
ITEM NO.

REPORT OF THE LEAD MEMBER FOR COMMUNITY STRATEGY



CABINET

Date: 11th February 04



TITLE : 
Neighbourhood management  



RE   RECOMMENDATIONS: 

That Cabinet agree the introduction of neighbourhood management and the key recommendations contained in appendix 1 of this report.



EXECUTIVE SUMMARY: 


This report builds on the proposals for the introduction of a neighbourhood management approach in the City considered by Cabinet on 11th November 03 and which have been further developed as a result of the consultations that have since taken place.

The recommendations have the full support of the key statutory partners, the PCT and the Police.



BACKGROUND DOCUMENTS:  

(Available for public inspection)


Cabinet reports:

July 2000 “Building on success – a review of Community Strategy”.

April 02 “The Community Strategy – Key Issues”

July 03 “Improving integrated service delivery to communities”.

Community Plan

November 03 “Neighbourhood Management”

Neighbourhood Renewal Strategy



CONTACT OFFICER:
Tom McDonald, Assistant Director (Community Strategy)







WARD (S) TO WHICH REPORT RELATE (S): Citywide



Purpose of report

1. To inform Cabinet of the consultation processes on neighbourhood management.

2. To propose implementation of a neighbourhood management model in the City, taking into account comments from the consultation.

Background

On 11th November 03, Cabinet considered a paper which outlined developments in the Community Strategy which incorporated a neighbourhood management approach to service delivery, based upon Community Committees.

Cabinet agreed in principle to the proposals and that there should be further consultation with all key-stakeholders.

Consultation

There has been extensive consultation with the following stakeholders

· Members of Community Committees

· Chairs and Deputies of Community Committees

· Political executives

· Officers of the Council 

· PCT Board and officers

· Police

· Regeneration Boards of NDC and Seedley/Langworthy

· Community Network and City Pride

Outcome of consultation

The consultation has been extensive; individuals and groups have engaged with enthusiasm and posed difficult questions to complex issues. However, the process has assisted in clarifying and further developing the ideas in the original report to Cabinet. It has, therefore, been a creative process that not only has involved consultation but has also built support for change.

The proposals build on the strengths and good practice already developed within the Community Strategy and prepare the ground for ongoing change in how services are delivered to communities. They are a starting point and not an end point and some issues will only be clarified over time and in the light of experience. In this sense, there has to be agreement on the framework proposed and the principles upon which it is based but also a willingness to clarify and strengthen our approach as we develop the model, with the degree of uncertainty and risk-taking that this involves.

There was general agreement and welcome for a number of key points:

· The desire to strengthen and to continuously develop the Community Strategy, building on good practice.

· That the City Council, the Police and the PCT have embraced the Community Strategy as a means of providing more locally sensitive services so that it is now a genuinely partnership strategy.

· Development of the link officer model into the neighbourhood team concept.

· The desire to adopt a greater overview of all the activities within and processes that affect a Community Committee area in order to maximise integration and, therefore, positive outcomes for local people.

· An ongoing commitment to strengthen the role of local people in decisions that affect their lives.

The Police and the PCT Board have formally endorsed the proposals for neighbourhood management, based on the Community Committee model. There is, therefore, in Salford, a unique vision and commitment across the key statutory partners to:

· A citywide approach to maximising integrated work within all Community Committees.

· Work to coterminous boundaries.

· Joint commitment to working and engaging with communities.

· Long-term commitment to building sustainable communities.

· Changing work practices and organisations to facilitate greater geographical sensitivity to service delivery and, thereby, shaping mainstream services.

· Commitment to aligning national, citywide and community priorities, wherever possible.

However, reassurance and clarifications were sought during the consultation on a range of issues and these are addressed in more detail below.

Specific issues

The role of Community Committees

Members of Community Committees and elected members are concerned that the model and specifically the development of Partnership Boards, does not involve the creation of additional structures that dilute the role of Community Committees and specifically their decision-making powers. 

There is clearly a desire among Community Committee members that, over time, there are opportunities for Community Committees to have greater control of decisions that affect their lives. The proposals outlined do, however, provide a mechanism for greater accountability by providers of services and consultation has reaffirmed the roles and responsibilities of Community Committees to:

· Scrutinise service delivery

· Decide the allocation of devolved budgets.

· Decide community priorities, as expressed in Community Action Plans.

· Agree and endorse the work of neighbourhood teams and Partnership Boards.

