will involve a consideration of the opportunity cost of redirecting such resources to these areas of greatest need.

Working Groups - Membership

4.6
It is suggested that in order to fully consider the Review Team’s Report and recommendations, we should establish a series of multi-disciplinary working groups comprising a Lead Member, a Chair of Scrutiny Committees and supported by two Directors.  It is also suggested that the Leader of the Council/Deputy Leader and Chief Executive should be ex-officio members of each group in order to oversee the work in progress.  Each working group would be asked to examine in depth the observations, comments and opinions in  the Review Team’s Report which have led to their recommendations.  Each working group should be provided with appropriate administrative and secretarial support and should be asked to develop an Improvement Plan and report via Cabinet to the Council on the outline as quickly as possible.  The membership of each group should be supplemented by other Elected Members and/or Officers at the discretion of the group.

4.7
In order to develop a truly corporate approach it will be important to ensure that there is a suitable “mix” of Members and Directors in each group.

4.8
It is suggested that the groups to be established should be as follows:-


Group 1:       
Best Value, Performance Management & Scrutiny


Outline terms of reference

To examine in depth the Peer Review Team’s report and observations in respect of the following recommendations:

· introduce and implement a strong performance management framework and culture;

· embrace Best Value to create innovative service solutions;


· revisit the overview and scrutiny;

and to produce an Improvement Plan for approval by the Council at its meeting on (either 17th April or 15th May).
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Group 2:
Alignment of Plans, Resources and Corporacy


Outline terms of reference

To examine in depth the Peer Review Team’s report and observations in respect of the following recommendations:

· align and rationalise strategic, corporate and operational priorities;

· recognise that the Community Plan is the key strategic document and align corporate and service plans to it;

· erase departmentalism at both officer and member levels to strengthen corporate working;

· ensure a balance between social and economic regeneration

and to produce an Improvement Plan for approval by the Council at its meeting on (either 17th April or 15th May).


Group 3:
The Council’s Image


Outline terms of reference

To examine in depth the Peer Review Team’s report and observations in respect of the following recommendations:

· develop and implement a coherent internal and external communication strategy;

· develop a marketing and promotion strategy with partners to improve the image of Salford;


(n.b. The Communication Group chaired by Councillor Maureen Lea

is already in a position to undertake this task)

and to produce an Improvement Plan for approval by the Council at its meeting on (either 17th April or 15th May).


Group 4:
Equalities/Diversity/Cohesion


Outline terms of reference

To examine in depth the Peer Review Team’s report and observations in respect of the following recommendations:

· positively respond to and value the needs and differences of an increasingly ethnically diverse community;

(n.b. This task needs to be related to the report on “Meeting the

needs of our black and minority ethnic communities” prepared by

the Director of Community and Social Services)

and to produce an Improvement Plan for approval by the Council at its meeting on (either 17th April or 15th May).
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Method of Aproach

4.9
As Members will be aware the Peer Review Team have used three themes and a 


number of criteria to assess the Authority’s performance.  These themes and criteria 


are:


Leadership

Democratic &


Performance Management




Community Engagement


Vision & Strategy

Democratic Representation

Planning & Review


Change Management

Scrutiny



People Management


Motivation

Citizen &Customer Focus

Project Management


Innovation & Creativity

Communication (with customers
System & Process Management


Alliance Building

     & citizens)


Finance Management





Consultation & Participation

4.10
Within each criteria the performance review team have identified the Council’s 


strengths as well as Issues to Consider.  It will be important to ensure that each of 


these Issues to Consider are referred to the appropriate working group to ensure they 


are all fully addressed by the Improvement Plans to be produced.

4.11
It will also be important to ensure that in preparing their Improvement Plan each 


working group consults widely within its terms of reference and particularly with 


those members/officers who are currently involved in the service areas being 


examined.

4.12
If Members agree these outline arrangements, the draft Terms of Reference/Method of 


Approach can be expanded as required.

5.
SUMMARY
5.1
Members will agree that the Peer Review Team’s Report provides the Council with a vitally important opportunity to “take stock”.  Their recommendations point the way forward to a series of changes which the Council will need to make in order to achieve significant improvements in our performance. 

5.2
Bearing in mind the recent inspection of our Best Value processes and the Government’s forthcoming proposals for corporate performance assessments (i.e. Report Card), such improvements must be made as quickly as possible.

5.1
Members are asked to agree the proposals as set out.
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