· Influence policy and service development.

There was a very clear message from community activists that their involvement must transcend consultation and involve a discernable, albeit, gradual move to greater involvement and participation in the decisions that affect their lives. Without such progress, activists question the value of the commitment that they are making.

There will, therefore, be built into the processes regular reports to Community Committees from the neighbourhood teams and the Partnership Boards to ensure that their work has the support and reflects the priorities of the Community Committees.

The role of Neighbourhood Manager 

There is agreement that the role of Neighbourhood Co-ordinator should be enhanced within the role of Neighbourhood Manager. There is concern that the role of Neighbourhood Manager will not include line-management responsibility for members of the neighbourhood team. 

The City and its partners are not at the stage where line-management responsibility can be given to the Neighbourhood Manager. This serves to emphasise the importance of the commitment of City Council Directorates and Partners at every level of their organisations to this way of working, if it is to be successful.  

One of the key tasks for the Implementation Group, referred to later in the report, will be to agree how the role of the Neighbourhood Manager will be conducted vis-à-vis neighbourhood team members on a day-to-day basis. The Neighbourhood Manager is a challenging role that will succeed on the basis of shared vision, agreement on processes and systems and an understanding that stakeholders can achieve their core responsibilities by bringing a greater geographical perspective to their work.

Neighbourhood teams

There is support for the development of neighbourhood teams, which will build on the model of link officers. This model has produced excellent examples of joint work in communities. However, it has not been sufficiently robust to deliver consistent, integrated working across the City.

The paper considered by Cabinet on 11th November proposed a membership of the neighbourhood teams, which had been arrived at following detailed discussions with partners and those Council Directorates whose services have been consistently identified as most important to communities. However, these are a starting point and it is anticipated that Community Committees will develop the membership of the neighbourhood teams and, indeed, the Partnership Boards, to reflect the needs of their area. For example, schools are a key player in the lives of communities. However, we are not in a position at this moment in time to obtain the agreement of schools across the City to support this model. However, there are individual Headteachers who identify very closely with their communities and are committed to integrated working. The model encourages Community Committees to ensure that those schools are fully involved and it is hoped that, in time, others will also identify the benefits of this way of working.

Similarly, Community Committees may wish to involve community and voluntary organisations, which provide important services in their area, in the work of neighbourhood teams.

Partnership Boards 

Comments on Partnership Boards focussed on two areas, roles & responsibilities and membership.

In respect of role, there is concern that the Partnership Boards do not introduce an additional layer within Community Committee structures that take on decision-making responsibilities and, therefore, dilute the role of Community Committee. 

This is not the intention of these proposals. The desire is to enhance the role and the responsibility of Community Committees by developing more robust models that will make operational activity and lines of accountability more transparent and develop a capacity to progress issues on behalf of the Community Committee.

Therefore, the term Executive Group, rather than Partnership Board, may, more accurately describe the role that is envisaged.

· Ensure local priorities are progressed.

· Ensure local people are appropriately involved in all of the work of Community Committees.

· Ensure that partnership working and opportunities for integrated working are maximised.

· Ensure, over time, that there is a neighbourhood plan that takes an overview of the needs of the area and brings together the various activities and planning processes that impact on a Community Committee area.

In time, there may be a need to review the responsibilities of this group, particularly if partners are able to pool resources at Community Committee, which may require changes to governance arrangements that meet the specific requirements of partners. However, this is not the position at the present time and the roles and responsibilities as outlined would fill a strategic gap in our present arrangements, particularly through the involvement of senior members of the police and the PCT.  

The original proposals suggested that one elected member from each ward should be on the Partnership Board or Executive Group. Some members have questioned whether all elected members should attend, based on the understanding that as elected representatives, they should have the opportunity to participate in decision-making that affect their constituents. It is hoped that clarification of the roles and responsibilities of the Partnership Board or Executive Group, as outlined above, may help to resolve this issue. However, members have asked that there should be flexibility in the arrangements to allow a member who cannot attend the Executive Group to be substituted by another, nominated member.

However, the roles and responsibilities of elected members within the Community Committee structures have been raised in the consultations and comments have explored the meaning of community leadership by elected members.

Community leadership is intertwined with the responsibility of local authorities to promote and improve the social, economic and environmental well being of their communities. It focuses on “recognition of good community leadership being earned and not being conferred by the ballot box alone” (Source: IDeA) and emphasises the enabling, facilitation, networking and listening role of elected members set in the context of the more complex environments of partnership working and involvement and participation of local people in the decisions that affect their lives. The structures that are being proposed for neighbourhood management are intended to support, therefore, the role of elected members as community leaders.

The participation of elected members in the Executive Group will ensure that there is a clear link to the political structures of Community Committees; the involvement of members of the Community Committee will ensure that there is a clear focus on the involvement of members of the community in all the work undertaken by neighbourhood teams and the Executive Groups.

The proposal that the membership of the Executive Group should be composed of an elected member from each ward of the Community Committee, a senior officer of the Council (the former Area Co-ordinator role), local police inspector and a senior member of the PCT is intended to be a starting point and membership should be extended to others, for example, representatives of business, community or voluntary organisations or schools, if Community Committees feel that they can make a significant contribution to the area.

Political executives

There is potential for confusion between the role of political executives and Partnership Boards or Executive Groups. However, their roles are complementary. 

Elected members have a primary responsibility to ensure that the needs of the communities that they represent are met. They need to be satisfied that arrangements are in place that meet those needs and which also enable them to have an ongoing dialogue with all partners and organisations whose input is required to promote the well being of the communities they represent. Political executives should expect that the Partnership Board or Executive Groups progress those needs in a systematic and responsive way. These proposals are intended, therefore, to support members in this role and the involvement of some elected in the Executive Groups will allow a very clear link to be made between these important and related, but nonetheless, different responsibilities.  

Regeneration

The City is about to embark on major regeneration under Housing Market Renewal (HMR). It will include projects that are large-scale and which have citywide implications. The Central Salford Board will oversee these developments. 

However, there will also be more localised programmes and there is agreement that oversight of these programmes should come within Community Committee structures to enable physical regeneration to be integrated with other activities within the Community Committee area. Local regeneration teams will be important members of the neighbourhood team and the development of the neighbourhood management model will help to achieve the objectives of the “Fresh Start for Housing in Salford” strategy. 

It will be necessary to clarify these arrangements more precisely over the coming weeks through agreement on terms of reference.

However, there are already regeneration programmes, Seedley/Langworthy, NDC and Chapel St overseen by established Boards. There is no suggestion that the function of these Boards be changed as a result of the neighbourhood management proposals. Nevertheless, the consultation discussions have focussed on a common objective of regeneration programmes and neighbourhood management aspirations to shape mainstream services to be more sensitive to local needs. In addition, there was agreement that there is scope for integrating the work of the Community Committee and that of the regeneration board that would bring mutual benefits. It was agreed that the respective Boards and the Community Committees should work together to identify how these issues can be progressed. In the longer term, regeneration programmes will require an exit strategy and the proposals for neighbourhood management may provide a structure that allows this to take place in a seamless and undisruptive way.

Community Engagement

A recurring theme at all of the consultation discussions has been the recognition of the need to involve more members of the community in the work of Community Committees. Community activists identify the degree to which they really can influence how the City Council and its Partners deliver services to their communities as a key criterion of whether there are benefits to be gained from their investment in the work of Community Committees. Whilst the proposals for neighbourhood management are intended to provide structures that facilitate an ongoing dialogue with communities about how services are planned and delivered, the community have given a clear message that they do wish to see progress – and they understand the complexities to be taken into account in achieving this goal – from a consultation model to one that has a greater emphasis on involvement.

Whilst the proposals for neighbourhood management have focussed specifically on the structural issues that support partnership work with communities, the Best Value Review of Community Engagement has focussed on how engagement with communities can be enhanced. The Improvement Plan arising from that work and particularly that focussing on work with geographical communities will be progressed by being integrated with the development of the neighbourhood management model.

Criteria for success

There is a need to identify the means by which the success or otherwise of these developments can be measured. Detailed work on this has not yet taken place and will need to include measurable outcomes on, for example, the way that services are delivered, the development of the work of elected members as community leaders and involvement of local people. Initial discussions have also taken place with the PCT about applying an impact assessment approach but more detailed work will need to take place as part of the implementation process, should Cabinet agree to proceed.

Resources

The establishment of neighbourhood management will be achieved primarily by changes in the roles and functions of existing staff. The existing resources already allocated to Community Strategy will be reconfigured with some additional funding from HMRF to fund changes in Central Salford.

CONCLUSION

It is recommended that neighbourhood management should be introduced into the City, taking into account the issues raised during the consultation. A summary of the main recommendations is in appendix 1.

Appendix 2 describes the actions that now need to follow in order to implement the model. A key element is the establishment of an Implementation Group, composed of elected members and senior officers of the Partnership to oversee and monitor implementation.

It is also proposed that there is a long-term programme of Organisational Development in recognition of the significant implications of the changes that are being embarked upon and to provide support and opportunities for review for all stakeholders. The initial stages of the programme are suggested in appendix 3 and resources have been identified to allow the programme to take place over a three-year period, allowing opportunities for implementation, embedding and review.

Appendix 1

Summary of main recommendations

1. To reaffirm the role of Community Committees as outlined in pages 2 and 3 of this report.
2. To welcome the agreement of the police and the PCT to endorse the neighbourhood management proposals and their commitment to the ongoing development of geographically sensitive and integrated services.
3. To agree the establishment of an Implementation Group to oversee the introduction of neighbourhood management in the City.
4. To agree the establishment of a post of Neighbourhood Manager in every Community Committee.
5. To agree the establishment of neighbourhood teams and Executive Groups in every Community Committee area with roles and responsibilities as outlined in this report.
6. Agree the principle that localised regeneration programmes are overseen by Community Committee processes and that terms of reference are agreed by July 04.
7. Established regeneration boards and Neighbourhood Managers should develop closer working relationships to maximise the benefits of regeneration and neighbourhood management for communities and to develop a common approach to working with and shaping mainstream services. This to be the subject of a further report to Cabinet by November 04.
8. To receive a further report by October 04 on the criteria by which the success of neighbourhood management be judged.
9. To agree a programme of organisational development to support the establishment of neighbourhood management in the City.
Appendix 2

Next steps in the implementation of 
neighbourhood management in Salford

Action
Time-scale
Comment

Establish Implementation Group
Feb 04
Its purpose is to oversee the introduction of neighbourhood management. It will be composed of elected members and officers of the City Council, the police and the PCT and representative(s) of Chairs of Community Committees.

Recruitment of Neighbourhood Managers 


Feb – April 04


Agree Organisational Development Programme 
Feb – March 04
This will be a long-term programme to support the implementation and delivery of the model. 

Identify neighbourhood teams 
March – April 04
Directorates and Partners to begin to establish core team that will relate to each Community Committee area.  

Agree criteria for success
February – April 04
This may be one of the first tasks of the programme board.

Agree membership of Executive Groups 
June - 04
It is suggested that this is delayed until June and until after the local elections.

Agree roles and responsibilities and terms of reference for oversight of local regeneration programmes. 
March – July 04
To produce a clear understanding of the roles of regeneration teams, reporting mechanisms and the role and relationships of Community Committees and Executive Groups and Central Salford structures in respect of local regeneration programmes.

New Community Committees to begin to be formed.
April 04
Neighbourhood management will be implemented in the context of new ward boundaries and, therefore, redrawn boundaries for Community Committees.

Organisational Development


APPENDIX 3



In order that the neighbourhood management is introduced successfully into the City, it is proposed that there is a long-term programme of organisational development to support its implementation, its embedding and review over a three-year period. Below are proposals for the start of the first phase of that programme.

Action
Time-scale
Comment

Implementation Group
March 04
This group will be crucial to the success of the changes. It will need to be clear about the objectives of the changes and drive and facilitate the introduction and establishment of the model.

Reference Group
April 04
It is suggested that this group is composed of Chairs and Deputies of Community Committees and some community activists whose perspective on the how the model will unfold and develop will be important in ensuring that it is meeting the needs of communities.  

Neighbourhood Managers 
May 04
Ideally, work with this group should begin as soon as possible. However, all Neighbourhood Managers are likely to be in post only by May.

Neighbourhood teams 
May 04
Neighbourhood teams are the operational arm of the model and they will need opportunities to develop a team approach, identify opportunities for maximising integrated service delivery and reconciling competing demands.

Elected members
July 04
To provide an opportunity for members to explore their role in neighbourhood management and the concept of community leadership. It is appreciated that the Council elections in June complicate this proposal but the role of members is key in ensuring the success of the model and that opportunities should be created for members to explore their role as quickly as possible. 

Executive Groups
July 04
Executive groups will help to ensure that the programme for a Community Committee area is delivered successfully. They need to grasp the breath of the issues that contribute to the building and sustaining of healthy and sustainable communities and they will require opportunities to explore how to manage a complex agenda in the context of competing demands.

















































